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FOREWORD

The Director of the Navy Science Assistance Program (NSAP) requested the Navy
Personnel Research and Development Center (NAVPERSRANDCEN) to identify methods
for facilitating the reentry of NSAP field team members (FTMs) to their parent Navy
research and gevelopment (R&D) centers. An NSAP Task (NSAP-1-86) was initiated to
sccomplish this work. This report summarizes data gathered from interviews with former
FTMs, NSAP coordinators and administrators, and Navy R&D center managers, referred
to collectively here as NSAP stakeholders.

The job transition models and reccmmendations presented suggest methods to
improve FTMs' reentry. The implementation of all or a set of these recommendations
must be made by stakeholders at each of the Navy R&D centers. We believe

implementation of these recommendations may also facilitate the reentry of participants
in similar programs.

Appreciation is expressed to all those who offered their time and ideas to the NSAP
reentry project. There was a great enthusiasm expressed by all who had been involved in
NSAP, and without their contributions this project would have been impossible.

B.E. BACON JAMES W. TWEEDDALE

Captain, U.S. Navy Technical Director
Commanding Officer
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SUMMARY

Problem

Field team members (FTMs) of the Navy Science Assistance Program (NSAP) provide
operational commanders with expertise in dealing with technical problems in the field.
Scientists and engineers selected as NSAP science advisors or consultants serve with the
command for | to 2 years. ldeally, FTMs would return to their Navy R&D centers able to
fully apply their newly acquired knowledge and skills to center projects. They would also
be able to share the many operational and research personnel contacts they had made.
Lastly, they would be smoothly reintegrated into their organizations, and find themselves
in positions building on their recent experience.

Unfortunately, this ideal is not always attained. Navy R&D center technical
directors report problems emerging at the time of reentry that can result in (1)
suboptimal use of the FTMs' knowledge and experience, (2) FTM dissatisfaction upon
return to their R&D centers, and (3) possible degradation of NSAP's ability to attract
qualified personnel in the future.

Purpose

The purposes of this project were to (1) identify organizational and personnel
management practices that foster or hinder the reentry of FTMs into their R&D centers,
and (2) provide to the various participants or stakeholder groups recommendations that
supplement or improve existing policies and practices concerning the reentry process.

Method

The data presented in this report were gathered through structured interviews. A
total of 86 interviews were conducted at seven of the Navy R&D centers. Members of
four stakeholder groups were interviewed: 45 FTMs, 26 managers, 9 coordinators, 5
technical directors, and | commanding officer.

Results

Descriptive statistics, correlation coefficients, and path analyses were performed on
the data collected. The descriptive statistics suggestad that FTMs' reentry satisfaction is
lower than it could be. Correlational analyses clarified factors influencing the FTMs'
satisfaction and performance. Path analyses validated proposed job transition models for
FTM satisfaction and FTM performance. The models provided a framework for developing
recommendations to improve FTMs' level of satisfaction and performance following
reentry.

Conclusions and Recommendations

The reentry success of NSAP FTMs has been considered from a number of viewpoints,
the purpose of which was to determine what, if anything, could be done to improve the
reentry process. It was found that there were a number of opportunities to improve the
process and thereby increase the level of satisfaction experienced by returning FTMs as
well as increase the level of their performance during the NSAP tour and on reentry.
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Recommendations to improve the reentry process are provided for each stakeholder
group. The recommendations focus on making changes in five basic areas. These are:

1. Selecting FTMs with their tour as well as reentry success in mind.
2. Matching more closely FTMs' NSAP assignments to their centers' missions.
3. Providing a transition position and readjustment period for returning FTMs.

4. Placing returning FTMs in positions capitalizing on their newly acquired knowl-
edge of the operational forces and Navy R&D community.

