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Preface

he Committee on the Youth Population and Military Recruitment

was established by the National Research Council (NRC) in 1999 in

response to a request from the U.S. Department of Defense. The
impetus for the study was the recruiting problems encountered by the
Services in the late 1990s. The central question is how to attract qualified
youth to serve their country and, if necessary, be willing to put them-
selves in harm’s way. Although military missions have diversified since
the end of the cold war, the primary function of the Services remains the
provision of the nation’s warriors and protectors.

The charge to the committee was to provide information about the
demographic characteristics, skill levels, attitudes, and values of the youth
population; to examine options available to youth following high school
graduation; and to recommend various recruiting and advertising strate-
gies and incentive programs to encourage enlistment. In the first phase of
its work, the committee confirmed that propensity for military service
was declining. In 2002, the committee published Attitudes, Aptitudes, and
Aspirations of American Youth: Implications for Military Recruitment.

One outcome of the first phase was the recognition that current mili-
tary research on advertising and recruiting often lacked long-term objec-
tives and coordination across relevant research topics and methodologies.
As a result, the committee embarked on a second phase: to develop an
evaluation framework to assist the Defense Department and the Services
in making informed decisions on the effectiveness of various recruiting
policies and mixes of recruiting resources. This report is the product of
the committee’s second phase of study.

vil
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Several individuals provided the committee with useful information
on evaluation strategies and current Defense Department advertising pro-
grams. First, we would like to thank Robert Hornik, Annenberg School of
Communication, University of Pennsylvania, and James Dertouzos, RAND
Corporation, for their excellent presentations on research methodology.
We would also like to extend our gratitude to Heather LeFevre and Jan
Ross, of Mullen, for their presentation on the military’s joint advertising
program; to Jay Cronin, of J. Walter Thompson, for his presentation on
Marine Corps advertising; and to Col. Greg Parlier, U.S. Army Aviation
and Missile System Support, for the information he provided on the
Army’s recruiting and advertising programs.

We express appreciation to our sponsor, the Office of Assistant Secre-
tary of Defense for Force Management Policy, for its interest and guidance.
Particular thanks are due to Curt Gilroy and to Jane Arabian.

In the course of preparing this report, each member of the committee
took an active role in drafting chapters, leading discussions, and reading
and commenting on successive drafts. We are deeply indebted to all for
their broad scholarship and their cooperation and spirit.

The committee is also particularly indebted to Bruce Orvis, RAND
Corporation, who served as a consultant to the committee. He drafted the
chapter on determining optimal types of incentives and provided many
insights regarding material in other chapters of the report.

This report has been reviewed in draft form by individuals chosen for
their diverse perspectives and technical expertise, in accordance with pro-
cedures approved by the NRC’s Report Review Committee. The purpose
of this independent review is to provide candid and critical comments
that will assist the institution in making its published report as sound as
possible and to ensure that the report meets institutional standards for
objectivity, evidence, and responsiveness to the study charge. The review
comments and draft manuscript remain confidential to protect the integ-
rity of the deliberative process. We wish to thank the following individuals
for their review of this report: Morton G. Ender, Department of Behavioral
Sciences and Leadership, United States Military Academy; Lawrence
Goldberg, Cost Analysis and Research Division, Institute for Defense
Analyses; Stanley A. Horowitz, Cost Analysis and Research Division,
Institute for Defense Analyses; James Hosek, Economics and Statistics
Group, RAND Corporation; W.S. Sellman, Human Resources Research
Organization; and Bruce G. Vanden Bergh, Department of Advertising,
Michigan State University.

Although the reviewers listed above have provided many construc-
tive comments and suggestions, they were not asked to endorse the con-
clusions or recommendations nor did they see the final draft of the report
before its release. The review of this report was overseen by Robert Linn,
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School of Education, University of Colorado. Appointed by the National
Research Council, he was responsible for making certain that an indepen-
dent examination of this report was carried out in accordance with insti-
tutional procedures and that all review comments were carefully consid-
ered. Responsibility for the final content of this report rests entirely with
the authoring committee and the institution.

