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FOREWORD

‘ii%us report describes research that was conducted in two phases.
The first was to anaiyze questionnaire data, collected by the Naval
Technical Training Command Staff from Recruit Training Centers (RICs),
to measure the extent to which lengthening recruit training would affect
the recruit'’s attitudes toward the training, toward a Naval career, and
toward the Navy in general. The second phase was to integrate these
findings into the body of existing literature on attitudes toward the
service. Results of the first two administrations of the questionnaire
were published in an Interim Report dated October 1974, The present
report contains an extensive analysis of the data from all three administra-
‘tions, as well as an extensive discussion of the survey findings in relation
to the literature on enlistment motivation. It also recommends training
management improvemente which might increase both motivation and performance
of duty following initial training.F:\

The work described herein was begun in June 1974 and completed in April
1975. 1t was conducted by personnel of the Columbus, Georgia Office of
HumRRO's Central Division. Dr. Joseph A. Olmstead is Pirector of the
Columbus Office. From the beginning of the project until February 1975,

Dr. T. 0. Jacobs served as Project Director. Dr. Olmstead is presently
.serving as Project Director.
Other members of the research staff were Mr. Steven R. Stewart and Mrs.

Marianna S. Harrison.

The work was performed for the Chief of Naval Technical Training under

Contract N61339-74-C-0164.

Meredith P. Crawford
President

Human Resources Research Organization
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. SUMMARY AND CONCLUSIONS
INTRODUCTION
In 1973, as a result of numerous considerations, it was decided

to lengthen Naval Recruit Training in order to accomplish several

objectives. Among them were to increase the involvement of the
recruit, so as to deepen his interests in a Naval Career and to
increase his motivation to serve well in his first enlistment.
Lengthened Recruit Training was also intended to moré effectively
serve the purpose of inculcating traditional values among recruits,
relating not only to the quality of their duty performance but also
to variables of appearance, military courtesy, and other esprit and
discipline-related areas. The increased time allocated to the
initial training experience was designed, in large part, to increase
' contact between the recruit and his seniors in order to create in-

creased respect for them and to allow their leadership to accomplish

- more effectively the task of inculcating the important values and

traditions of the Naval Service.
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In order to measure the extent to which the lengthened recruit
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training experience might have accomplished these objectives, a ques-

SN

f-; tionnaire was developed by Dr. Norman Kerr and his staff at the Naval
Technical Training Center. This questionnaire was administered to
very large samples of recruits toward the end of their initial train-

ing experience in late 1973, mid-1974, and again in late 1974. In
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addition to data pertaining to the personal history and background S

of the recruit, the questionnaire contained items measuring four
major areas:
Attitudes toward Recruit Training Specifics -- such 4
as haircut, physical training, and the fairness of
his treatment -- and toward his superior officers
and the Navy in general.
Attitudes pertaining to self-discipline -- such as
concern about good performance, promptness, and
observance of military standards of dress, personal
appearance, and conduct,
Attitudes relating to esprit de corps -- particularly
feelings of being a part of a team, confidence in
superiors, and good adjustment both to the Navy and
his peers.
Attitudes and knowledge about Navy life -- par-
ticularly opportunity for further development,
especially of an educational or technical training
nature, and for obtaining both promotions and the kind
of work they really would like to do.
It was assumed that lengthening Recruit Training would improve
attitudes in each of these areas, and produce a sailor more competent

in the performance of duty. The present report contains the results
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' of an extensive analysis of the data from the above three adminis-
trations. Further, the report contains a review of literature

pertaining to motivation to enlist and an extensive discussion of

the survey findings in relation to the literature on enlistment

motivation. Finally, the report contains recommendations for train-

P T

ing management improvements which might increase both motivation
and performance of duty following initial training.
MOTIVATION TO ENLIST

The literature concerning enlistment motivation and enlistment
incentives is relevant to training management practices primarily
because a major objective of recruit training is to produce a sailor
who wants to please his sﬁpetiors and to do a good job in the Navy.
Hopefully, it would also produce a sailor who is proud to wear the
. uniform of his service, and who wears it well.

A number of different motivational models could have been used

- as vehicles for examining how recruit training does or does not lead
to successful outcomes on these objectives. However, two were chosen.
The report draws heavily on thinking by Glickman, Goodstadt et al. (1973) and
Jacobs (1970). Glickman has done extensive work on Navy career moti-
vation and Jacobs applied concepts of fair exchange and reciprocity
to analysis of motivation and leadership. Both approaches lead to the

conclusion that motivation to do well depends on a chain much like

the following:

k-
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The individual has certain expectations as to what o/
he is going to get out of his Navy enlistment.

These need to be the right expectations. According
to Glickman, typical expectations are that Navy work »
is strongly masculine, that it is important and
purposeful, that the Navy operates with efficiency
and discipline, that Navy leaders are good leaders
who know what they are doing, an& that the Navy is

a place where valuable skills can be learned for
later life.

These expectations color how he sees his experience
in the Navy, including his initiel training ex-
periences. Good expectations lead to favorable
impressions to a major extent.

However, the extent to which these expectations are
met by his experience in the Navy will also in-
fluence his feelings as to whether he has gotten a
"good deal" and whether the Navy has come through on
its commitments to him, as it expects him to come
through on his commitments.

To the extent that the Navy's treatment of him has
been fair and has met his expectations, he feels a

personal commitment to be fair and meet the Navy's

vi ‘*}
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expectations of him. It is in this last step that
responsibility and self-discipline emerge.

According to this logic, effective training management practices
must be based on a deliberate attempt to satisfy the recruit's ex-
pectations of the Navy, and his total enlistment experience should
be designed to help him achieve those meaningful and legitimate
goals that motivated him to enlist in the first place. Thus, a
knowledge of these goals is an essential first step.

A substantial number of studies was reviewed to identify these
goals. Further, the questionnaire administered in the present project
also obtained information concerning reasons for enlistment. There
was substantial agreement among the studies, and between them and the
results of the present study. The most dominant reason for enlist-
ment is to obtain technical training and/or educational benefits
after the first enlistment. While a substantial number of recruits
in this study honestly reported that they needed time to find out
what they want to do with their lives, on the order of one-fifth of
them said that, from the outset, they either wanted a Navy career
and/or felt they could get a better job in the Navy than in civilian
life.

These findings have clear implications for training management

practices. The recruit expects to find important and purposeful

things to do. He expects to work for someone he can respect and who
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respects him for his efforts. Furthermore, he expects to value what e

he learns because it will help him later.

Obviously, not all recruits have these wholesome initial ex-
pectations. Recruits from inner sections of large cities may have
substantial problems, in fact. However, most recruits do have such
} positive goals and expectations. The suggestion therefore is that
| these expectations should be met, especially during early training
A experiences when experience-based impressions of the Navy are just

| forming. Data in the present report offer evidence as to how well
' the Navy actually does on this score. As will be seen, it appears
to do remarkably well.
METHODOLOGY

The questionnaire by which the data of the present study were ™)
obtained was developed at the Naval Technical Training Ceﬁter. In
part, items were drawn from already existing questionnaires; the
1 remainder were developed solely for the purposes of the present
§i study. In addition to questions concerning background and ex-

{

: perience information, the questionnaire contained 90 items with

Likert response scales for the most part. The questionnaire as a

whole, together with response distributions to the various questions

asked, for each of the three administrations, is contained in

Appendix A. .
- This questionnaire was administered three times, to a total of

over 15,000 recruits nearing the end of their Recruit Training

viii




. Center (RTC) experience. The administrations were conducted by
» staff of the three RTCs at which the study was done, under the

general supervision of the Naval Technical Training Center. After
- administration, the data were delivered to HumRRO for analysis.
The first administration provided a baseline of attitudes,

derived from recruits under the 7.6 week program, against which

subsequent data could be assessed. The second administration pro-

2
3
|
3

vided the basis for most of the complex statistical analysis
> procedures, together with an early indication of the probable ef-
i fectiveness of the extended training. However, it was feared that
this sample might be different in terms of background character-
istics from the first sample. (This fear was demonstrated by analysis
of the data to be well founded.) Consequently, a third sample was
3 drawn at a time period roughly corresponding to the time period at

which the first one was drawn. It was hoped thereby to obtain a

sample roughly the same on educational and socio-economic status
4 (SES) backgrounds as that of the first, baseline sample. (Data
. analysis confirmed that this objective was generally achieved.)

Data analyses consisted of the following:
a. For each item, "t'" tests were run between first and

. ’ second administrations, and between first and third,

to detect item-by-item changes that might have

occurred.
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b. For each item, analyses of variance were run across

} RTCs, at each time of administration, to detect dif-
ferences between them.

¢. An Automatic Interaction Detection (AID) (Sonquist and -
Morgan, 1964; Sonquist, 1970) analysis was run on the
data from the first two administrations, to identify
subsets of recruits for whom training mznagement prac-
tices might need to differ. -

d. A principal components factor analysis with varimax
rotation was also accomplished on the questionnaire
items.

e. The same type of factor analysis was run on the data
from the third adminiscvration alone.

Other analyses than these were done, but were subordinate to the
above in significance. The main findings of the study were derived
' from the outcomes of these analyses.

i RESULTS

Demographic Data

i In the questionnaire, several items requested background infor-
mation from the recruit, particularly about his educational status,
age, reason for enlistment, and geographical region of origin. In
order for confident statements to be made concerning possible dif~

ﬁ ferences between administrations, and between Recruit Training

Centers, it would have been necessary to find that the samples from




one administration to the next were roughly equivalent. Examination
of the demographic data revealed that the samples differed from ad-
ministration to administration, and also from RTC to RTC from one
administration to the next. Major differences were found to be the
following:

a. There were major education and age differences between
the first and second administration samples, and between the second
and third. The first and third were substantially more similar than
either was to the sacond. In general, the second sample was older,
and with a different distribution of ages than either the first or
third. (The Results section of the body of the report goes into
more detail on this and other topics.) In addition, the educational
quality of the second administration sample was lower than that of
the other two samples, and the educational quality of the third
administration sample was lower than that of the first but higher
than the second.

b. There were major geographic region-of-origin dif-
ferences between the samples. The comparison between education and
age suggested that the second administration sample probably should

not be used as the primary basis of comparison with the first con-

cerning the impact of extending Recruit Training. So the comparison

on point of origin focused on the comparability of the first and third
administration samples. 1In general, the third sample had more Pacific

States origins, fewer Middle Atlantic States origins, and fewer North
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Central States origins. However, there were also major shifts in
the flow of recruits from the various regions to the various RICs.
The differences in total samples were judged to be potentially a
problem, and the location of origin variable was tested in several
of the analyses without effect. Further, in the AID analyses, RTC
location did not have a significant effect. However, location of
origin and RTC did emerge combined in one of the factors identified
in the factor analysis. The conclusion, therefore, was reached that
overall sample comparisons (first vs. third) were legitimate for
assessing the impact of extending RTC, but that RTC-to-RTC com-
parisons would not be legitimate. That is, any RTC-to-RTC
differences that might be found could probably be attributed to
sample composition changes caused by differences in flow patterns
of recruits into RTCs.

c. There was a substantial shift in the racial composi-
tion of the samples obtained on the first and third administrations.
A considerably larger percentage of blacks were found in the third
administration sample. However, this was not thought to pose a major
problem because the variable of race did not emerge in the AID
analysis. Further, in the only study found which explicitly tested
the issue, Stender (1972) found that blacks are slightly more favorable,

overall, toward military service than whites. However, the effect was

slight.

xii
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-. d. Reasons for enlistment have held remarkably con-

sistent from sample one to sample three, with technical training,
need for time, educational benefits, desire for Navy career, aud

i
- feeling that a Navy job is better than a civilian job leading in ,

that order.