5. Developing policies, procedures, and training designed to make reentry a success.

The implementation of all ~- a set of the recommendations will facilitate the reentry
of NSAP FTMs. If applied to other employees also having had an extended absence from
their parent centers, they're like.y to have a similar beneficial effect. Many centers have
already successfully instituted some of these recommendations. With these recommenda-
tions serving as a framework to facilitate reentry, we believe NSAP will continue on its

course as one of the outstanding resources of the operational forces and the Navy R&D
centers.
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INTRODUCTION
Problem

The Navy Science Assistance Program (NSAP) was estab)ished by the Director of
Navy Laboratories in 1970 to make resources of the Navy labcratories and research and
development (R&D) centers available to the naval warfare ccmmands. NSAP has three
goals: (1) rapid identification and resolution of all urgent technical problems affecting
combat operations and readiness; (2) establishment of clear lines of communication
. between technology users and producers; and (3) development of all new systems with a
first-hand view of operations and environment. These goals are accomplished through the
staffing of the NSAP field team, along with sponsorship of low-cost, short-term
. development projects.

Field team members (FTMs) provide operational commanders with on-site expertise
in dealing with technical problems that need quick solutions. They also resolve technical
problems by locating experts in the R&D community with relevant training and know!-
edge. Scientists selected as NSAP science advisors or consultants serve with the fleet
command for | to 2 yexrs. They may be located on or off shore, in the U.S., Europe, or
Japan. Table | displays Navy R&D ~enter participation in NSAP,

Ideally, FTMs returning to their R&D centers from an NSAP assignment are smoothly
reintegrated into their home organizations, finding themselves in positions that
complement and capitalize on their recent NSAP experience. They are then able to use
their newly acquired knowledge and skills in their pruject work. They are also able to
apply their knowledge of field operations and concerns to other relevant project areas in
their centers, thus accomplishing NSAP's third goal. Lastly, FTMs are able to extend the
network of important contacts they have established during their tours to other center
personnel.

Unfortunately, this ideal is not always attained. Navy R&D center technical
directors report problems emerging at the time of FTM reentrv that can result in (1)
suboptimal use of operational experience, (2) FTM dissatisfaction upon return to their
R&D centers, and (3) possible degradation of NSAP's ability to attract qualified personnel
in the future.

Relevant Research

Organizations offering long-term training programs, overseas sojourns, or sabbaticals
have to contend with many of the same reentry issues faced by FTMs and their parent
centers. The difficulty in effecting a successful and smooth reentry of personnel has been
identified by many researchers (Adl:r, 1981; Cagney, 1275; Feldman & Brett, 1985). Some
common problems for the organization are: (1) filling the departing employee's position
while he/she iz gone, (2) placing the employee in the correct job upon return, (3)
. compensating the employee while away, and (4) determining the value of the emnloyee's
experience to t:e organization (Morgan, Patton, & Raker, 1985). Organizations have
difficulty not only with career planning and placement of returning employees, but aiso in
using the knowledge and skills gained (Adler, 1981).

From the employees' perspective, the major concern w.t%: Lverseas employment and
long-term absence from the home company is the effect it will hasc on their careers.
Many employees have commented that carcer advancement has been hindered by taking
an appointment away from the home organization. Others experienced d iillusionment
when the job they returned to did not match their expectations (Adler, 1981). FTMs voice

1
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Table 1
Navy R&D Center Participation in NSAP Since 1980

Number of NSAP
Primary Scientists/ Participation
Center Location Researchers? FY 80-86
Naval Underwater Systems Center Newport, RI 1,747 25
(NUSC) New London, CT
Naval Ocean Systems Center San Diego, CA 1,400 23
(NOSC)
Naval Surface Weapons Center White Oak, MD 2,389 22
(NSWC) Dahlgren, VA
Naval Weapons Center (NWC) China Lake, CA 1,718 13
David W. Taylor Naval Ship Annapolis, MD 1,213 8
Research and Development Carderock, MD
Center (DTNSRDCQ)
Naval Air Development Center Warminster, PA 1,341 8
(NADC)
Naval Coastal Systems Center Panama City, FL 450 4
(NCSC)
Naval Air Test Center Patuxent River, MD 525 4
Mavy Personnel Research and San Diego, CA 168 3
Development Center (NPRDC)
Pacilic Missile Test Center Point Mugu, CA 1,200 3
(PMTC)
Naval Ocean Research and New Orleans, LA 178 2
Development Activity (NORDA)
Naval Training Systems Center Orlando, FL 333 l
(NTSC)
Naval Research Laboratory (NRL)  Washington, DC 1,357 =
Naval Civil Engineering Port Hueneme, CA 200 -

Laboratory (NCEL)

aCompiled from Command briefings, as of 30 September 1984,
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similar concerns. Returning employees may also experience a kind of xenophobic response
from co-workers who do not understand the employees' newly gained knowledge and skills,
and expect them to assimilate themselves back into the home environment as if they had
never left (Adler, 1981).

