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CHAPTER 1

INTRODUCTION

Background
We are . . ., beginning to lose more good experi-
enced people in critical skill areas, many of whom are
impossible to replace in the short term ., . . . The
Egg?g-gﬁ.a retention problem are clear and troubling
This statement, made by the Chief of Staff of the
Alr Force, General Lew Allen, Jr., testifies to a problem
of growing concern to the Department of Defense--turnover.
In 1978 the Air Force alone spent over one billion dollars
on turnover costs. Such costs include the cost of separa-
tion, hiring, training, lost productivity, equipment under-
utilization, and recruitment (18:36). A less tangible but
no less troublesome cost is the degraded readiness that
results from loss of trained personnel. For example, the
Air Force is losing 40 percent of its pilots after the first
six years. Estimates show that for each pilot who quits,
the Air Force loses one-half million dollars worth of train-
ing (9:36).
The medical, scientific, and engineering career
fields are also experiencing high turnover. The shortage of
physicians {n the Air Force is especially acute and "will




become even more serious unless improvements, particularly
in pay are forthcoming [91103]."

A less publicized turnover problem exists within
the aircraft maintenance career field. The growing tech-
nological complexity of weapon systems and support equip-
ment has placed a premium on highly trained, skilled and
experienced maintenance technicians and managers. The loss
of these people has a direct negative impact on Air Force
readiness, manifesting itself in high aircraft downtime and
cost of repair. In General Allen's opinion: "People are
important--and more important than ever before . . . .

It's possible people may become the weakest link in the
readiness chain [38:2]."

The complex and critical nature of the aircraft
maintenance field demands an experienced and dedicated
officer force. And yet, turnover is as much a problem here
as elsewhere, As of 30 April 1980 the captain and major
40XX authorizations were 76 percent and 85 percent manned,
respectively (Table 1-1). Lieutenant colonel authorizations
were just 77 percent manned. Two sources have been utilized
to compensate for.the disparity between authorized versus
assigned personnel. The shortage in the captain through
lieutenant colonel ranks was partially alleviated by the
assigmment of 688 rated supplement officers to the 40XX
career field., In 1978, however, the mass pilot exodus was

one factor which caused the number of rated supplement

2




officers to be reduced from 568 to 372 officers in the
maintenance field, a drop of approximately 32 percent (as
of 13 September 1979). The second manpower source is the
accession of secord lieutenants. At present, there are

532 lieutenants authorized versus 1,141 assigned, or a
manning of 214 percent. Due to the lack of experienced
captains, many of these lieutenants are assigned to captain

positions,

Table 1-1

WORLDWIDE MANNING IN 40XX BY GRADE™
(students and those in transient status not included)

Grade Authorized Assigned % Manned
Lieutenant Colonel 656 503 7%
Major 808 687 85%
Captain 1,296 981 767%
Lieutenant 532 1,141 2147%

*Figures as of 30 April 1980

The problem of retention in the 40XX career field
is being addressed through the Air Force Manpower and Per-
sonnel Center (AFMPC) PALACE LOG team. Although the team
supports crosstraining as a career broadening tool, the
manning situation has forced them to adhere to a severely
limited crosstraining policy. This crosstraining policy,

however, does not apply to the accession requests placed




upon their office by other career fields. In FY78, 159 40XX

personnel were accessed into critical AFSC areas, primarily
engineering. In FY79, a total of 30 40XX personnel were
accessed to engineering while other career fields claimed
59 accessions from 40XX assets (35).

The sources of retention problems have elicited com-
ments from many Air Force leaders. The Chief of Staff
stated on 1 February 1979 that

We have compounded the problem (of turnover) our-

selves with sometimes poorly focused management efforts
and pressure to compensate for force reductions and to

support increased readiness by working long hours.
We've pushed our people hard, To some extent, we may
have lost the vital balance between concern about the
task and for the individual . . . . The job of defense
continue to demand hard work, but I_do not_think
hard work is at the root of the problem [[37:2-3],
What is "at the root of the problem"? This is the

question addressed by this research.