Conclusions reached from study of the demographic information
were that the second administration sample should not be used for
the major comparisons by which the effectiveness of extending RTC
- would be assessed, although the first and third administration

data were suitable for this purpose. However, differences in the i
flow of recruits from geographical regions to RTCs were sufficient
that it was judged inappropriate to make comparisons among the RTCs.
AID Analyses
3 The AID analysis technique is designed to identify subgroupings
of individuals within a total sample, on the basis of their patterns
of response to questions on a questionnaire, or on the basis of other
possible types of measures. One of the objectives of the present
study was to identify a smaller and simpler (than the whole question- i
v/ naire) basis for comparing samples. The AID technique was used for

this purpose, and to test several hypotheses about RTC, especially

. ' extending the RTC experience.

Chabioils

a. In several preliminary AID analyses, prior to the final

one to be described below, demographic variables were tested to

determine the extent to which they might be influencing reactions '

SRS TR, S
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to the Navy. In this and the major analysis reported below, Ques- J
tionnaire Item 59, asking how well the recruit likes the Navy thus
far, was selected as the criterion variable.

(1) Though several AID analyses were conducted to
"force" time of administration, no AID analysis
identified time as a key variable.

(2) Similarly, RTC was "forced." It emerged as a
variable only to separate Orlando females from
all males from all locations. Thus, the dif-
ference emerging was a sex difference and not a
training management difference.

(3) Reason for joining was always included in the
above analyses and always emerged as the con-
trolling variable, suggesting that demographic
variables are associated with attitudinal
variables only through association with reason
for joining.

b. Thus, conclusions from the preliminary analyses were that
demographic variables were essentially unrelated to attitudes toward the
Navy but that the reason for joining was strongly related to such at-
titudes. A final AID analysis was then run on combined data from the
first and second administrations to isolate key sets of items on which

first and third administration data could be compared. This AID analysis

xiv




identified nine discrete groups of Navymen. (A more complete
detailed description of these groups is provided in the main body
of the report, Pages 32-36.)

(1) 1Intrinsically motivated, career minded. This group

constituted 26% of the total group in the analysis.

They regarded the Navy as a good end in itself,

were career minded in their reason for joining,

% and were highly favorable toward the Navy.

: ot (2) Instrumentally motivated and happy about their next
assignments. Fourteen percent fell into this

group--men see the Navy as a means to an end (reason

for joining = technical training or education after

‘ service, etc.), and are happy about their next ?

3§ i ? : assignment and the contribution their boot training

) § will make to it.

e (3) Instrumental/fair. Twenty-one percent fell into

- ; this group, joining for the same reasons as group
(2). However, this group is less satisfied with
next assignment, though they view the Navy as fair.

(4) Fairness motivated. Eight percent fell into this i
group, which is not defined by reason for joining i
(intrinsic/instrumental), but who consider the Navy ;
fair. (Thus, fair treatment is probably highly

important to them.)

XV




Instrumentally motivated, but RTC has been wasted.

Only three percent fell into this group. These men

see the Navy as a means to an end and like their

next assignment, but feel that boot training wilil

not help there. Considering the small size of the

group, these men may be technical specialty bound.

Instrumental and disappointed. Eight percent fell

into this group who joined for instrumental reasons

but are disappointed with the Navy, both the next

assignment and the Navy's fairness. (It is possible

that these recruits have experienced a major upset

in their expectations, perhaps being unable to get

into the school of their choice.)

(7) (8) (9) Civilian better. These three groups ave

described together, because of their similarity.

Together, they constitute 21% of the total. All

felt that the kind of work they really wanted to do

was in civilian life. It consequently may be inferred

that they either joined because they had no economic

choice, or felt they had made a mistake. Group 7

attitudes were more favorable (responding also that

the Navy has treated them all right), while Group 8

attitudes were worse (responding that the Navy has not



treated them all right). Finally, Group 9, with
the worst attitudes, frankly admit that for them
taking orders is difficult.

c¢. Conclusions from this AID analysis will be dealt with at

more length shortly. For now, it is sufficient to note that the AID

analysis has identified probable groupings of items which will provide

the basis for meaningful comparisons between Samples One and Three.
Further, the groups of recruits identified in this analysis seem
remarkably different from one another. The strong suggestion is that
RTC fills consist of "streams" of recruits who may differ in major
ways from one another. The conventional view of enlistment motivation
is that most recruits share most attitudes at least to some extent.
That is, it is commonly assumed that one man may give one reason for
joining while another gives another reason, but that they really share
reasons. They both have both reasons, simply feeling these reasons

to different degrees. The present findings suggest this may not be a
correct picture. For at least some reasons (enlistment motives), the
recruit probably gives near zero value to some other possible reasons.
For example, a recruit who joins for instrumental reasons may not be
patriotic at all. And a recruit who joins for intrinsic reasons, e.g.,
for patriotic reasons, may not see the Navy as a means to an end at
all, but rather as an end in itself. The results of the literature
review support this view quite well, and this view consequently will

be a basis for making training recommendations later.




——C ]

BRI I AR VAN & GO G it 00 P e N T SR A AT N R P e o Ve

Factor Analysis

Factor analyses were also run on the combined data from Ad-
ministrations One and Two. Seven factors were identified, which
essentially confirm the item sets identified in the AID analyses
as crucial and as suitable for comparisons of data from Administra-
tions One and Three. The seven factors were:

a. Career positive orientation. Contributors were items
concerning reason for joining, liking for next duty assignment,
ability to take orders, liking for Navy thus far, and attitude
toward a Naval career.

b. Demographic cluster, consisting of age and education.

c. Demographic cluster, consisting of race, geographical
point of origin, and RTC location.

d. Attitudes toward recruit training. Contributors were
items concerning whether boot training would help in next duty
assignment, whether the recruit felt a part of the company in boot,
whether he could talk with his superiors, and whether trainers set
a good example.

e. Attitudes toward discipline items, contributors being
liking for boot haircut, running during boot training, and weekly
testing.

f. Navy/civilian comparisons. Contributors were several

items with highly similar format, asking for comparisons between the




Navy and civilian life on where technical training, work one likes
to do best, and fair treatment can better be obtained.
8. Time and treatment. This is a small cluster composed

of time of administration, and one item reflecting how the recruit

was treated during his first few days in boot.

Identification of Clusters

These factors, together with the results of the AID analysis,
led to identification of six clusters of items on which it was felt
S that comparisons between Samples One and Three should be based.
These clusters, and the items comprising them, were as follows.
(Detailed presentation of items apd administration differences in
responses to them are presented in the body of the report, Pages
3 46-61.)

e a. Positive Orientation Toward Navy Career. (Reason

for joining, liking for next duty assignment, difficulty in taking

orders, how like Navy thus far, and career orientation toward Navy.)
b. Favorable Boot Impression. (Will Boot help in next

assignment, felt part of Boot company, could talk with superiors,

trainers set good example.)

¢. Reaction to Discipline. (Liking for haircut, running,

weekly testing, how treated first few days.)

d. Instrumental Attitudes. (Items of common format asking

where best can get technical training, work one likes best, fair

treatment, and more important jobs.)




e. Adjustment in Boot. (Challenge of boot training,

difficulty of class work, and adjustment to other recruits.)

f. Help in Boot Training. (Help from counseling, help
with training problems, information from superiors, help from other

recruits.)

Analysis of Clusters

In the body of the report, comparisons were made from first to
third administrations for all the items shown above, cluster by

cluster. The following conclusions were drawn.

a. Positive Orientation Toward Navy Career. Generally,
attitudes expressed by this cluster of items were very highly

favorable toward the Navy for both times, and improved from Time 1

to Time 3. At Orlando, where interest in technical training was also

unusually high, career intentions were also unusually favorable.

b. Favorable Boot Impressions. There was no consistent

pattern of change on these items, except that Orlando males show a

consistent improvement.

c¢. Reaction to Discipline. Again, there was no consistent

pattern over time, except trend for Orlando males to improve and Waves

to worsen.

d. Instrumental Attitudes. Overall, these items strongly

support the "Reasons for joining" analysis, showing the importance of

technical training and the content of the job as important factors for
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the recruit and expectations he has of the Navy. However, changes
over time appear inconsistent.

e. Adjustment in Boot. There is a trend for challenge
to have increased, although classwork is not the source. Adjustment
to other recruits has become harder at Great Lakes with a similar
trend at San Diego.

f. Help in Boot. No consistent changes over time.

g. Summary. It therefore seems appropria»te to conclude
that lengthening of RTC has not had any noticeable impact on recruits
near the end of their RTC experience, as measured by attitudes on the
above clusters of items. There have been generally positive trends
in attitudes toward the Naval service, but the pattern of these
changes suggests that the reason is not lengthening of RTC in itself.
Rather, it seems more likely that it is a result of generally
improving attitudes toward the military service in the population at
large and an increase in the extent to which recruits see the Navy as
instrumental in the achieving of personal goals (for technical train-
ing or education) or as an important end in itself. As the discussion
holow will suggest, increased favorability of reaction to the Navy is
probably a reaction to the view that the Navy is meeting their expecta-
tions of it fairly and well. It was further concluded that the
differences between RTCs are probably not interpretable as a result
of the changes in fill patterns among the RTCs, which produced sample

composition changes. Thus, while differences between RICs are

xxi




generally significant, they have no necessarily logical meaning, and
other changes in the flow of recruits into the RTCs could change the
pattern of differences noted.
DISCUSSION

This study produced three major findings. First, comparison of
data from the first and third administrations on key items did not
reveal major systematic changes from one time to another. Second,
important changes in the flow of recruits into Recruit Training
Centers preclude comparisons among RTCs. Third, the combination of
findings from the present data and the review of findings in the
literature on enlistment incentives and Navy climate has extremely
important implications for training management. Each of these three
areas will be discussed in turn.
First and Third Administration Comparisons

While there were changes from one administration to the other,
these changes were not consistent among all training centers. If the
lengthening of RTC had had favorable effects of the attitudinal nature
intended, the pattern of changes should have been consistent, for #t
least some of the items in the key clusters shown in the Results
section. That such consistent differences were not found suggests
that this kind of impact was not produced by lengthening RTC ex-
perience. That it did not is no great surprise. As other parts of
this discussion will point out, the favorableness of a recruit's

impression of his training experiences comes primarily from the extent

xxii
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to which he sees it as meaningful, fair, and a vehicle by which he
can increase his own self-respect and the respect of others for him
by doing well. Admiral Bergner (1968), in a reference discussed in
considerably greater length in the main body of the report, dis-
cusses his own experiences while commanding the San Diego RTC and
work he did to make the experience more meaningful for recruits.
Through what appears to have been an excellent program for the
cadre, he attempted to develop their skills at communicating a feel-
ing of concern for trainees while at the same time challenging them
through their training.

The point is that unless similar changes occurred in training
management practices when recruit training was lengthened, there is
no reason to believe that attitudes would improve as the result of
simply providing more training of the same type. There is reason to
expect that the military manner and bearing of the product of Recruit
Training would be better as a result of the increased training in
customs and courtesies of the service, of course. However, the
measure of an impact of this nature would consist of the reactions
of commanders under whom these men subsequently serve.