FTMs embarking on NSAP tours experience many changes in terms of their lifestyle
and daily living patterns. Life changes and transitions have been the interest of
researchers in the areas of stress and behavioral medicine (Dohrenwend & Dohrenwend,
1974; Holmes & Rahe, 1967; Kanner, Coyne, Schaefer, & Lazarus, 1981). Growing
evidence supports a relationship between life transitions and physical and psychological
health. An increase in life transitions and/or changes in daily living patterns are
frequently related to decreased physical health and psychological well-being (DeLongis,
Coyne, Dakof, Folkman, & Lazarus, 1982; Dohrenwend & Dohrenwend, 1974; Rahe, Meyer,
Smith, Kjaer, & Holmes, 1964). M.any variables seem to moderate the nature of this
relationship, such as social support (Sarason, Sarason, Potter, & Antoni, 1985), coping
skills and resources (Andrew, Tennant, Hewson, & Schonell, 1978), personality characteris-
tics (Kobasa, 1979), and appraisal by the individual in transition of the changes as positive
or negative (Lazarus, DeLongis, Folkman, & Gruen, 1985).

Further research in this area has attempted to clarify the relationship between stress
and career transitions. This is of particular interest when considering the career
transition of NSAP FTMs. Latack (1984) found that individuals experiencing major career
transitions experience more personal life transitions. Research lent credibility to the
claim that changes initiated in the workplace may "trigger" changes in one's personal life.
Latack found that an individual's perception of the magnitude of the career transition
correlates highly with magnitude classified objectively using a system developed by Hall
(1979). A greater magnitude of career transition did not necessarily mean more stress.
Latack emphasized that an individual's interpretation of the desirability of the career
transition moderates the career transition-stress relationship.

Although it is commonly acknowledged that FTMs may experience stress and culture
shock when leaving the home organization to go on an NSAP tour, it is rarely realized that
FTMs may experience similar shock upon return. Many problems arise when employees
return from long-term assignments (Howard. 1974). Finding a suitable job is the most
commonly recognized problem. Less obvious is the problem of loss in prestige, status, and
income that is usually e:nerienced by returnees. The returnees may also lack up-to-date
knowledge concerning crganizational policies and personnel, and they may have lost
ground in their areas of expertise. Lastly, returnees may be faced with resentment from
co-workers who envy their experiences and fear them as competitors for valuable
resources. Based on Latack's research, returning from an NSAP assignment and meeting
reentry problems are likely to be quite stressful.

The experiences of companies such as IBM and Dow Chemical in attempting to solve
the reentry problem may be helpful to Navy management wishing to facilitate the FTMs'
recntry process. One solution that has been successful is to provide written guarantees
that employees will be offered a "mutually acceptable™ position on return. Another
innovative solution has been the creation of the repatriation supervisor, one who monitors
the overseas employees' performance and compensation, arJ plans for their reentry at the
end of their overseas tour ("How 1o ease reentry,” 1979).

The International Organization and Management Development Group of the National
Foreign Trade Council has also made recommendations for their employees that relate to
facilitating NSAP FTMs' reentry process. The group recommends that return to the home
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office ideally should result in a significant promoti~n. This demonstrates that the
organization sees the experience as valuable. The coimpany should also provide a time
period during which the employee ran become reacquainted with the organization.
Compensation for travel, moving expenses, and taxes should be covered so undue financial
burdens are not placed on the returning employee (Cagney, 1975).

Adler (1981) offers several additional recommendations to management that could
ease the FTM reentry process. She notes that candidates who are seen as successful
before embarking on an overseas appointment tend to be seen that way upon return. Thus,
the selection process influences the reentry outcome. Also, continued communication
between the employee and the home office management informing the employee of
important events facilitates reentry. Lastly, external validation by management must
confirm the value of the employee's experience to the organization and promote interest
in the employee's experiences.