Problem

Turnover in the aircraft maintenance officer career
field is of major concern to the Air Force. Air Force
leaders are faced not only with reducing voluntary turnover
costs but also with finding ways to fill the void left by
the exiting rated supplement officers and by accessions
into other career fields. In order to do this they must
know what factors cause turnover and understand the rela-

tionship between these factors and turnover. To the extent




Air Force leaders can control the factors leading to turn-

over, they can control turnover itself.

Research Ob jective
The objective of this research is to identify the

significant factors contributing to turnover of aircraft
maintenance officers and to develop a model illustrating

the relationship of these factors to turnover,

Research Questions

The following research questions must be answered
in order to achieve the research objectives:

1) What are the significant factors contributing to
turnover of aircraft maintenance officers?

2) What is the relationship between these factors

and turnover?




CHAPTER 2

LITERATURE REVIEW

Qverview

Turnover is a problem within the civilian as well
as military sectors. Studies have been conducted inter-
nationally to gain an understanding of this turnover phe-
nomenon (361249). Conflicting conclusions have resulted
from these studies due, in part, to the lack of agreement
on the definition of turnover. Accession, separation, new
hires, quits, discharges, labor migration, exodus, rota-
tion and transfer are frequently equated with turnover.

Price defines turnover as "the degree of individual
movement across the membership boundary of a social system
[32:16]." The establishment of membership boundaries is
difficult and therefore Price establishes three criteria.
Boundaries may be determined by criterion of definition,
criterion of frequency of interaction, and criterion of
official sanctions (i.e. those which can be legitimately
used to reward or punish behavior).

Turnover can be classified as voluntary and involun-
tary. Involuntary turnover, according to Price, is usually
initiated by the organization, while voluntary turnover is
a decision made by the individual (32:9). Bluedorn proposed
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a refinement of Price's conceptualization of turnover by
adding directionality to the concept (Figure 2-1), Blue-
dorn views turnover using two dimensionst: direction of
movement across the organization's membership boundary (in
or out) and the initiation of the movement (voluntary or
involuntary). The cross classification of the two dimen-
sions results in four types of turnover: Type I, voluntary
separations; Type 1I, voluntary accessions; Type III, in-
voluntary accessions; and Type 1V, involuntary separations.
The term turnover as referenced in this thesis will refer
to Type I turnover or voluntary separation (4:1649-651).

Voluntary turnover, rather than involuntary, has
been the subject of numerous studies. Price claims that
voluntary turnover holds more interest for the manager
because:s (1) most turnover is voluntary; (2) the formation
of the theory is easier when the phenomenon to be explained
is homogenous; and (3) voluntary turnover is more subject
to control by the manager (28:19).

The lack of agreement on the determinants of turn-
over has resulted in numerous theories and models. These
models, however, have not led to a synthesis of the problem.
A 1970 study concluded:

There is a surprising lack of comprehensive research
on turnover in view of the obvious costs to industry.

« « « Research to tie down systematically more of the
individual difference factors and envirommental modera-
tors explaining turnover variance could be quite useful
both to organizations to reduce their manpower costs
and to individuals to reduce the disruption often asso-
ciated with job changes [34:1],

7
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This section will examine conceptual approaches to

turnover and demonstrate the large number of theories

S $Aa b8 bt

extant, These theories will then be used to support model

| development in Chapter 4,

Ma jor Studies on Turnover

Price

Price developed a conceptual model of turnover from
a review of existing literature. He conceptualized a rela-
tionship among determinants, intervening variables, corre-

lates and turnover (32:11).

One of the most widely used measures of turnover,

e —— e sy g e o

according to Price, is average length of service. This
measure may be computed by two methods--stayers and leavers,
Average length of service (stayers) has three advantages:
ease of computation, ease of understanding, and ease of

obtaining a more reliable statistic due to use of total

P

membership as the base, However, in organizations with a
large number of high-service members the average (stayers)
will be high and may consequently mask a large turnover
among low-service members (32:13).