Staff of the National Research Council made important contributions
to our work in many ways. We extend particular thanks to Marilyn
Dabady for her outstanding efforts as a senior research associate. We are
also grateful to Wendy Keenan, the committee’s senior project assistant,
who was indispensable in organizing meetings, arranging travel, compil-
ing agenda materials, and in managing the preparation of this report.

Paul R. Sackett, Chair
Anne S. Mavor, Study Director
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Executive Summary

ing goals and in some cases fell short. This led to the question of how

the recruit-ing process and the recruiters” job could be better sup-
ported in order to ensure that force strength, force quality, and the
required skill mix of personnel will be available to meet ever-changing
security and defense challenges. Military officials recognized that a fun-
damental understanding of the youth population and of the effectiveness
of various advertising and recruiting strategies used to attract them would
be extremely valuable in addressing these questions.

As a result, in 1999, the Department of Defense asked the National
Academy of Sciences, through its National Research Council, to establish
the Committee on the Youth Population and Military Recruitment. The
committee is composed of 14 experts in the areas of military manpower,
military sociology, psychology, adolescent development, survey methodol-
ogy, behavioral theory, economics, and advertising and communication.

During the first phase of its study, the committee examined long-term
trends in the youth population and evaluated policy options that could
improve the propensity for and enlistment in the Services. In our report,
Attitudes, Aptitudes, and Aspirations of American Youth, the committee con-
firmed the decline in propensity for military service among youth and
identified several correlates, especially the trend in increasing college
enrollments.

The committee observed that current military research on advertising
and recruiting often lacked long-term objectives and coordination across
relevant research topics and methodologies. In this second phase, the

I n the late 1990s, the U.S. armed forces struggled to meet their recruit-
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http://www.nap.edu/catalog/10867.html

eory and Methodology

2 EVALUATING MILITARY ADVERTISING AND RECRUITING

committee has developed an evaluation framework to assist the Depart-
ment of Defense and the Services in making informed decisions on the
effectiveness of various recruiting policies and mixes of recruiting re-
sources. This report is the product of the committee’s second phase of study.

THE APPROACH

The committee has identified several areas requiring more intensive
study that might benefit from drawing on a variety of methodological
approaches:

¢ Monitoring trends in youth attitudes, values, and propensity using
surveys (Chapter 3);

¢ Planning advertising using generative and experimental approaches
(Chapter 4);

¢ Determining optimal levels of advertising and recruiting resources
and assessing the timing and levels of joint and Service-specific
Advertising based on data from past or current programs using
econometric methods (Chapters 5 and 6);

¢ Determining optimum types of incentives using a combination of
focus groups, surveys, and experimental approaches (Chapter 7);
and

® Performance management of recruiters again using a combination
of methodologies (Chapter 8).

Rather than focusing on the strengths and weakness of the various
methods with the intent of identifying some methods as per se superior to
others, the committee’s proposed evaluation framework is based on the
fundamental notion that different research designs and the associated
methodologies are suited to address different types of research questions.
Table ES-1 provides examples of common research questions that emerge
in the context of military advertising and recruiting.

The framework has two dimensions. The first dimension differenti-
ates between an existing or new incentive, program, or activity; the second
dimension differentiates between three types of assessments. One type of
assessment occurs in situations in which the outcome is not specified and
the audience is asked to indicate the attractive and unattractive features;
the second type deals with attitudes or behavioral intentions toward mili-
tary enlistment; and the third deals with actual behavior, such as signing
a contract with a recruiter. The cells in the framework list example types
of questions and identify the method most appropriate for addressing
each.

Copyright © National Academy of Sciences. All rights reserved.
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TABLE ES-1 Evaluation Framework
Specific Attitudes

Outcome Not or Behavioral
Specified A Priori Intentions Actual Behavior
New Question: “What does  Question: “What Question: “What
programs  a target audience see is the effect of a is the effect of a
as attractive or program on proposed new
unattractive features specified attitudes program on
of a program?” or behavioral enlistment?”
intentions?”
Method: focus groups; Method:
unstructured or Method: surveys; experiments;
open-ended surveys experiments; quasi-experiments
and interviews quasi-experiments (Chapters 7 and 8)
(Chapters 4 and 7) (Chapters 3, 4,7, 8)
Existing Same as above Same as above Question: “What is
programs the effect of an

existing program
on enlistment?”