Navy R&D centers should note that organizations having career development plans
for their overseas personnel tend to reintegrate them in a manner satisfying to both the
organization and the individual. Howard (1974) states that using the overseas assignment
to groom front-runners in the organization often results in management planning for
reentry at the time of selection. He emphasizes that companies should always preplan the
return, and that this process should start before the employee leaves for the overseas
assignment. Careful scrutiny also should be made of compensation packages that would
drastically elevate the employee's style of living and thus cause problems on reentry.
Lastly, Howard recominends a reentry orientation that is a guided readjustment to the
organization, its infrastructure, introduction to new personnel, and a review af projects
and plans.

Review of the literature suggests that many of the issues faced by returning FTMs
are problems common to employees who have had long-term absences from their parent
organizations. Several researchers (Adler, 1931; Howard, 1974) emphasize the importance
of the selection process on the reentry outcome. As with NSAP, problems that are
experienced at reentry may not necessarily originate there. Reentry marks the final
phase in an overall process of NSAP participation that begins with position advertisement
and application, continues on to selection and trzining of participants, results in
placement in the field, and ends with participants' return to their R&D centers (see
Figure 1).

Many factors throughout the participation process influence the outcome of the
reentry experience. A general FTM job trarsition model has been proposed to identify the
factors and relationships between factors affecting transition success of the FTMs (Figure
2). The job transition is characterized in terms of a system, thus variables throughout the
system can have an effect on the {ina! outcome.

It is proposed that reentry success, as measured by reentry satisfaction and
performance, is a total systems problem. As such, it is afiected by all preceding factors
in the model. The nature of these relationships is depicted by the arrows. Thus, pre-tour
factors and tour characteristics contribute to the tour success, as measured by tour
satisfaction and tour performance. Tour success, in turn, contributes to reentry success,
but is moderated by reentry attributes, such as a definite job to which to return and top
management support for the program. [t is also proposed that pre-tour factors, such as
demographic variables and management perceptions of employees' abilities, can con-
tribute directly to reentry success.
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The systems perspective suggests that the efforts taken to improve reentry success
will have a positive effect on other factors in the model. For example, the proper
selection of FTMs would have a positive effect on not only reentry success, but also tour
success. Thus, one is not only solving the problem of reentry, but also improving the
overall success and etfectiveness of the field team.

Purpose

S The purposes of this project were to (1) identify organizational and personne!l
management practices that foster or hinder the reentry of FTMs into their R&D
laboratories, (2) provide recommendations to the various participants or stakeholder
groups that supplement or improve existing policies and practices concerning the reentry
process, and (3) validate the FTM job transition model.

APPROACH

Data were gathered from several different groups of people who were either actively
involved in NSAP or had a vested interest in the program. These groups are referred to as
stakeholder groups. Data were collected through structured interviews and rating forms
that were Jesigned to obtain perceptual and historical information, along with general
suggestions on methods to facilitate the reentry process. FTM performance information
was gathered during interviews with FTMs and from current and former NSAP
administrators.

Subjects

A total of 86 individuals were interviewed at seven of the Navy R&D centers. The
centers visited were those that had been highly involved with NSAP and contributed the
majority of personnel to the field team. The distribution of the stakeholder groups
interviewed by center is presented in Table 2.

A total of 45 FTMs were interviewed: 24 science advisors (SCIADs) and 21
consultants (CONs). A SCIAD is a senior scientist or engineer with a well-rounded
technical and management background. A CON is an individual with sufficient specialized
experience to be considered an expert in a particular area. Generally, the FTMs were
male, in their forties, and had worked in the Navy R&D center community for an average
of 15 years. Our sample also included 2 former FTMs who had left the Navy R&D
community and were working in private industry. Table 3 presents demographic
information about the FTMs.

All FTMs at the seven centers who had participated in the program since 1980
(excluding the present field team) were contacted. Interviews were conducted with those
FTMs who were available during the interviewer's visit. The present field team was
contacted through electronic mail for suggestions concerning the reentry process.