One point should be emphasized, however. The fact that overall
attitudes have not improved during the time marked by lengthening of
Recruit Training is not a criticism of Naval Recruit Training. First,
attitudes toward the Navy (impressions of the Navy thus far and the

Navy as a potential for career service) were highly favorable at both

xxiii




administrations and show trend improvements from the first to the rd
third administrations. Indeed, in the third administration, 57%
of all recruits surveyed chose one of the two most favorable
responses when asked how they like the Navy thus far and only
slightly more than 10X chose the two least favorable responses.
These are extremely positive responses, suggesting that the various
Recruit Training Centers have been and continue to reinforce the
development of favorable attitudes toward the Navy. Implications
for further “fine tuning'" are presented later. The extent to which
the RTCs develop military skills is not addressed in this report;
however, insofar as attitudes are concerned, it can only be con-
cluded that the RTCs have been doing very well indeed.
Comparisons Among RTCs

In the interim report of early analyses of data from the first
two administrations, and before data were even collected for the third
administration, substantial differences between the RTCs were pre-
sented. While the caution was urged that sample composition
differences might have been responsible, the between-RTC differences
were still discussed. The much more intensive analysis of data
presented in the present report included examination of key demographic
data, including differences in geographical point of origin, and
education. The finding was very clear that the overall differences .
between first and third samples did not influence overall comparisons.

However, it was equally clear that patterns of flow from the various
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geographical regions to the three RTCs did influence patterns of

response from these centers taken individually. As a consequence,

.
the differences between RTCs, which were found in these analyses as

they had been found in the earlier analyses, were not discussed as

meaningful. The necessary conclusion was reached that a change in

the flow of recruits could easily change any given pattern of
responses at any given center. It should also be concluded that

the discussion of differences between RTCs found in the interim

report may well be invalid.

This does not mean that individual RTCs cannot adjust to the
patterns found in the recruit "streams" they receive. Indeed, they
should, and suggestions for adjustment to various elements of the
total "stream" were presented in the body of the report. However,

it is extremely likely that between-RIC differences would be found

even with such adjustment. The more meaningful approach would be

for each RTC to be compared only with its own past performance and not

with the other RTCs. Further, such comparisons should be made only

after the influence of possible changes in the composition of the

total recruit mix had been assessed. The principal factors governing

recruit reactions were described in the body of the report and relate
primarily to reason for joining. While this is also related to educa-
tion, age, and point of origin, reason for joining appears to be the
dominant variable in this total mix of variables and, thus, is the

primary one for assessing the impact of composition changes.
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Training Management Implications -

One of the most i{mportant conclusions drawn in the main body of
the report was that the tofal recruit mix entering recruit training
probably consists of different "streams," each differing from others
In very major ways. It was suggested further that these streams
differ mainly in terms of what they expect from the Navy. Finally,
it was suggested that training management practices may well need to
differ from the different streams.

The probability that such "streams" exist is suggested not only
by the results of the present study, but also by the literature on
enlistment motivations, which is also discussed in the main body of
the report. Further, it appears that these streams have existed for
a long time. Two major streams consist of (1) young men who are
attracted to the Navy and to Navy life as an end in itself and (2) of
young men who see the Navy as a means to other ends such as voca-
tional training.

The key ftems {dentifying these streams constitute the basis for
recommendations concerning training management. These recommendations
are based on the more general notion that, in skill training, effective
training management consists of taking individual differences among
learners into account and providing training experiences that maxi-
mally enhance learning for each individual. 'Obviously. there are

limits to the extent that this ideal can be pursued. Uowever, the
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ideal {s clear. The same principle of individual differences holds

for motivational treatments.

One of the main goals of the individual recruit is self-respect,
which is communicated to him in terms of the respect others show for
him. The basic training experience of the military service has
traditionally been thought by observers to aim at stripping the
individual of his identity, his individuality, and to make him
"uniform" and compliant. While these are no longer the goals of
basic training, at least in toto, some of the original training
treatments designed to produce these outcomes linger as traditional
elements of the first training experience in all of the military }

services. Understanding their purpose, superiors and trainers feel

{> them reasonable. Failing to understand their purpose, the recruit
s may feel they are working against his search for identity and self-
respect. The difference between a feeling of psychological insult
and a feeling of meaningful challenge is the quality of leadership
expressed by his superiors and trainers in RIC.

It is clearly beyond the scope of the present report to address
leadership in detail. However, Admiral Bergner (1968) identified the
central variable when he noted that the most important thing was in
communicating to the recruit that his superiors in fact do care about
him. Jacobs (1970), in describing the exchange between leader and
led, makes a similar point. A subordinate can afford to try to please

only that superior who cares about that subordinate. 1f the subordinate
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feels his superior is not concerned about him as a person, then he
turns to his peer group to find someone who does. When the superior
18 concerned, the loyalty and motivation of the subordinate are
thereby sparked. Admiral Bergner's contribution, based on reading
of the account he presented, was that he recognized the importance of
this need and developed training for the training cadre to com-
municate to them the importance of the need and ways they could
express their concern for the recruit while at the same time teach-
ing him to fulfill his military responsibilities no less well.

While the following are almost bromides, they indicate the direc-
tions that "fine tuning” could take:

a. The nature of the work they will be doing is quite
important to members of five of the six "streams" of Naval recruits
who stand at the top in favorability of impression of the Navy.

Every attempt should be made to be sure that initial interviews with
them succeed in learning their aptitudes and interests, and in their
issignment to subsequent duty of their choice, within the limits of the
service to provide it. Recognizing that the Navy is already doing
pretty well at this, and that some disappointment is inevitable,
improvement in the interviewer's role may be difficult. Communicating
interest in each of hundreds of interviews is difficult. However,

many recruits felt the interviewer was not really interested, and this
may be the first really significant contact with the "operational" Navy

for the recruit. If the interviewer is interested, the recruit's
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feeling that he can control his outcomes should be enhanced, even
if his subsequent assignments are not exactly what he wants. Even
then, a careful and thoughtful explanation of why he cannot get what

he wants communicates concern. The same principle applies to his

other contacts with the formal‘Navy during his training experience.
(Much has been made of this single point as an illustration. It
could, in fact, be treated at considerably greater length. The
essence of good leadership consists of the extent to which the tech-
niques applied succeed in impressing the subordinate. It is this
attention to detail, and to the objective of enhancing the feeling
of self-worth of the subordinate, that marks the effective leader.)

b. The veason for joining determines in major ways the

x expectations the recruit has of the Navy. Satisfaction of these
expectations will produce the feeling of reciprocal responsibility to
satisfy the Navy's expectations of him. The body of the report dis-
cusses these expectations in detail. Their essence, for the main

"streams" of recruits, is a feeling of meaningfulness in what he does

and a feeling of opportunity for personal growth through his ex-

e e o

periences in the Navy. The implication is for substantial opportunity
for communication with his superiors and trainers, in which he perhaps
has the opportunity to question the meaningfulness of his training
experiences and be reassured. It should be emphasized that this does
not mean that challenge should be decreased. For the maximum in

personal growth, the meaningjul challenge given the recruit must be
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near the maximum he can take. This, of course, does not mean harass- -/
ment. For maximum effectivencss, trainers must clearly know the

difference and also be trained to recognize and appreciate individual

fg differences in capacity to accept challenge. There are probably

major dif ferencés among the various "streams" in desire for challenge ;

| and personal growth.

c. Perhaps the single most important barrier to Naval
service for many highly qualified young men is their concern about
interference in their right to control their own lives during off-
i duty periods. Allowing for the expression of individuality is

extremely tricky because it is difficult -- especially for a young
i man -- to know where to draw the line between the right to express
individuality and the need to conform for the good of the service.

However, it is the position of the present author that a crucial

responsibility of leadership is to teach just such things, through
patience, example, and effective two-way communication. Effective
leadership can communicate that there are areas in which the sub-~
ordinate must yield, just as there are areas in which the organization
will yield -~ each in the other's interest. Such understandings, which
come through two-way communication only, produce mutual commitment and
heightened desire to serve well among subordinates. The implication is

that trainers must share understandings also as to where such lines are

drawn, and these lines must be acceptable also to commanders who sub-

é sequently will receive output from RTCs.
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d. Perhabs the single most important reward that can be

given by superiors is respect for superior performance by sub-

ordinates. Conferring differential recognition and respect for a

&5 job well done in an RTC environment is extremely difficult, both
because of the rate and volume of throughput. However, it is the
type of incentive which should be used th?oughout the sailor's
enlistment and career. Training in the techniques for accomplish-
ing this type of objective in RTC would enhance the ability of

i trainers to produce and differentially reward superior accomplish-

ment even at this early stage of a recruit's service.

| S
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ANALYSIS OF RECRUIT ATTITUDES
TOWARD NAVAL RECRUIT TRAINING
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INTRODUCTION

% In 1973, as a result of numerous considerations, the decision was
§Q made to increase the length of Naval Recruit Training. A primary ob-
%; Jective of this decision was to increase the recruit's involvement in
5 ; the Navy, deepen his interests in a Naval career, and teach him better

to serve well in his first enlistment. Lengthened Recruit Training was

s

8k

also intended to serve more effectively the purpose of inculcating
traditional values among recruits, relating not only to the quality of
performance but also to variables of appearance, military courtesy, and
other esprit and discipline-related considerations. The increase in
time for Recruit Training was designed, in large part, to provide for
increased contact between the recruit and his seniors, in order that

he might develop increased respect for them and to allow their leader-

i
ship to accomplish more effectively the task of inculcating the important

values and traditions of the Naval service.

In order to measure the extent to which extension of Recruit Train-

L, accomplished these objectives, a questionnaire was developed by Dr.

doruan . Kerr and his staff at the Naval Technical Training Center. This
questionnaire was administered to very large samples of Naval Recruits
toward the end of their initial training experience in late 1973, in mid-
1974, and in late 1974, at a time corresponding to the first administration
in 1973. The questionnaire contained items dealing with four major areas,
in addition to data pertaining to the personal history or background of

the recruit. The four areas were attitudes concerning Recruit Training




specifics (including seniors), attitudes and feelings of self-discipline,
attitudes pertaining to esprit de corps (personal identification as a
part of the Navy team), and attitudes foward Navy life and how he per-
ceives it. It was assumed that lengthened Recruit Training would im-
prove recruit attitudes in all of these areas. Because f extensive
prior experience in the analysis of data of this sort, the Human Resources
Research Organization proposed that it be permitted to conduct a computer
analysis of these data. An initial analysis of data from Administrations
One and Two was written in October 1974 (Jacobs, 1974). The present
report contains the results of a considerably more comprehensive analysis
which includes not only those two administrations but also the third
administration. It also includes the results of an extensive review of
literature pertaining to recruits' motivation for enlistment, their values
and expectations of the Naval service, Naval climate and values to which
they are expected to accommodate, and concepts of training management
in terms of which data from the questionnaire administrations will be
analyzed.

In broad overview, the remainder of this report will fall into
three major sections. 1In the first, the literature pertaining to recruit
values and expectations will be summarized. It is important that these
findings be made explicit before the findings from the questionnaire
administrations are presented. Preceding research will serve both as
1 frame of reference for examination of the present data, and also as
a guide to recommendations based on analysis of these data.

In the second broad section, the analyses of the questionnaire data
will be described and findings from these analyses will be presented.

Finally, in the third section, a substantial discussion of the findings in

PP TR v




‘ terms of existing knowledge concerning training management techniques

will be presented.