Method:
econometric
modeling
(Chapters 5 and 6)

CONCLUSIONS AND RECOMMENDATIONS

Monitoring Trends in Youth Attitudes, Values, and Propensity

In its first report, the committee concluded that propensity to enlist is
a major direct determinant of actual enlistment. Thus, increasing propen-
sity should be an important goal of the military. Monitoring surveys are
well suited to measuring trends in propensity and examining the factors
that contribute to changes over time. Implementation of useful monitor-
ing surveys requires multiyear funding commitments and large samples
of respondents. In constructing a monitoring survey to track propensity,
the questionnaire must include a complete set of salient beliefs about the
positive and negative consequences of joining the military. Other impor-
tant content areas are the values attached to various outcomes, the expec-

Copyright © National Academy of Sciences. All rights reserved.
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tation that a particular outcome is more likely to be achieved in a military
versus a civilian job, and the barriers or facilitators for enlistment deci-
sions. In order to ensure complete coverage of these attitudes and beliefs,
good survey designs should also conduct certain types of preliminary or
exploratory studies. The committee recommends that survey research
examining propensity be designed to incorporate the key determinants of
propensity and that it be designed to permit analysis at the individual
level.

The committee proposes a program of survey research involving a
commitment of at least five years. The committee recommends that con-
sideration be given to undertaking a school-based survey, using cohort-
sequential design, in which students are sampled in the 11th and possibly
the 12th grade and regularly resurveyed until the age of 23 or 24.

Planning for Advertising

The purpose of advertising is to distribute information designed to
influence consumer activity in the marketplace. In the military the pur-
pose of advertising is twofold: to increase propensity to chose military
service and to increase the likelihood of an individual choosing to join one
Service over another. In the past, much of the research on military adver-
tising has focused on evaluating the amount and cost of advertising, rather
than on evaluating the effects of advertising content on targeted beliefs
and values. In its first book, the committee found that intrinsic factors,
such as duty to country, should be given increased weight in military
advertising.

In a strategy for developing and evaluating a range of message strat-
egies, the first step is to track the competitive environment for military
recruitment to detect factors affecting youth understanding and views of
military service. The second step is to examine the beliefs, goals, and
language of audience members using focus groups, interviews, and sur-
veys. The third step is to develop and test a range of message strategies
using experimental and quasi-experimental research designs. The fourth
step is to allocate resources to various message strategies. Decision making
during this step is informed by experiments and in-market testing.

The committee recommends a program of research that follows these
steps. Specifically, a program of research should begin with generative
techniques to understand the concepts and language used by youth in
considering alternative courses of action (e.g., higher education versus
military service) and continue with survey research that measures the full
range of beliefs, attitudes, and values that emerge as linked to these alter-
native courses of action. The committee also recommends that advertis-
ing message strategies be evaluated in terms of their effects on targeted

Copyright © National Academy of Sciences. All rights reserved.
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beliefs and values. Such evaluation should make use of experimental
designs in controlled setting and small-scale, in-market experiments.
Adpvertising should be evaluated in terms of thematic content in order to
determine whether its effects vary by content as well as by impressions
and expenditures.

Determining Optimal Levels of Advertising and
Recruiting Resources

Many of the most important determinants of enlistment supply, as
well as the cost and effectiveness of existing recruiting resources and the
trade-offs among them, have been addressed by a well-developed body
of econometric research. Econometric methods are most appropriate for
studying existing programs and for developing estimates based on natu-
ral variation in resources and outcomes.

There have been several studies over the past 20 years on the effects
of recruiting and advertising on enlistment. The variability among these
studies suggests that a consistent methodology has not been incorpo-
rated. Based on our review of the literature, the committee concludes that:

¢ Recruiter productivity varies with experience, and hence sudden
changes in the size of the recruiting force result in declines in average
experience. Failure to incorporate recruiter experience into models of
recruiter effects may bias study results.