Nine out of the 15 NSAP coordinators were interviewed. NSAP coordinators are
individuals at each of the R&D centers who administer NSAP. Generally, coordinators
advertise NSAP openings, select their centers' NSAP FTM nominees, provide support and
liaison between the entire NSAP field team and the Navy R&D community and, if
possible, facilitate the reentry of the FTMs. Most of those interviewed had job
responsibilities beyond those of NSAP coordinator.
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Table 2
NSAP Reentry Interviews Conducted

Top
Coordi- Manage-
Center FTMs nators Managers ment  Total

Naval Underwater Systems Center 12 1 4 1 18
Naval Ocean Systems Center 11 1 8 1 21
Naval Surfzce Weapons Center 9 1 5 1 16
David Taylor Naval Ship Research
and Development Center 4 1 2 1 8
Naval Weapons Center 3 l 1 ! 6
Naval Air Development Center 3 l 2 1 7
Navy Personnel Research and 3 1 4 - 8
Development Center
Naval Research Laboratory - 1 - - 1
Pacific Missile Test Center - l - - 1

45 9 26 6 86

R e R T R L L R Y O N Bl el T I gy N R Y A N R I L L TN R N A S B SR S I e e dE Tl R e B I S R . F N I N



Table 3
Demographic Information on FTMs Interviewed

Science
Age Advisors Consultants
29-35
36-40
41-45
46-50
51-55
56-60

N ESWwWSsS VO
ONNOAONW

Sex
Male
Female

44

Marital Status

Single = 5
Married = 38
Divorced = |
Widowed = |
Educational Degree
Bachelor's = 25
Master's = 15
Ph-Do - 5
Years Worked in the Navy R&D Community
0-10 = 11
11-15 = 15
16-20 = 11
21-28 = &
Grade Leve!l Prior to NSAP Tour
GS-12 = 9
GS/GM-13 = 9
GS/GM-14 = 23
GS/GM-15 = &
Years in Grade Leve| Prior to NSAP Tour
0-3 = 14§
4-7 = 14
8-11 =12
. 12-22 = 5
1
Years in Position Prior to NSAP Tour
0-2 =17
3-5 =16
6-8 =10
: 9-13 = 2




A total of 26 R&D center managers were interviewed at the seven centers visited.
The majority of these managers had reached upper levels of management, e.g., heads of
divisions or departments. They were selected for interviews based on availability and
experience with NSAP-type programs. All of the managers interviewed were aware of
issues that can arise from employees' long-term absence from the organization.

We attempted to interview top management at each of seven centers. As a result,
four technical directors, one commander, and one acting technical director were
interviewed.

Interview Instruments

Four structured interview instruments were developed, one for each stakeholder
group. Pilot interviews were developed and tested, based on a sample of FTMs,
coordinators, and managers, and compared with information from past research in the
area. Following the pilot interviews, final interview instruments were developed for each
of the stakeholder groups: FTMs, NSAP coordinators, center managers, and technical
directors/commanders.

Interviews with the FTMs were considered to be our "core" data. As such they were
designed to explore six categories of variables as part of our FTM job transition model.
These categories were: (1) the background and demographics of the FTMs; (2) the
attributes of the FTMs' tour; (3) their satisfaction and performance while on tour; (4) the
attributes of the FTMs' reentry; (5) their satisfaction and performance after their return;
and (6) their opinion of NSAP. We felt that in order to understand the forces that
influenced FTM performance and satisfaction we needed to understand what, if any,
causal paths existed between these categories of variables as a system. The other
intervie'ws were designed to support the core interview with the FTMs. Copies of the
interview instruments are in Appendix A.

Other Data Collection Instruments

Upon completion of the FTM interviews, we designed a rating instrument that
summarized FTMs' suggestions of policies to facilitate the reentry process. This rating
instrument was distributed at the coordinators' biannual meeting in June 1986. They were
asked to rate each item's effectiveness and feasibility in facilitating the reentry process.
The director and an assistant direcior of NSAP also completed the form. A total of 18
forms were independently completed. Appendix B contains a copy of this instrument.