; z THE NAVAL RECRUIT -- HIS EXPECTATIONS AND VALUES

A major command objective for the initial training experience is
to develop within the recruit a set of values and attitudes such that
he will perform well in his later service, and will -- in a reasonable
g L number of cases -- desire a career with the Navy. It is unquestioned
| that the initial training experience does have profound effects. How-

ever, in some cases, it is not the effect desired. To understand why

the initial experience sometimes has unfavorable outcomes, it is neces-
E sary to examine the reasons why young men elect to join the Navy. The
basic assumption underlying this approach is that individuals join for

varying reasons. These reasons then define their expectations from the

v
T e e A e L
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Navy -- what they expect to receive in return for their service to the

Navy. If their expectations are fulfilled, it is assumed further that

they will then conclude that the relationship with the Navy is a good

@ one because their outcomes are fair in relation to their investments in
the Navy.l

b This section therefore will summarize the result of surveying a sub-

v stantial number of studies, which have studied the expectations of young

men who either have enlisted in the Navy or who might. As will be seen,

| lrhis essentially is an exchange theory approach, which is believed

| by the author to be an extremely good way to understand motivation and a
. leadership in formal organizations. It has also become an implicit part

. of the leadership thought in another service - the Army -- in the form of
b "The Informal Contract." This body of thought has grown from research

‘ conducted by a number of researchers at the Army War College.
k
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a variety of reasons exists for enlistment. However, it will also be
seen that there is a surprising degree of agreement on the major reasons.
Further, some major additional conclusions will be apparent from examina-
tion of these studies. These conclusions will have major implications
for training management within Recruit Training Centers.

As might be expected, the number of studies accomplished within the
past fifteen years on enlistment incentives is huge. It was pointless
for the present report to survey the entire number, because the degree
of agreement among them is so great. Accordingly, some 21 references
were identified for inclusion in the present report, chosen primarily
because they contained numerical data in one form or another.

To show the consensus produced by study of these reports as a whole,
12 have been extracted for presentation in Table 1. For reasons explained
in the footnotes to the table, some comparisons are difficult for one
reason or another. However, examination of the table entries shows a
remarkable degree of agreement even though the respondents in the studies
were fairjy diverse, l.g., some surveys reached Navymen on active duty
while others ;eachéa ﬁ;éh school student.s, and so on.

Six major clusters of reasons can be identified. The first con-
sists of vocational or educational development objectives. (The frequency
of mention of this objective is shown in the column labeled "Totals."
Thus, Education and Training was mentioned within the top four or five
reasons for enlistment in 11 of the 12 studies used to construct the
table. Note, however, that some of the studies surveyed more than one
group, or reported data for subgroups, with the result that the total

number of mentions may exceed 12.) The cluster dealing with vocational
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and educational objectives receives by far the most consistent mentiorn,

and thus might reasonably be thought to be one of the most important
=? reasons for enlistment, at least within the samples surveyed in these
:{ studies. This conclusion is strengthened by examination of the ranks
ig which fall within this cluster. Education and Training (within the ; |
;} service) receives first or second mention in a substantial number of . é
cases. Further, several of the studies cited also used the "cluster 1

of reasons" approach, yielding this cluster as a major set of reasons

o i S S A e ot

for enlistment. It thus can be concluded that one very major reason
§ for enlistment is that the recruit believes that the Navy will provide
an opportunity for him to obtain education and training that will be of
§ vocational value to him. A smaller number clearly plan to leave the ser-
vice after an initial enlistment, to take advantage of educational opportu-
nities which they will have earned by means of that enlistment.

It 1s difficult to identify a second major cluster that follows
even reasonably close in importance to the first. 1In a substantial num=-
M ber of studies, the third cluster which deals with individual development
! ranks near the top. As the table shows, some studies list travel, excite-
{, ment, and new experience as one single reason. In other studies, these
? are listed separately. Considering the relative frequency of mention,
M this might be thought to be at least a strong contender for secdnd in
i : importance.

However, at least two other clusters are contenders for second in
importance. They are the second and fourth clusters, which deal, respec-
tively, with service choice (or fate control in general) and the material

1 benefits of military life.

i =




This last cluster might rcasonably be thought to reflect the needs
of those in the sample who are seeking security, and are basically
attracted toward the Navy as a job, and not as a means to some other end.
To that extent, they might be similar to those who endorse the cluster
of reasons immediately following, which in essence addresses patriotic
reasons and expresses an opinion that the military job is simply a
better job.

These two clusters are emphasized at the expense of that pertaining
to service choice, because service choice itself is a reflection of draft
pressures which no longer exist. The fate control is not, however. Fate
control is a concept which has been defined by a number of studies as
related to the need for self determination and control over one's fate,
hence the name. A substantial number of authors (for example, Glickman,
Goodstadt, Korman, and Romanczuk , 1973; Glickman, Korman, Goodstadt,
Frey, and Romanczuk , 1973; Korman, Goodstadt, Glickman, and Romanczuk
1973; Fisher, Orend, and Riggs, 1974; Cunningham , 1972) have com-
mented that the need for fate control -~ a feeling of ability to control
one's outcomes -- is an increasingly strong need for today's youth. This
is a point which will be discussed again at a later point in this report.

In summary, then, it appears that one of the major incentives for
voung men to join the Navy is the opportunity to obtain education or train-
ing which will be of value to them in their later years. This certainly
is not new information to the Navy., However, some of the other conclusions
to be drawn from these studies, in conjunction with analysis of data in

the present project,may be both new and unexpected.
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One such kind of conclusion which appears to emerge from examining
Table 1 is that it may possibly be that different types of persons are
responding to the different clusters of reasons. That is, one possible
way of interpreting this table is that each person has several possible
reasons for enlisting, some of which are more important than others.

On the other hand, it is also possible to interpret the table as reflect-
ing the primary reasons for joining of different types of recruits, types
which may differ very substantially from one another and which may re-

quire different training management approaches in order for their optimum
potential to be realized by the Navy. Support for the concept that dif-
ferent types of individuéls are being revealed comes from a study by

Soboda @t al. (1973), which is included in the table. Soboda first classi-~
fied her sample into two subsamples, based on their expression of interest
or disinterest in the Navy. What she found was that the two subsamples were
looking at somewhat different goals to be achieved through Naval service.
One was more concerned with freedom and life style, while the other appeared
to be more concerned with security. Nealey (1972), in a complex analysis

of Navymen serving in the fleet,-identified three clusters of individuals.
For one cluster, which constituted one-third of his sample, pay was highly
important and other factors much less so. Another cluster, of almost 45%,
consisted of Navymen who assigned relatively even important weights across
the factors surveyed, but with slightly elevated weights for supervision

and slightly low ones for pay. A third cluster, relatively small, rated
work and co~workers as most important, and rated both pay and supervision

relatively lower.

11




1 % While these two studies do not in themselves prove the existence

' \ . of discrete types of individuzls among Navy recruits, they are at least
suggestive. Further, the analyses to which the present data were sub-
jected clearly suggest the presence of such clusters of individuals, who

§§ : o may well be basically different from one another, both in terms of what

1 they look for in life, and how they react to their training experiences.

An additional conclusion drawn from analysis of the studies sur-

veyed for this section is that career motivation is not a well organized

and stable thing at the age level of the average recruit. This appeared

clearly to be the case in the study reported by Glickman and Learner (1959)

and was reemphasized in a later and considerably more elaborate study

e (Glickman, Goodstadt, Korman, and Romanczuk, 1973). The same point was

made by Marconi (1974), who studied the employment patterns of youth.

a
g

i | 7 yourg people (goal-directed attitudes) are unstable, and many young people

Key points made in that study were that the occupational aspirations among

take the course of least resistance into whatever slots the economy makes

ég . - available. It would seem reasonable that at least some of these youth
also find their way into the Navy. Clearly, training management concepts
applied to the highly goal-directed young man who is seeking vocational
training would not have the same impact on the relatively goalless young
person referenced by Marconi.

- . Yet a fourth major kind of finding in the studies surveyed is that

| : . there is an interaction between the primary motivators discussed in Table

3 1 and education. This is perhaps most clearly demonstrated by Fisher's

study (1973) and by two separate studies in which Glickman is the senior

author (Glickman, Goodstadt et al., 1973, and Glickman, Korman et al., 1973).
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Fisher's study reported analyses of the Gilbert Youth Survey data, and
thus are findings based on high school students who might or might not
potentially enlist in the Navy. There were clear indications in his
data that older youths and youths with more education showed lower in-
clination to enlist. High school students were most likely to be favor-
able toward enlistment, and blacks more favorable than whites. The same
geheral kinds of findings were obtained in the two studies authored by
Glickman and his co-workers. However, all three studies reported yet
another finding with regard to economic incentives. Perhaps as might have
been expected, educational and_vocational objectives were relatively less
important for sample members of relatively lower education and lowe; socio-
economic status. By the same token, for these sample members, bonuses
and financial incentives stood relatively higher as potent incentives.
Finally, several studies have questioned sample members as to the
primary benefits they see obtaining from Naval service, as opposed to
a civilian job. One of the most typical of these is the study of Johnston
and Bachman (1970). Characteristically, lower ranking enlisted men see
the main advantages of Navy life as tangible and financial, factors that
Herzberg et al. (1959) called hygiene factors. In contrast, the main
advantages seen for civilian jobs are frequently what Herzberg classified
as motivators. This is a particularly important kind of finding, because
it relates to other studies which will be cited in the Discussion Section
of the report, pertaining to Navy climate and values. Several authors
have made rather searching comments about miiitary service in general,

from the point of view of the extent to which it challenges the lower
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ranking enlisted man toward high achicvement. As will be seen in the
Discussion Section, this is not a condemnation of military values,

but rather a mature reflection of the conflict that exists between
motivational treatments required to produce a self-initiating and techno-

logically competent lower ranking enlisted man, but yet one who is dis-

ciplined to immediate response when conditions, e.g., combat, require.
It can be said at the outset that training treatments which produce the
one by and large are suppressive of the other. (Moskos (1974) makes
precisely this same comment. Examination of the results of the analysis
performed in the present study, together with the additional references
to be cited in the Discussion Section, will permit the development of

constructive recommendations for training management practices.)
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ME THODOLOGY
QUESTIONNAIRE DEVELOPMENT I8

As was noted in the Introduction, :ine purpose of the present re-
search was to compare the 7.6 weck Rocruit Training Program with the
9.0 Program by assessing the attitudes of recruits near their gradua-
tion from Recruit Training. Accordingly, a questionnaire instrument
was developed by Dr. Norman J. Kerr and his staff at the Naval Technical
Training Center, to serve as the primary criterion in this area. The
primary complaint from the fleet and other users of Naval Recruit Training
output had been that the new recruit had not effectively made the transi-
tion from civilian to military life. 1Tt was felt that he lacked self-
discipline, and generally did not behave in a military manner. Recruits
had complained, further, that they had not been given a real idea of

what Navy life is really like.

-

The questionnaire consequently was structured around five specific

areas, to assess those general areas just described:

Area I - Personal History and Background.

Items in this section request demographic data such
as the nature of the respondent's obligation, ethnic
group, geographical area of origin, education, age,

and type of duty assignment to which next assigned.

Area 11 - Attitude Toward Recruit Training Specifics, and
Toward the Navy in General.

Specifics pertaining to Recruit Training consist of

items covering haircut, physical training, fairness of




treatment, and reactions toward the physical con-~
; ditions under which he trains, among other aspects.
General items pertain to superior officers, Navy

in general, and motivation.