Average length of service (leavers) also possesses
ease of computation and understanding. The third advantage
of this average (leavers) is its ability to indicate where
turnover is occurring within the organization as reflected

by a low or high average. A disadvantage of this average




is the difficulty in obtaining an adequate size for the

average because it is based solely on leavers. Additionally,
the average does not indicate the volume of an organization's
turnover (32:14). This latter criticism discourages Price

i from using such a measure.

! Pay, integration, centralization, instrumental com-

% munication, and formal communication were presented as |

strongly supported determinants which are believed to cause

E variations in turnover (Figure 2-2)., Price adopted Lawler's

; definition of pay which includes "the money, fringe bene-

i fits, and other commodities that have financial value which 1
|

organizations give to employees in return for their service
[32:168]." Here Price distinguishes between pay or the
amount of money directly received from the organization and

satisfaction with pay or the member's social psychological

response to the amount received (32:168). Price mentions

eight codifications, three reviews, and eleven empirical
studies which support a negative causal relationship between ¥

pay and turnover,

Integration is defined as the extent of participa-

tion in primary and/or quasi-primary relationships. A
relationship may be considered primary by its degree of
emotional involvement or bias such as that found in a fam-
i1ly. A secondary relationship is specific, emotionally
neutral and impartial. The quasi-primary relationship thus
refers to the "close friend" relationship (32:70-73),

} 10
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Centralization is "the degree to which power is con-
centrated in a social system [32:176]." Price claims that
participation, autonomy, independence and freedom are synon-
ymous with centralization. The greater the extent to which
power is concentrated in others, the greater the centraliza-
tion. He further postulates that a response to high cen-
tralization is high turnover (32:176-79).

Instrumental communication is "the transmission of

e NI AT WA . | At = S ) AN a8 D el s e

information directly related to role performance” with
expressive communication being information not directly
related to role performance (32:74). Conversely, formal
communication represents "officially transmitted informa-
tion [32174]." Weakly supported determinants include pro-
fessionalism, routinization, upward mobility, and distribu-
tive justice (32:73-76),

Intervening variables between the previously men-
tioned determinants and turnover include satisfaction (socio-
psychological) and opportunity (structural). Satisfaction

i1s defined as "the degree to which the members of a social

system have a positive affective orientation toward member-
ship in the system [32:79]." Price indicates that satisfac-
tion is linked with work, supervision, pay, promotion and
co-workers throughout the literature., He viewed satisfac-
tion as the product of the five strongly supported determi-
nants (i.e. pay, integration, centralization, instrumental

communication and formal communication). An assumption of

12




satisfaction made by Price is that the individual’s aim is
to maximize the net balance of satisfaction versus dis-

satisfaction.

Opportunity is defined by Hickson et al as "the

- ———— - —-

availability of alternative roles in the enviromment [32:81]."
{ Bowey claimed a positive relationship between opportunity
and turnover (32:81). Implicit in Price's assessment of

opportunity are two assumptions, First, he assumes that

individuals have knowledge of the available opportunities.,

Without such knowledge they are not likely to turnover,

Secondly, it is assumed that members have the choice to
leave or remain., Unlike satisfaction, fluctuations in oppor-
tunity are not produced by either the determinants or the
level of satisfaction. Rather it is a characteristic of

the organization's enviromnment (32:168-88).

Price related correlates or indicators (length of
service, age, level of employment, level of skill, blue-
collar and white collar workers, country, education, non-

managers and managers, and non-govermment and govermment)

to turnover by classifying them as having strong, medium, or

weak support. From his literature review he arrived at -
nine generalizations., Those applicable to this research

are:

1. Members with low lengths of service usually

have higher rates of turnover than members with high lengths

of service (strong support).

13
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2. Younger members usually have higher rates of
turnover than older members (strong support).