FTM performance rating information was gathered from several sources. Ratings of
FTMs' tour performar.ce and performance since reentry were collected from the director,
a former director, and an assistant director of NSAP. Tour performance was also assessed
by the number of awards received for work done during NSAP tours. Reentry
performance was also gauged by nominations made by interviewed FTMs for "successful”"
and "plateaued” fcrmer FTMs.

Procedure

Visits for several days were made to each of the Navy R&D centers on the East Coast
(NUSC, NSWC, DTNSRDC, NADC). A trip was also made to a West Coast lab (NWC).
Because of physical proximity, interviews conducted at NPRDC and NOSC were able to be
spread out over several weeks. All interviews were scheduled by phone prior to arrival.
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The FTM, NSAP coordinator, and technical director interviews were 1-2 hours in
length. The management interviews generally lasted about 30 minutes. The structured
interview format was followed in all the interviews.

RESULTS
Analyses of the various data sources will be reported in three sections: (1)
descriptive statistics, (2) correlations between FTM variables, and (3) validation of the job
transition model.

Descriptive Statistics

As mentioned above, performance was rated in several ways. Tour performance was
rated by current and former NSAP administrators and by the number of awards received
from the host command. Return performance was rated by the NSAP administrators and
by the other FTMs at the same centers. These ratings were intercorrelated to determine
their interrater agreement, a measure of reliability. The performance ratings were highly
consistent with one another. Even the peer nominations were highly related to the ratings
by the NSAP administrators. The reliability coefficients for the combined tour perform-
ance and combined return performance measures were ccmputed to be a=.90 and a=.95
respectively. Given these reliabilities, we can have a great deal of confidence that our
performance measures are measuring the same qualities.

By design, the content of the coordinator and FTM interviews was very similar. This
was done to see if there were significant differences between the views of the
coordinators and the FTMs. In order to test for such differences, a multivariate analysis
of variance (MANOVA) was computed. The multivariate test was not significant,
indicating that no differences between the FTMs and the coordinators could be found.
Since there were no significant differences, only the data from the FTMs will be reported.
A glossary of abbreviated variable names used in the tables and text is provided in
Appendix C. The means and standard deviations (SD) for all of the quantified FTM
interview data are presented in Appendix D. All individual subjective ratings were
adjusted for response bias.

From the interview data several observations can be made. FTMs report being only
modestly satisfied with their positions prior to their NSAP field tours (mean = 3.67; SD =
1.31 on a 5-point scale, where 1 = extremely dissatisfied and 5 = extremely satisfied).
While the FTMs were on tour, however, their job satisfaction increased remarkably (mean
= 4.74; SD = .44). Clearly the NSAP experience was considered the career high point for
most of these individuals. Upon return to their centers, however, the contrast was equally
remarkable. Overall reentry satisfaction (a combination of the reentry satisfaction and
that concerned with the first position after the tour) fell below that experienced prior to
the tour (mean = 3.32; SD = 1.13). These means are presented in Figure 3.

It should be noted that the absolute level of reentry satisfaction is not particularly
low. However, it is common in satisfaction research for self-reported satisfaction levels
to be quite high, even when other indicators of satisfaction suggest substantive problems.
Therefore, comparisons with similar groups can give perspective to these numbers. In this
case the mean of 3.32 is substantially below what is expected for a group of professionals.
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Satisfaction

After Tour

During Tour

Before Tour

extremely dissatisfied.

1 =
S = extremely satisfied.

Note. A value of

Figure 3. Job satisfaction of FTMs before, during, and after their NSAP tours.




It should also be roted that the increased satisfaction while in the field was accoi::ranied
by an increase in perceived status, independence, and "impact on the fleet.! Following
the FTMs' return home these variables were perceived to decline. It appears, therefore,
that some of the allure in the NSAP assignment is in the power and influence and
independence felt by the FTMs. Apart from these findings, simple descriptive statistics
of the interview data do not reveal other explanations for the declining satisfaction of
FTMs upon return to their home crganizations.

While the descriptive data for the group as a whole provides us with only a few clues
about reentry problems, there is substantial variation among the FTMs in their demo-
graphics, tour attributes, and reentry attributes. This variation gives us the opportunity
to see what variables make a difference in the reiative degree of FTM satisfaction and
performance. This leads us to our next set of analyses.