Area [II - Self-Discipline.

A number of jtems assess the recruit's self reports

of conforming to expected performance standards,
promptness, observation of military standards of

dress, personal appearance, conduct, etc.

Area IV - Esprit De Corps.

Several items in this area assess recruit attitudes

é signifying personal identification with the Navy, his
i feeling of being "part of the team," attitudes of co-
operation with peers and superiors, and confidence in

b | superiors.

Area V - Navy Life.

Several items in this area assess recruit concepts of
Navy life, and also recruit attitudes toward several

1
# aspects of Navy life as compared with civilian life.
i

The items which constituted these categories were in part drawn from .
previously administered questionnaires and in part were original items

develope ! for the specific purposes of this project. Except for demo-

| : graphic items, most response scales were of a Likert type. Tue entire

questionnaire is reproduced in Appendix A.)




ADMINISTRATION

Data were collected from Naval Recruit Training Centers (RTCs)

at three locations, at three different times. The locations were the

San Diego RTC, the Great Lakes RTC, and the Orlando RTC, where both
: males and females were tested. Times of administration were approxi-
mately September 1973, July-August 1974, and September-October 1974.
: Sample sizes are shown, together with the distribution across different
| locations, in Table 2. As the table shows, the first sample consisted

of somewhat more than 4,500, the second of slightly more than 7,800,
: and the third of somewhat more than 2,700. The numbers of cases drawn
from each of the three locations were not equal, and did not need to be
equal for the analyses performed. Questionnaires were administered by
Naval pcrsonnel, under the direction of the Naval Technical Training Center
4 (NTTC). Completed questionnaire results were furnished HumRRO by NTTC in
| two different forms. From Administration One, both optical scan sheets
and IBM cards punched from them were provided. (Cross comparisons showed
a very low error rate in the IBM punched cards, so these were used.) For
second and third administrations, optical scan sheets alone were provided.
IBM cards were punched from the optical scan sheets using a reader for
the second administration. The overall error rate was higher for this
1 - run and problems were found with the reliability of the optical reader
E which delayed the completion of card punching. Accordingly, the optical
scan sheets from the third administration -- particularly because of their
smaller number -- were punched and verified manually, to assure a vir-

tually zero error rate.

—
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-, Distribution of Sample on Administrations
One, Two, and Three
RTC Time One Time Two Time Three
: San Diego 1335 2514 967
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The rationale for the three administrations is as follows. The
first ‘administration data were obtained from among the last recruft
groups to receive the shorter RTC of 7.6 weeks. The data from the
second administration were obtained from recruits who had experienced
the longer nine-week training course, but after a sufficient time for
training center cadre to "shake down" the longer course. However, it was
thought possible that the samples, drawn at different times during the
year, might not be comparable. Consequently, data at the third adminis-
tration were drawn from recruits who had undergone nine weeks of RTC,
but who had entered the Navy at approximately the same time in 1974 as
recruits in the first sample had entered in 1973. It was felt this
would make for greater comparability between the samples with regard

to such variables as education, reason for enlisting, and so on.

ANALYSIS

A variety of analyses were performed on the data. An Interim
Report (Jacobs, 1974) was written, in which the results of analyses
of variance across locations and t-tests between Times One and Two were
provided NTTC. The report described a number of differences that
appeared in the data between Recruit Training Centers, and between times
of administration. For purposes of the present report, similar analyses
have been done between Times One and Three. In addition, more substan-
tive analyses were performed, of the following type.

a. Because review of literature on enlistment motivation

had led to the conclusion that input to Navy RTCs might consist of
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different "streams" of recruits, an AID (Automatic Interaction Detection)
analysis (Sonquist and Morgan, 1964; Sonquist, 1970) was conducted of
the data from Administgations One and Two in combination. This analysis
not only permitted the identification of different subgroups within the
total sample, based on response to various questions, but also permitted
a powerful test of the extent to which time of administration influenced
overall attitudes toward the Navy, and career intentions.

b. Factor Analysis of Item Content. Factor analyses were
conducted on both the critical items identified by the AID analysis
from Administrations One and Two and also the total items set from the
third administration.

c. Stepwise Multiple Correlation. Both a stepwise multiple
correlation and a conventional multiple correlation were performed with

the critical items identified using the AID analysis.

20
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RESULTS

DEMOGRAPHIC DATA

Demographic data from the three administrations are shown in Table
3. From this table, it can be seen that there are not only differences
on the variables shown from one RTC to another (Times One and Three),
but also major changes in total sample composition across the three time
periods. This confirms the rationale advanced earlier for collecting

the third administration data, in that Samples One and Three are seen

‘to-bawgonsiderably more similar than either in relation to Sample Two.

Differences between Sample Two and data obtained from the other two
administrations might well be discussed first. Sample Two differs from
the other two samples primarily on Age and Education. Considerably
fewer members of Sample Two had a high school diploma, and their age
distribution was substantially different, as well. While other differ-
ences are apparent from examination of the table, these ére the two major
differences.

Differences also exist between Samples One and Three. Those differ—
ences described in the preceding paragraph, characterizing Sample Two,
can probably be ascribed to gross sample characteristics attributable
to time of entry into the service, with relation to the regular high
school year. In contrast, those differences between Samples One and
Three probably can be ascribed only to differences originating in the
economy, cultural influences, and so on.

With this, it is clear from examination of Table 3 that the

average age in Sample Three is higher than in Sample One, with the
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major decreases occurring among 17 and 18 year olds, and the major
increase among 19 year olds. Again, this suggests a possible reflec-
tion of general economic conditions, perhaps with more stringent selec-
tion factors associated. There has also been a sharp drop in the
relative proportion of whites in Sample Three, compared to Sample One.
There is a related increase in the number of non-whites, particularly
blacks.

Sectional representation has not changed much, except that there
are fewer Middle Atlantic and more Pacific originations in the sample
as a whole. There has been a change in the flow of acquisitions from
various regions to the various training centers, however. The increase
in Pacific originations apparently has tended to fill the San Diego RTC,
with the result that there has been a sharp drop in North Central origina-
tions going to San Diego. These are going instead to Orlando. By the
same token, there has been a sharp increase in South Central acquisitions
going to Jreat Lakes, and a corresponding reduction of these persons going
to Orlando. These changes in region of origin at the various RTCs will
obviously change the responses of personnel by location, when taken on
the whole. This accordingly would show changes between times of adminis-
tration among the RICs, or differences between their relative standings
from the time of the first administration. By the same token, however,
the knowledge that such differences can be attributed to different points
of origin for recruits going to them would make such differences largely
meaningless.

With regard to education, there has been an overall drop in educa-

tional quality over the year separating the first and third adminstrations.




This drop in educational quality is surprising, in view of economic
conditions. (However, the impact of the economy on acquisitions appears
to be felt most strongly only after unemployment goes beyond approxi-
mately 6%. It had not yet done so at the time the recruits in Sample
Three entered service, which may account for present findings. One
would expect that recruit samples drawn from time periods reflecting
later entry on active duty would reflect also greater selectivity by
recruiters.) Examination of educational quality from location to loca-
tion shows that the drop is less substantial at San Diego than at the
other locations, but was particularly sharp at Great Lakes and at Orlando
tor men. At Great Lakes, there was a 6X increase in non-high school
graduates, and a corresponding decrease in high school graduates and GED
qualifications. (As subsequent studies, to be cited in the Discussion
Section, will show, non-high school graduates pose a substantial problem,
both for discipline and achievement. Because the change in quality of
recruit, as measured by education, has changed fn uneven ways from one
location to another, there are yet additional reasons for exercising
caution in the interpretation of RTC~to-RTC differences which may be
presented later in this Results Section.)

Table 4 shows Reasons for Enlisting From Time One to Time Three,
as well as by location. As can be seen, reasons for enlisting -- overall
-- are remarkably similar from one time to another. There are some
differences from RTC to RTC. For example, responses noted among re=-
cruits at San Diego are inconsistent. There is a strong drop in desire

for Navy career, but an increase in "Navy job better than civilian." In
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general, respondents at the other three locations showed an increase
in a desire for Navy career, and a decrease in desire for technical
training. However, the differences in geographical point of origin

discussed above could well have mediated these differences in pattern

of response from one location to another. Thus, they should be inter-

preted with extreme caution.

QUESTIONNAIRE ANALYSES
Three major analyses were run on the questionnaire itself. Two of these
involved an analysis of data from Time One and Time Two alone. The third in-
volved analysis of data from the third sample, and from that sample in rela-
tion to Sample One. Mean Responses for all items for each administration and
each RTC location are listed in Appendix B.
Analyses of Data from First and Second Samples
Because of time constraints in the scheduling of the project, it
was decided to conduct the major analyses on the data from the first
two administrations, and then to confirm these analyses using the data
from the third administration. (It was assumed that adequate statis-
tical controls could be imposed to eliminate sampling differences as
a source of major variation pertaining to the questions of primary
importance.) It will be recalled that the central question underlying
the analises was the extent to which extending RTC training from 7.6
to 9.0 weeks would influence attitudes and performance as a Navyman.
Secondary questions pertained to differences between RTCs on the vari-
ables assessed by the questionnaire. The first major analysis of the

questionnaire data was an AID (Automatic Interaction Detection) analysis.




g

Because of limitations in the number of variables that can be entered
at any one time, the questionnaire variables were divided into three
subsets. AID was run on these three subsets initially, and then the
variables identified in these separate runs were entered into a final
run. The result was 21 predictor variables, which included the five
demographic variables, time of administration, and location. (The
complete set of variables {a shown in Table 5.)

Before the terminal AID run was accomplished, substantial
preliminary work was done. First, a substantial amount of work was
done with demographic variables, because t was thought that these
might exert a strong effect on the analys s. Two separate criterion
variables were used. The first of these . one questionnaire item
which asked respondents how well they liked the Navy thus far (Ques-
tionnaire Item 59). The second criterion variable was a combination
of Questionnaire Items 89 and 90, which assess respondents' expressed
intentions toward the Navy as a career. (Both Proctor (1963) and
Fredricks (1973) present data showing that answers to such questions
are reasonably predictive of later actions.) Of these two, the first
was used In most of the work, because it appeared to be a more immedi-
ate criterion and perhaps more reliable than the second.

In AID analyses not shown in this section, substantial work was
done to try to "force" splits in the AID analysis on the demographic
variables and/or time of administration and/or location. In general,
splits occurred on Reason for Joining Navy and on Location, but not
on the other variables. As will be seen in the subsequent analyses,

the splits on Reason for Joining are meaningful. The split on Location
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Table 5

Variables Included in Terminal AID Analysis

Reason Codesa

Race

Geographical Origin

Education

Location Code

Questionnaire Variables

11.
12.

14.

21.

25.

30.

32.

51.

58.

59.
60.

64.

66.

80.

What do you think of your next duty assignment?

Do you feel that the training you received in boot camp
will help you in your next duty assignment?

How do you feel you were treated during the first few days
in boot camp before your company was formed?

How do you feel about the haircut you were given in boot
training?

How much of a feeling did you get that you were part of
a company while in boot training?

How did you feel about having to run from one activity to
the next activity while in boot training?

How did you feel about being tested each week to find out
how much you had learned?

How much of a chance did you get to talk things over with
those above you while in boot training?

Did you feel that those who trained you set a good example
for recruits to follow?

How much do you like Navy life in general so far?

Where do you think you get more technical traiﬁing - in
the Navy or in civilian 1ife?