3. Better-educated members usually have higher
rates of turnover than less-educated members (weak support)
(32426-37).

Vroom

Expectancy is a decision theory of human motivation
and choice in the work environment. This theory was first
proposed by Vroom as an explanation of work behavior and
choice of work occupation (11:1481-482). Vroom's theory sup-
ported three models: a job satisfaction model, a work
motivation model, and a job performance model (11:482). He
purported that the selection of an individual®’s choice
(e.g. turnover) from alternate courses of action depends on
the relative strength of forces. Each force is hypothesized
to be equal to the algebraic sum of the product of the val-
ences and expectancies, He defines expectancy as "a momen-
tary belief concerning the likelihood that a particular act
will be followed by a particular outcome [41:117]." Valence
refers to "affective orientations toward particular outcomes
L41415]."

Vroom's model accounts for individual differences.
As he states, "there is no reason to believe that working
serves the same purpose for different individuals [36:44]."
Using his model Vroom hypothesized that the valence of the

14
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work role to the worker is directly proportional to the
strength of the force operating on him to stay in tha‘. job.
Workers who are highly attracted to their jobs experience
stronger forces to remain in them than those who are less
attracted to their jobs., The stronger the force to remain,
the less likely a person will turnover, either temporarily
or permanently (41:187), Vroom further states that the
force on a person to seek another job is a function of the
valence of that job and of his expectancy that his attempt
will be successful (41:282),

Porter and Steers
Porter and Steers attempted to analyze the compo-

nents of job satisfaction as affected by the role of met

_expectations (31:151). They defined met expectations as

the discrepancy between the positive or negative experiences
of a job versus what the individual expected to encounter.
They found that the literature had categorized job satis-
faction according to organization-wide factors, immediate
work enviromment factors, job content factors, and personal
factors (Figure 2-3). Their assumption was that when an
individual's expectations are not substantially met, his
propensity to withdraw would increase (31:1152).
Organization-wide factors were defined as those
variables affecting the individuals which are determined by

persons or events external to the immediate work group.

15
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Included within this category are the factors of pay and
promotion and organization size. They found that perceived
equity and met expectations in pay and promotion determined
the individual's satisfaction or dissatisfaction, which
then resulted in a preference to remain or leave. Both
factors are viewed by their relative increase and weighted
by the individual's expectations versus his perceived con-
tribution (31:152).

Immediate work environment factors included
(1) supervisory style, (2) work unit size, and (3) the nature
of peer group interaction. Supervisory style includes such
aspects as initiating structure, equity of treatment, recog-
nition and feedback, job requirements, performance improve-
ment, job goals and managerial experience., Porter and
Steers concluded that when one's expectations concerning
the nature of the supervisor were not met, the individual's
tendency to leave increased. The size of the working unit
was related only to blue collar worker turnover, where
turnover was higher in larger units than smaller units
(31:1162). Peer group interaction is the process of inter-
active dynamics between an individual and his peers (31i1157),
This interaction provides the support needed to adjust to
the work enviromment. The lack of such support could lead
to alienation., The diverse conclusions in this area, how-

ever, would not permit conclusive findings.

17
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Job content factors include (1) overall reaction to
job content, (2) task repetitiveness, (3) job autonomy and

responsibility, and (4) role clarity. Overall reaction to

job content was defined as the general level of satisfaction

— —r

with assigned tasks, Task repetitiveness is the routiniza-
tion of certain tasks. Conflicting conclusions exist on
the relationship between task repetitiveness and turnover.

Role clarity was defined through organizational change,

A o s, A AP

organizational complexity, and managerial communication.
’ Turnover was found to be positively related to dissatisfac-
tion with job content and lack of job autonomy or responsi-

b \ bility. Congruence between expectations and actual experi-

ence in role clarity can increase satisfaction and job
longevity (31:1164),

Personal factors included age, length of service,

similarity of job with vocational interest, personality
characteristics, and family considerations., Age and terure

are strongly and negatively related to turnover. Limited

studies pointed toward a positive relationship between the

o job satisfaction of vocational inter