Relationships Between FTM Variables

Pearson product-moment correlations were computed between each of the quantified
interview variables and the satisfaction and performance variables. These relationships
are also presented in Appendix D. From this table it is apparent that many variables are
related to either satisfaction or performance or both (starred values represent significant
correlations).

Three demographic variables, four tour attributes, and eight reentry attributes are
included in these significant relationships. With this many variables related to satisfac-
tion and performance, it may be possible to identify actions to improve the success cf
FTMs vhile in the field and after their return. It is also true, however, with this many
variables, that these relationships are not likely to be independent of one another. As a
result it should be possible to simplify this list of predictors to a minimum set that
provides the most parsimony in predicting FTM success. This is where our job transition
model and our systems perspective can help clarify the situation. For example,
relationships between the demographic variables, such as time-in-grade (PGLENG) and
time-in-position prior to tour (PLEMG) may be redundant and can be simplified. It may
alsc be true that early occurring variables may influence later ones (e.g., age (AGE) may
affect the difficulty in transitioning to the field (TTRANS)). As a result, making changes
at the beginning of a sequence, such as in the selection process, may have a relatively
larger impact than changes made later. Changes made early in the causal chain may also
prevent or reduce the need to fix problems later. These possibilities are discussed in our
next section.

Validation of the FTM Job Transition Model

The hypothesized FTM job transition model was tested by conducting path analyses on
the sets of variables identified in each of the categories. A path analysis produces a
simplified model as well as establishing probable causal relationships between variables.
To simplify the task further, the general model was split into two analyses, the first
dealing with FTM satisfaction and the second with the performance of FTMs.

Figure 4 presents the FTM satisfaction version of the job transition model. The
arrowed lines between boxes indicate the obtained causal influence Letween the sets of
variables. The numerical value of each line gives the relative streagth of the obtained
relationship. The maximum value for the sum of the squares of all arrows into any box is
1.00. These obtained relationships show that individual differences in FTMs' evaluation of
NSAP can be explained quite weil by this model.
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In explaining the model from right to left, several things are of interest.

1. NSAP satisfaction is a function of tour satisfaction, reentry satisfaction, and
demographic variables (in this case whether or not the FTMs returned to NPRDC).

2. Reentry satisfaction is a function of reentry attributes (a negative relationship if
there is difficulty transitioning to the job back home (RITRANS) and a positive
relationship if the job back home utilizes the person's NSAP experience (RUT1)).

3. Reentry attributes are a function of a demographic variable (with time-in-grade
(PGLENG) negatively related to RUT] and positively related to RITRANS).

4. 1t should be noted that the demographic variables have both direct and indirect
effects upon all of the other sets of variables in the model.

5. The tour attributes we were able to measure do not enter into the model either
as a cause or an effect.

From this model it appears that NSAP satisfaction can be most effectively improved
by:

1. Reducing the average time-in-grade of the FTMs.

2. Making better use in their assignment upon return of the knowledge and
experience gained by the FTMs,

3. Easing the difficulties of the job transition back home after the tour.

Figure 5 presents the FTM performance aspect of our job transition model. The
model can be used to guide efforts to improve the performance of FTMs. The obtained
reiationships show that individual differences in FTM performance can be explained quite
well by the model.

Again, moving from right to left, several things in this model should be noted.

1. Return performance is influenced by individual differences as captured by demo-
graphic variables (with the age of the FTM (AGE) negatively related to return perform-
ance), tour performance (positively related to return performance), and reentry attributes
(with RJTRANS negatively related to return performance).

2. A reentry attribute (RITRANS) is influenced by a demographic variable
(PGLENG), such that longer time-in-grade (PGLENG) increases the difficulty of return job
transition (RITRANS).

3. Tour performance is negatively influenced by a demographic variable (AGE).

4. Note again tnat demographic variables have both a direct and an indirect effect
upon return performance.

From this model it appears that to improve FTM performance both in the field and
upon return horne the {ollowing should be done:
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1. The average age of the FTMs should be reduced.
2. The average time-in-grade of FTMs should also be less than at present.
3. The difficulty associated with job transition after the tour should be eased.

It is important to understand why time-in-grade (PCLENG) and return job transition
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