Where do you think you are more likely to do the kind of
work you like best - in the Navy or in civilian 1life?

Where do you think you can get fairer treatment - in the
Navy or in civilian 1life?

I find it hard to take orders from other people.

Variable 98 - Time of Administration

Age

%Reason Code; 1 = Career,Military Life; 2 = Serve Country, Better Job;

3 = Travel, Technical Training, Be More on Own, Needed Time, Later
Educational Benefits; 4 = Needed Job; 0 = Other.
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typically separates males in all locations from females at Orlando
In general, time of adwministration consistently failed to produce
splits in the AID analysis. Conclusions from this analysis are that
recruits differ in their general reaction to the Navy and in their
career intentions not by virtue of the demographic variables, or by
virtue of any kinds of different experience they might have had from
éne location to another, or by virtue of differences attributable
solely to length of initial training experience. The attitudes of
recruits toward RTC and toward the Navy in general do appear to be
governed very substantially by reason for joining.

Substantial work was also done to develop categories of reasons
for joining to reduce the number of reasons in the initial question-
naire to a more manageable number. AID runs led to the reason codes
shown in Table 5 as a footnote.

Figure 1 shows one of the several terminal AID analyses which
were run with the entire variable set. (Virtually identical results
were obtained in each of the several terminal rums made. Consequently,
not all of the terminal runs are included in this report.)

As the figure shows, the sample split first on Question 64, which zsks
for a comparison of the Navy and civilian life as to where one can
find the kind of work one likes best. The next split occurred on
reason for joining Navy. Successive splits then occurred on opinion
of next duty assignment, opinion as to whether boot training will help,
the question of where one can find fairer treatment, the question of

how hard it is to take crders from other people, and the question of how
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well the recruit was treated during the first few days in boot. Ter-
minal groups are shown in detail in Table 6 because of their signifi- ?
cance both for training management and for validation of the notion
that recruits are a mix of different streams of input into the Navv,
which probably need to be treated differently during initial training.

The largest single group of the nine shown in Table 6, and the

one with most favorable attitudes toward their experience thus far, is
Group A. Their attitudes toward the Navy are, on the average, extremely
favorable. They are characterized, as might be expected, by a feeling
that the Navy offers them the opportunity for doing the kind of work
they like best (or at least as good as civilian life) and they joined
the Navy either because they wanted a career or had judged that the

Navy job is better. Thus, this group is characterized by a very favor-
able orientation toward the Navy, and essentially patriotic or Navy-
oriented reasons for being in. The next most favorable group, which
constitutes about one-seventh of recruits in this AlD run, joined the
Navy for other reasons, which might be classified as instrumental, i.e.,
where Navy life or career is not a goal in itself, but is judged a
vehicle for achieving other goals. Regardless of reason for joining,

if the recruit thinks very highly of his next duty assignment, and that
boot training will help him there, his attitude toward his Naval experi-

ences thus far is likely to be quite high, as Group B shows.

The third most favorable group is similar to Group B, except that
the next duty assignment is regarded less favorably. However, if the
individual thinks: he gets fair treatment, his attitudes are still quite

tavorable. This group consituted about one-fifth of the total sample.
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Table 6

Characteristics of Recruits in Terminal AID Groups

GROUP A MEAN ON Q 59% = .52 26% OF TOTAL

Where kind of work like best? (Navy, Both Same)
Reason for joining? (Wanted Career, Liked Military Life, Wanted
to Serve Country, Navy Job is Better)

GROUP B MEAN ON Q 59 = .56 14% OF TOTAL

Where kind of work like best? (Navy, Both Same)

Why join Navy? (All Other Reasons (Instrumental))
What think of next duty assignment? (Like Very Much)
Will Boot Training Help? (Yes)

GROUP D MEAN ON Q 59 = .94 21% OF TOTAL

Where kind of work like best? (Navy, Both Same)

Reason for joining? (Instrumental)

What think of next duty assignment? (All answers other than most
favorable)

Where get fairer treatment? (Navy, Both Same)

GROUP F MEAN ON Q 59 = 1.02 8% OF TOTAL

Where kind of work like best? (Civilian, Haven't Thought)
Where get fairer treatment? (Navy, Omitted)

GROUP C MEAN ON Q 59 = 1.07 3% OF TOTAL

Where kind of work like best? (Navy, Both Same)
Reason for joining? (Instrumental)

What think of next duty assignment? (Like “ery Much)
Will Boot Training help? (Not Sure, No)

GROUP E MEAN ON Q 59 = 1.33 8% OF TOTAL

vwhere kind of work like best? (Navy, Both Same)

Reason for joining? (Instrumental)

What think of next duty assignment? (All answers other than most
favorable)

Where get fairer treatment? (Civilian, Haven't Thought)

(Continued)

aQ 59: How much do you like Navy life in general so far?
(A. Like it a lot; B. Like it a little; C. Not sure; D. Dislike it
a little; E. Dislike it a lot)
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Table 6 (Continued) ﬁ‘

GROUP G MEAN ON Q 59 = 1.33 12% OF TOTAL
Where kind of work like best? (Civilian, Haven't Thought)
Where get fairer treatment? (Civilian, Haven't Thought) 3
Hard to take orders from other people? (Not True of Me,
Omitted)
How treated during first few days? (Omitted, Very Well,
All Right)
GROUP H MEAN ON Q 59 = 1.75 5% OF TOTAL

Where kind of work like best? (Civilian, Haven't Thought)
Where get fairer treatment? (Civilian, Haven't Thought)
Hard to take orders from other people? (Not True of Me,

; Omitted)
How treated during first few days? (Pretty Badly)

GROUP 1 MEAN ON Q 59 = 2.13 2% OF TOTAL

Where kind of work like best? (Civilian, Haven't Thought)

Where get fairer treatment? (Civilian, Haven't Thought)

Hard to take orders from other people? (Not True of Me,
Omitted)

How treated during first few days? (True of Me)




The fourth group is relatively small, only about one-twelfth of

the total sample in the AID run. These individuals appear to have

lingering regrets about their decision to join the Navy, but have been
2 treated fairly. (A contrast is with Group H, which is characterized

| by the judgment that civilian life provides fairer treatment, and
better treatment.) ‘

Group C, the fifth from the top in favorability of attitudes,

o g A (i

& is quite small. Their principal difference from Group B, which had

i

a very substantially more favorable attitude toward the Navy, is that
Group C members are not sure that boot training will help, or think
it will not help in their next duty assignment. These probably are

recruits who have had an unfavorable experience in boot training or

who are headed for specialized assignments for which they judge boot

> training to be irrelevant.
-
‘The remaining four groups have relatively less favorable attitudes

toward their Naval experience thus far. Group E appears to be dis-
tinguished by a feeling that the Navy provides less fair treatment,
and a lower opinion of their next duty assignment. This group constitutes
8% of the total sample. It is tempting to conclude that these recruits :
did not get the assignment they desire, and feel that they have been un-

| fairly treated as a result.

i 4 ! Group G, constituting about 12% of the total, consists of individu-

:i Z als who think more highly of civilian life than Navy life, but concede
that they have been treated either very well or all right during their

1; ¢ first cdays. Apparently, as other have shown, perception of initial treat-

ment is very important in determining subsequent attitudes.
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Finally, Groups H and I show substantially negative attitudes toward
the Navy, though they constitute only very small portions of the total,
Group H is identical to Group G, except that they feel they have been
treated pretty badly. Group I is characterized, probably, primarily by
a problem in taking orders from other people. Fortunately, they con-
stitute an extremely small subgroup of the total sample.

It is significant that the items characterizing these groups appear
to form an approximate set of dimensions along which attitudes toward
the Navy can be placed. Thus, there are probably four basic kinds of
individuals in this total sample:

(1) Individuals for whom the Navy is an end in itself.

(2) Individuals who have joined the Navy because they see
that it is instrumental to attaining other goals, but who are quite
well pleased with the kind of work they will be doing in the Navy.

(3) Individuals for whom the Navy is not an end in itself,
and who are not particularly impressed with the work they will be
doing, but who have been treated well and fairly thus far.

(4) 1Individuals to whom the Navy is not an end in itself,
who do not value the work they will be doing, and who either feel they
have not been treated well (or fairly) or who have problems taking
orders.

It could thus be concluded that the nature of the assignment
an 1ndividuai receives, whether it is the assignment he enlisted for,
and the fairness with which he is treated during his RTC training are
extremely important variables in the formation of attitudes toward the

Navy.
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é | ‘ Factor Analyses

Three different factor analyses will be reported in this section.

| : Two are analyses of the AID-selected predictors from Administrations
One and Two. The third is an analysis of the same variables from

| ¥ Administration Three. All analyses were principal component solutions
F . with varimax rotations.
| The two solutions performed on data from Administrations One and
Two are shown in Tables 7 and 8. The difference between the two is that
in the second (Table 8) the two criterion variables were included, together

with predictor variables. Their inclusion provided the opportunity to

! determine whether they would load, in relation to other variables, and
| to determine the impact of their addition on factor structure.

Comparison of Tables 7 and 8 shows that factor structures were virtu-
*,.

. ally identical, the basic difference being the order of emergence of

factors. Table 8 consequently appears to be che more meaningful one to

T e e A ML TSR

discuss.
In both analyses, seven factors emerged. These have been labeled
= in Table 8 by virtue of reference to the items loading on the factors.
The factors, and brief descriptions of them, are listed below.

1 Factor 1 - Career Orientation. This factor is loaded by

reason for joining (as coded in the last AID run, which forms a continuum
from intrinsic to extremely instrumental), liking for next duty assign-

ment, the two criterion variables, and (negatively) by feelings about

x‘
®
¥

taking orders from other people.
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Factor 2 - Demographic I. This factor is defined by age and

education, which are moderately correlated and emerge as a factor apparently

unrelated to career intentions and reaction to the Navy.

Factor 3 - Demographic II. This factor is defined by race,
geographical origin, and RTC to which the individual was assigned. This

factor is also quasi-artifact in nature, and is unrelated to career
orientation.

Factor 4 - RTC Attitude. This factor is defined by four ques-

tionnaire variables which reflect the attitude of the recruit toward the
training he received in Boot, his belongingness to his company, his
opportunity to talk with his superiors, and the example set by trainers.
It is extremely interesting that this factor is not also loaded by one
or another of the criterion variables. The question of how the recruit
likes the Navy thus far (Variable 59) loads only .318 on this factor,
though in the same direction with the items which define it. The load-
ing of career intentions is virtually zero.

Factor 5 - Discipline Attitudes. It probably is necessary to

interpret this factor with caution because communication with some of

the project officers suggests that recruits, at least at one testing, could
not respond correctly to the item about running because recruits are not
required to run at that location. Nonetheless, it appears that these three
items reflect the attitudes of the individual toward the regimentation

aspects of RTC. Significantly, Questionnaire Variable 59 loads .308 on

this factor, and in the same direction as the items which define it.
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Factor 6 - Navy/Civilian Balance. This cluster of three items .’

reflects the relative assessment of Navy and civilian opportunities for

technical training, the kind of work one likes best, and fairer treatment.

! Factor 7 - Time of Administration. This factor is defined

by the time of administration almost entirely, and thus is quasi-artifactual

in nature. It is significant that neither of the two criterion vafiables

loads on this factor at all. This consequently is an indirect test of
the question of how much lengthening recruit training has impacted on
motivation and attitudes toward the Navy.