® Recruiter incentives have been incorporated in supply models via
recruiters’ quotas, based on the assumption that increasing recruiting
quotas increases effort. A more complete and realistic model of recruiter
incentives is needed.

® Research to date has not incorporated the effects of Reserve com-
petition on active-duty recruiting.

The committee also concludes that the functional forms (i.e., the shape
of the relationship between the recruiting incentive and enlistment) of
econometric supply models have been relatively restricted. The under-
lying assumptions (e.g., that each additional advertising dollar has the
same effect regardless of the level of total expenditure) may not be correct,
and an examination of more flexible functional forms would be fruitful.
The committee therefore recommends that research on supply models
make use of flexible functional forms, rather than imposed functional forms.

A theme underlying all of the suggested areas for improvement is the
need for better data, consistently collected and retained over time. Ideally,
these data should include enlistment contract and accession data, by level
of qualification and Service, at the lowest reasonable level of aggregation
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and time period. The data should also include information on the re-
sources and incentives that have been applied and the external factors
that were in effect during the period, as well as indications of recruiting
policies, incentives, and quotas.

Timing and Levels of Joint and Service Advertising

Econometric methods are also applicable to the questions of (1) whether
there is a minimum level of advertising necessary for a cost-effective
recruiting program even if it is not necessary to achieve current enlist-
ment contract goals and (2) what are the proper levels of joint and Service-
specific advertising. Quasi-experimental methods can also be employed
to address the second question.

We describe the conditions under which it would be cost-effective to
advertise in the interests of future enlistment supply and review research
to date on this question. While this research suggests that advertising
may have effects only for a short period of time, the data available to
previous researchers are limited as they do not permit the examination of
time-lagged and nonlinear effects within a time period. In the committee’s
view, it would be a serious mistake to view the available research as
sufficient grounds for drawing conclusions one way or another about the
effects of current advertising on future outcomes. The committee recom-
mends a focused effort to maintain advertising data in a systematic way
for purposes of estimating a supply curve that incorporates the potential
for both time-lagged and nonlinear advertising effects. The committee
also recommends a program of research, incorporating quasi-experimental
methods, to examine advertising effects over an extended period of time.

Regarding the question on the appropriate levels of joint and Service-
specific advertising, in our judgment, certain types of advertising themes,
such as generic themes designed to increase overall propensity, are best
done as a joint program, while advertising themes featuring specific ben-
efits of military service are best done in the Service program. What we do
not know is what level of advertising funding should be allocated to joint
programs. We therefore recommend a program of research aimed at ex-
amining the effects and cost-effectiveness of information-oriented versus
values-oriented advertising in joint and Service advertising programs.

Determining Optimal Types of Incentives

The Services have many types of enlistment incentive programs in
operation today, most of which are aimed at highly qualified recruits.
Current incentives include education benefits as well as enlistment
bonuses for various types of jobs. The Services are experimenting with
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http://www.nap.edu/catalog/10867.html

eory and Methodology

EXECUTIVE SUMMARY 7

other incentives, particularly those that forge a closer connection between
military and college pursuits, and also those that offer differing lengths of
active-duty and Reserve tours.

We review research on various incentive programs, both old and
new, in terms of the different types of research designs that have been or
are being used for studying this topic: survey, experimental, and econo-
metric. The central message is that each of the evaluation methodologies
discussed in previous chapters can play a useful role in addressing differ-
ent questions that policy makers may ask about current or proposed
incentives. It is also important to note the value of combining approaches
in examining a particular program. For example, focus groups can be
used to explore prospective enlistment options, which are then tested
with a large survey of youth or in pilot tests employing experimental
designs.

Performance Management of Recruiters

Recruiter performance management encompasses the range of issues
and decisions that face Service recruiting managers as they organize to
meet their mission. Service recruiting managers establish systems to select
and train recruiters, to open recruiting offices in specific locations, to
establish production goals, to motivate recruiters with various incentive
programs, and to monitor and assess recruiter performance. In some of
these areas, such as developing recruiter selection programs, there is a
large body of ongoing research in both the military and civilian sectors. In
other areas, such a developing effective incentive programs, research
efforts are minimal.