Table 9 shows the results of a similar factor analysis based on the
data from Administration Three alone. In contrast to the factor analyses
shown in Tables 7 and 8, the factor structure shown in Table 9 seems
remarkably unstable. Further, examination of the matrix of intercorrela-
tions which served as a basis for this factor analysis shows that the
correlations are generally low. The analysis consequantly is not interpreted
in this section, though it is presented for the reader's inspection. The
only possible hypothesis the author can offer as to the low intercorrelations
and corresponding lack of trustworthiness of the factor analysis is that,
if the hypothesis that "streams' of recruits compose the total sample, then
differences among the "streams" may have been sufficiently large in this
sample that the variables may have correlated differently from one stream

to another.
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Analysis of Specific Clusters of Items
In the Interim Report which preceded this final report, the analysis
included examination of a number of separate clusters of items, which
were thought potentially to reflect different issues of interest for
training management. The analyses which have been reported in the pre-
ceding sections of the present report provide a somewhat better basis
for selecting clusters of items for individual examination. These
clusters consequently will be presented and discussed in the remaining
sections of this part of the report, to provide graphic elaboration of
the results thus far described.
Based on the preceding analyses, six separate clusters of items
have been identified for detailed discussion. They are:
. Favorable Orientation Toward Naval Service.
Favorable Impression of Boot Training.
Rejection of Discipline.
. Intrinsic/Instrumental Motivation for Naval Service.
Difficulties Experienced.
Help Received During Boot Training.
Table LO presents items reflecting a favorable orientation toward
the Naval service. This item cluster, like the other item clusters
to be discussed in this section, were derived partly from the AID
analyses, and partly from th: factor analysis work done on the various
administration data sets.
Two different kinds of information are presented in Table 10, and

in each of the remaining tables in this section. First, the table
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R | é presents the average response for each of the RTC locations from which

1 3 ‘ data were drawn, for each of the three administrations. Second, each

| table also presents the correlation, item by item, of those items in the
table with the three items from the questionnaire that were taken as

- representations of long-term career interest in the Navy and satis-

| 2 faction with the Navy to date. These two kinds of data will permit

| assessment not only of change from administration to administration, but

also the overall relationsip of the item set with generalized attitudes

toward the Navy. With this introduction, examination of the items in
Table 10 suggests several conclusions. First, there is no major pattern
7 of either positive or negative shifts in attitudes either toward Naval

| service (Items 59, 89 and 90) or three key items found in earlier analy-
ses to be significant other indicators of these general attitudes

B (Item 11 - Liking for Next Duty Assignment; Item 80 -- Ability to Take

S Y
A

Orders from Others; and Item 31 -- Following Orders in Boot). In general,

females at Orlando have shown a steady decrease in favorability of atti-

tudes both toward the Navy as a career, and specifically toward thei;
>ﬁ' experiences thus far and their liking for next duty assignment. The oppo- j
site trend has been true for males at all three locations, particularly
| with regard to long term career intentions for Orlando Males.

The discussion on changes in composition of the "streams" entering

the various RTCs, based on different point of origin, etc., makes it

i vy

obvious that discussion of administration-to-administration differences,

;; i or RTC-to-RTC differences {s risky. However, these trends do appear stable.

L




i
4
3
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Table 11 shows items reflecting the favorability of recruit impres-
sions of RTC training. The significance of this cluster is twofold.

First, the extention of recruit training from 7.6 to 9.0 weeks was cal-
culated to produce increased contact between trainers and recruits, and
thereby increase recruit identification with the Navy and adoption of

Navy values. Second, these items were shown in analyses previously dis-
cussed to be strongly related to general attitudes toward Naval experience
thus far.

Examination of the items shows that all five do correlate significantly
with Questionnaire Item 59, and considerably less so with career intentions.
Examination of the pattern of changes, focusing particularly on Time Three
as opposed to Time One, shows relatively more significant differences, in
proportion, than was found in the preceding item cluster. However, five
are in a favorable direction and four are unfavorable. Thqs, the pattern
of changes is not consistent.

The items shown in Table 12 present a very similar set of conclusioms
as those in the preceding table. The pattern of changes is not systematic
from time to time, nor is it systematic from location to location. There
is a general tendency in this table for reactions to have improved for
Orlando Males and to have gotten worse for Great Lakes Recruits and Orlando
Females. (Similar findings were obtained for two items in the preceding
table as well.,) It seems reasonable to conclude that the trend for Orlando
Females, since it has been stable across three administrations, probably
reflects either changes in the values or composition of incoming recruits,

or changes that have occurred in the Recruit Training Center at Orlando.
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Because increases in favorability and career attractiveness on the part
of Males at Orlando appear also to be stable trends, the same conclusion
might be drawn there, though in the opposite direction, with due atten~
tion to the possibility that composition changes might have influenced
these trends. On the other hand, the reason for changes at Great Lakes
are much less clearcut because of the distinct sample composition dif-
ferences caused by changes in point of origin of many of the recruits
being sent there.

Table 13 presents a different type of data for the four items shown
there than has been presented in the preceding tables. Each of these
four items requests trainees to indicate a choice between Navy or civilian
(or both) regarding opportunities described by the item. Item means are
relatively less meaningful for this kind of scale; therefore, the table
shows the percentage selecting each of the two key choices for each item.
Correlations between the four items and Items 59, 89, and 90 are also shown.

Two kinds of conclusions can be drawn from this table. First,
opportunities provided by the Navy with regard to the content of the work,
the opportunity for technical training, and fair treatment are more
strongly related to long-term career intentions (Items 89 and 90) than
has been true of the items in preceding tables. To an extent, the rela-
tionship with Item 59, reflecting how well the respondent likes the Navy
thus far, are less strong. This is also reasonable. The table clearly
reflects the kinds of advantages respondents perceive as offered to them by
the Navy.. The opportunity for technical training and to do more important
Jobs is clearly expressed. Less strongly expressed, are the opportunity

to do the kind of work one likes best, and fair treatment. Majority
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opinion strongly favors the Navy even on the last mentioned factor.
However, the much stronger majority nominating the Navy with regard

to technical training and more important jobs is a clear index of

the expectations the recruit brings with him into the Navy and
obviously, what he therefore hopes to gain from his enlistment. That
these expectations are more highly related to long term career in-
terests suggests that their satisfaction would be important in the for-
mation of long-term favorable attitudes toward the Navy.

Examination of time~to-time changes and location-to-location
differences must be done with caution because of demographic reasons
cited earlier. However, there has been a consistent trend for Orlando
Males to be more favorably disposed toward the Navy, and at the same
time to be more technically oriented. The items in Table 13 reflect
these differences. Interestingly, Orlando Females are very nearly as
high as Orlando Males in their assessment of opportunities offered by
the Navy. Overall, there appear to have been few changes over time on
any of the four items.

Table 14 presents three items which were not necessarily identified
in the previous analyses as critical but which were thought nonetheless
worthy of noting from the point of view that they might reflect adjust-
ment difficulties in boot training tor Naval recruits. However, the
pattern of changes, considered all three items, is not consistent. There
appears to be a trend for boot training to be regarded as a greater

challenge (Item 28). However, the opposite trend seems to be occurring

for class work, at least at two locations. Finally, adjustment, as
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measured by ability to get along with other recruits, seems to be slightly
less good for males and better for females. Again, the lack of overall
consistency suggests that the few differences which have occurred should
not be interpreted meaningfully.

The items shown in Table 15 are also key items, in that they should
reflect the help recruits feel they have gotten, or had available to
them, from various sources in boot training. However, without consider-
ing significance, there are 10 changes between Time One and Time Three
in a negative direction, five in the positive direction, and one which
gtayed virtually the same. Considering only significant changes, four
were negative and one was positive. Overall, it wculd appear that
lengthening recruit training probably has not materially influenced the
help recruits feel they either have received or could get.

It is probably not appropriate to complete discussion of these
clusters without noting that there are highly significant differences
from one RTC to another on almost all items. These differences are
noted in the tables where they occur. The differences should, however,
be interpreted with substantial caution. In fact, the differences were
noted only with hesitation in the tables. The problem with inferring
why such differences exist is that recruits are not the same from one
RTC to another. They differ in career orientation, in education, in
racial composition, and probably in socioeconomic status. All of these
have been shown in previous research to influence the expectations of
recruits and their reactions to their military experiences. Consequently,

it would be possible for two recruits to experience identical treatment
in an RTC, and respond to the questionnaire differently because of

background differences such as those just mentioned.
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DISCUSSION

The research reported herein had two purposes. The first was to

:
8
:
:
|
B {
it {
i
|
3 |

assess the impact on recruit attitudes and values of the extension of

. recruit training from 7.6 to 9.0 weeks. The second was to conduct an

X
g |
!

analysis of recruit responses to the evaluation questionnaire and offer
= recommendations for recruit training management based on these responses
and a review of the literature pertaining to recruit attitudes, and effec-

tive training management practices.
IMPACT OF EXTENSION OF RECRUIT TRAINING TIME

A substantial number of analyses were reported in the Results

Section, the purpose of which was to identify an impact, if one existed,
which could be attributed to extending the length of recruit training

The preliminary results reported in an Interim Report (Jacobs, 1974)

suggested that recruit attitudes might possibly have been favorably

:f influenced. - However, the more complete data resulting from the more sx-
tensive analyses discussed in this report suggests this may well not be
the case. There appears to have been a steadily improving trend in

i recruit attitudes toward the Navy. These attitudes are reflected both

in response to two items assessing long range career intentions, and

one item assessing immediate reaction to the Navy "thus far." While

this point was made in the Results Section, it is necessary to look at
. response distributions to these three questions to realize just how favor-
b able these responses are. Table 16, below, shows these distributions for
‘% : the Third Administration sample. However, the patterns of responses to
l

other items which assess reactions toward RTC experiences suggest that
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the increase in favorability of attitudes toward Naval service and toward

a Naval career probably cannot be attributed to experience in RTC. Instead,
it is probable that other and more general factors are responsible. Pos-
sible candidates are not difficult to identify. One possibility is the
extent to which the recent unpopular action in Viet Nam is fading from public
attention; another is the clearly worsening economy, which in all 1likeli-
hood will strongly impact (if it has not already) on the quality of
applicants from which the Navy can choose.

This is not to say that the extension of recruit training will not
produce a better sailor for the fleet. The additional time in RTC will
allow substantially more time for teaching the basic skills required of
every member of a military service. This should not be questioned; nor
should any of the contents of this report be taken to mean that such a
process will not yield a sharper sailor who knows better what is expected
of him and is better able to meet these expectations.

However, the evidence thus far suggests that lengthened RTC probably
does not produce a greater commitment to the service in itself; nor does
it probably produce attitudes more in conformity with overall Navy values.

There are important reasons why this is so, and these will be discussed

in the following section.

TRAINING MANAGEMENT

A number of the findings from the present study have major implications
for training management, not only in RTC but also in other, subsequent
Navy training experiences. Perhaps the most significant single concept
is that the input to the Recruit Training Center consists of discrete, rela-

tively easily distinguishable "streams" of young men, whose needs, backgrounds
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and expectations are different. For more than a decade, HumRRO and
other training developers have advocated recognition of individual
aptitude differences among trainees, and that these differences be
taken into account in the design of skill training. As early as 1960,
Williams (1962) recommended the establishment of separate programs to
capitalize on the aptitudes of more capable trainees. More recently,
Caylor and McFann (1968) and Fox, Taylor and Caylor (1969) studied
individual differences in aptitude in comparison with the different
requirements of various learning tasks and recommended individualized
training of a self-paced nature so that different trainees all can
learn to the same ultimate performance criterion.

It is reasonable to recommend that individual motivational dif-
ferences also be taken into account and that training management prac-
tices deal as explicitly with these differences as with aptitude dif-
ferences.

At the risk of oversimplifying findings presented earlier, there
are at least four different streams of recruits. One is a stream of
young men who are extremely favorably disposed toward a Navy career
already. The second is an instrumental-oriented stream, consisting
of young men who see the Navy as a means to an end with regard either
to vocational training or education after an initial tour of service.
Yet a third stream could be called a "no better choice stream" who
apparently are joining the Navy because it was at least available to

them. Finally, there is a stream which could be called the "I Made a

Mistake Stream," whose feelings about the Navy are not particularly
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good. These four streams probably should be treated differently in
recruit training, because their needs are probably substantially
different. These four streams will be discussed below.

a. The Career Stream. In the AID run which identified

the various streams discussed herein, 26X of responderts could

be classified as belonging to this "stream." A substantial amount of
research has been done on individuals who enter the service with a
strong career orientation. Clickman, Goodstadt et al. (1973)has done a sub~
stantial amount of work to develop a thgory.of career motivation. He
feels that the individual has definite expectations before he comes

to the recruiter, and probably acquires additional ones in conversation
with him. If the recruiter contact confirms his earlier expectations,
he becomes quite favorably disposed toward entry 16:0 the service. 1In

a study of young men, Glickman defined a number of these expectations.
Among them are that Navy work is a masculine role, is important and
purposeful, and that the Navy is a place where valuable job skills can
be developed for later life. The potential recruit also would like to
believe that the Navy operates with efficiency and discipline, which he
may feel that he needs, and that Navy leaders are good leaders who know
what they are doing. On the whole, these are extremely favorable expec-
tations. The extent to which these expectations are confirmed then
determines whether the individual reaffirms his career commitment, or
decides that he has made a mistake. It is to the extreme credit of the
cadre in the Recruit Training Centers that the recruits in the career

stream and the instrumental stream (to be discussed below), which
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together constitute 61% of the total group analyzed, have reacted so
favorably to their recruit training experience and to the Navy “thus
far."

However, other work suggests that an individual in the career
stream presents problems on some counts, though he may be easier to
work with on other counts. On the favorable side, research by
Federman (1973) shows that a career orientation predicts satisfaction
at a later time but that satisfaction does not predict career orienta-
tion. While other factors could account for his findings, this suggests
that the career oriented recruit expects to like what he finds. Further,
he probably communicates these expectations to his trainers, thereby
making their job easier.

On the other hand, however, the recruit in the career stream is
probably not as competent as the recruit in the instrumental stream, and
he may provide greater problems of a disciplinary nature. The demographic
data in the present study show that the number of noa-high school grad-
uates had increased in the total sample at the time of the third adminis-
tration. A number of researchers have shown that the non-high school
graduate poses major problems. Taylor (1972), in an Air Force study, found
that the high school graduate Category IV enlistee was less likely to
attrit from initial training than non-high school graduates in Categories
I, IT, and IIT combined. Further, as more enlistees were drawn from
large urban areas, the potential for elimination also increased. (This

has substantial implication for understanding findings obtained at Great

Lakes. Taylor's study suggests that there probably will be more training
67
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management problems there than elsewhere, to the extent that Great
Lakes draws from large urban areas more than the others do.) Boyd and
Jones (1973) found similar problems with non-high school graduates,
particularly that more disciplinary problems were likely with them.
Similar findings were reported by yet others (Shoemaker, Drucker, and
Kriner, 1974; Cisin, 1954). However, these latter two sets of re-
searchers found yet another important point that has implications for
dealing with the non-high school graduate who may be in the career
stream. Their findings could be interpreted to suggest that these
young men may also be less persistent in the face of difficulties and
to be less strongly oriented toward achievement -- a counclusion that
is almost self-evident by virtue of the fact that they have not grad-
uated from a high school. However, this probably is a persistent
tendency and such young men probably are less likely to persist in
the face of difficulty in Navy training, and are probably less reliable,
at least initially, under difficult circumstances.

The above discussion should not be interpreted as an indictment of
career-oriented recruits. However, a number of studies have shown that
the career-committed group may contain individuals who enter the service
for the wrong reasons. To escape a worse situation outside the Navy
might be just such a wrong reason.1 In particular, Broedling and

.

Goldsamt (1971) conducted a survey of Naval enlisted men, which yielded

o ————

1The manner in which the career "stream" was identified in the
present study precludes such individuals in cthis group, in this sample.

However, such individuals might appear as "career enlistees" as ordi-
narily determined.
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as a major finding "respect by trainers' as one of the key aspects of
recruit training experience. Valentine and Vitola (1970) comment

that many young men entering the service may be seeking to establish
an identity for themselves. To the extent these two studies suggest
that the career-oriented recruit may need a training experience which
will increase his self-respect, there are definite implications for
trainers. To the extent his training experience can be a source of
pride and self esteem, he will be turned into a higher achiever and a
more effective member of the Naval service. This point will be raised

again later.

b. The Instrumental Stream. The instrumental stream in the

present study constituted 35% of the total group analyzed. The primary
characteristic of these young men is that they see the enlistment, or
the Navy, serving as a means to an end. Vocational or technical train-
ing are extremely important goals to a substantial number of recruits.
There is evidence also that, for these individuals, challenge and mean-
ingfulness may be an important ingredient of early training experiences
(Rae, 1972). Further, the initial assignment, and degree of satisfaction
with it, has been found to be related to career intentions (Hoehn,
Wilson, and Richards, 1972), a finding probably based at least in part
on the instrumental stream. The major implication for training manage-
ment provided by this stream is that the initial training experience
should be meaningfully related to their expectations, i.e., what they

expect to get out of the Navv, and should be seen as relevant to their
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next assignment. (This probably is also important for the career stream.)
The challenge for trainers here 1s that effective leadership be provided,
to explain the relevance of recruit training experiences for his subse-
quent Navy life, where the relevance may not be immediately apparent.

c. The "No Better Choice'" Stream. This stream consists of

individuals who, by inference, may well have chosen the Navy because the
non-Navy world did not offer them a suitable opportunity. They tend to
see the Navy in a light of intermediate favorabilitv. They probably
are not good prospects for a Navy carcer but seem to respond to fair-
ness and to good treatment during their early days in the Navy.

d. The "I Made A Mistake' Stream. This subgroup constituted

approximately 22% of the total group analyzed. These are individuals

who either have not liked their initial training experiences, feel they

have been treated unfairly, or simply have trouble taking orders. It

is unclear why this stream exists. 1In all probability, some of them

would be dissatisfied with any experience they had and some additional

ones among them probably simply are constitutionally incapable of sub-
mitting to the discipline which is a necessary part of military service.
However, it is quite likely that still others amceng this stream have
experienced non-fulfillment of expectations. Glickman, Goldstadt et al.(1973)
suggests that an extremely important ingredient ir the overall manage-

ment of the trainee is to be certain that his expectations are realistic,

to the extent that this can be managed.
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STUDIES OF NAVY CLIMATE

One of the basic questions the trainee must answer for himself is
whether he likes his total situation. In any such total situation, it
is obvious that there are pluses and minuses. In discussion of incen-
tives, and 1in presentation of the expectations individuals in the
present samples have, many of these pluses have been presented. Further,
the extremely favorable attitudes members of this sample have toward the
Navy suggests that the Navy has done an extremely good job of satisfying
their expectations to the point in time at which the surveys were made.
However, there is one additional ingredient that might be mentioned.
Federico (1970) in a survey of Navy enlisted men identified by factor
analytic techniques several factors which they found extremely important
in their training experiences. The first three factors in importance
were, respectively, instructor competence, training management (degree
of pressure), and pertinence ef the training experience to the individual's
needs.

In an unusually excellent presentation, concern for the needs of
the individual was presented as a factor of prime importance by
Admiral Bergner (1968), who then commanded the San Diego RTC. In his
presentation to a Conference on Personnel Retention Research,
Admiral Bergner commented that, in their research, the primary reasons
for leaving the service were not the ones conventionally given in re-
sponse to surveys., Conventional answers were pay and long deployments
and family separations. In actual fact, he found that the primary

reason was that the separating individual felt that the Navy did not

71

ROSRPRCISSIRE RN ¥




SRR piye oy e

s g -

}
'! care sufficiently about him as a person. Admiral Bergner discusses ;
% many reasons why the Naval Service has become more impersonal and
% less concerned with the needs of the individual. He also discusses
1 a program which he undertook at the San Diego RTL to improve the
capacity of trainers to deal with recruits, together with a massive
impact his program had in cutting problems with recruits, particularly
congressionals and irate parent mail.
There is ample evidence that Admiral Bergner is correct. A num-
ber of studies of Navy climate have beea made recently by researchers
using the University of Michigan Survey of Organizations (Franklin,
1974; Drexler, 1973; Bowers, 1973; Bowers and Franklin, 1973; Drexle:
| and Bowers, 1973). The essence of these studies is that the Navy's

climate is characterized by a lack of concern for human resources, a

relative lack of motivators inducing lower ranking enlisted men to work

| hard, a lack of leader communication with lower ranking enlisted men con-~

cerning the importance of tasks at hand, and relatively low levels of satis-
faction among lower ranking enlisted men with work place. (The various

studies cited above differ in the details of their findings, but gener-

ally report results of this nature.)

A substantial number of researchers have also commented, on the
) basis of their findings, about a lack of 'fate control," especially
| among lower ranking enlisted men. '"Fate control" is a term applied to

the capacity of the individual to influence his future, in whatever way

i
:
§ 2
i

he desires. The suggestion in these studies (Drexler, 1973: Taylor, 1972;

Cunningham, 1972; Dupuy, 1968; Wilcove, 1975) is that the lower ranking

~
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enlisted man is subjected to excessive control and has too little oppor-
tunity for initiative,

For non-technical specialties, where obedience and rapid compliance
are essential criteria of effectiveness, this would not particularly be
a problem. However, Moskos (1974), in an extremely important article
about the emerging military services, suggests that this may not be a
viable option for a highly technically specialized service. As the
technological specialization of the Navy increases -- and it probably
will == the requirement among at least a number of enlisted men is for
self initiation, a high degree of promotion, and the ability to apply
standards to their own performance, rather than having these imposed
from the outside. Thig thifd element is extremely important for the
enlisted man who is in an area of specialization which exceeds that
possessed by his own seniors, e.g., certain electronice specialties.

The implication for training management is a need, during recruit
training and throughout the technical training that follows, for leader-
ship methods which convey a feeling of excitement and purpose, and lead
the individual to find meaningfulness and self esteem through the quality
of his work.

This is also suggested as the primary vehicle for leading the
recruit eventually to adopt the important value system of his seniors.
To the extent that he admires them and wishes to be like them, he
will adopt their values. By the same token, the quality of their leader-
ship and the extent to which they can stimulate and excite him to high

achievement and to a feeling of pride in that achievement will determine

his admiration for them.
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This implies an exchange which constitutes the basis for effec-
tive leadership. The essence of the exchange is that, in exchange for
his high performance of duty, the individual's trainers and later
superiors are sources of self esteem and pride in achievement, a con-
cept elaborated on by Jacobs (1970). It apparently also is the basis
for Admiral Berger's restructuring of the management of trainees in

San Diego during the time of his command there.
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