In many respects, the problems of performance management faced by
the military are no different from the problems faced by private industry.
However, the environments are distinctly different, and the military faces
many restrictions that do not apply in the civilian sector. As a result, some
of the existing research from the professional literature will be of limited
use. Ideally, the military should undertake a continuous and systematic
evaluation of each aspect of performance management system individu-
ally and in combination. Specifically, the committee recommends:

® Continued research on the development of effective recruiter
selection strategies, in conjunction with a consideration of career incen-
tives for service as a recruiter.

¢ Expansion of the Services” evaluation of overall training of recruiters
to include the study of other informal development opportunities. In
particular, assessment and improvement of the supervisory and coaching

Copyright © National Academy of Sciences. All rights reserved.
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skills (to include on-the-job training) of those who train recruiters may be
a fruitful approach.

¢ A program of research aimed at evaluating the effects of goals on
recruiter behavior and outcomes.

® Research to develop a complete model of recruiter performance
and to develop performance appraisal instruments and feedback pro-
cesses based on this model.
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meeting recruiting targets, particularly for highly qualified

recruits—youth with high school diplomas and above-average
aptitudes who are essential for an effective fighting force. Recruiting
problems were most severe during 1998 and 1999, when most of the
Services experienced accession shortfalls. These shortfalls were especially
alarming to military planners, given the major force reductions of the
1990s and the lower accession requirements that followed (Sellman, 1999).

In 1999, at the request of the U.S. Department of Defense (DoD), the
National Research Council formed the Committee on the Youth Popula-
tion and Military Recruitment. During Phase I of its study, the committee
was asked to examine long-term trends in the youth population and evalu-
ate policy options that could improve the propensity for and enlistment
in the Services. In its Phase I report, Attitudes, Aptitudes, and Aspirations of
American Youth, the committee confirmed the decline in propensity for
military service among youth and identified several correlates, especially
the increasing trend in college enrollments. The report made specific
recommendations about changing advertising programs and recruiting
policies to improve propensity and enlistment.

During the earlier phase, the committee observed that military re-
search on advertising and recruiting programs is often opportunistic and
fragmented, lacking coordination and long-term objectives. In this report,
the committee aims to fill this gap by proposing a comprehensive evalua-
tion framework to assist and improve research on recruiting policies and
advertising programs. This report contains results, conclusions, and rec-
ommendations from the committee’s Phase II study.

D uring the late 1990s, the armed forces began having difficulty
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PURPOSE OF THE STUDY

The primary objective of this study is to help DoD improve its re-
search on advertising and recruiting policies. It is anticipated that in the
coming decade DoD will field and test new advertising and recruiting
initiatives designed to improve the recruiting outlook and help avoid the
shortfalls of the past decade. In order to discover the most promising
policies, in the committee’s view the department needs a comprehensive
research and evaluation strategy based on sound research principles that
will ensure valid, reliable, and relevant results.

Good research should begin with developing a clear statement of the
problems to be studied, because the nature of the policy questions influ-
ences and shapes the most appropriate research designs. While a given
research question can be studied using a variety of approaches and tech-
niques, some research designs in our view are more promising than others
for particular research questions. For example, focus groups are most
useful when determining what a target audience finds attractive about a
program, whereas econometric methods are appropriate when studying
the effects of an existing program on enlistments.

Good research requires more than sound methodology; it must also
be grounded in solid theory and valid concepts. In the case of recruiting
and advertising policies, the most important theory concerns individual
decision-making processes, particularly the factors than influence job and
career decisions. The research program proposed here reviews and devel-
ops the most relevant theories for enlistment decisions.

Finally, advertising and recruiting research must produce results that
are useful to military planners. Research results must be available in a
timely manner to help planners make decisions among competing pro-
posals and to assist during the programming and budgeting cycles of the
department. In the committee’s view, the research and evaluation studies
proposed in the following chapters can meet these needs.

The remainder of this introduction is an overview of issues and
methods and proposes a framework for selecting the most appropriate
method to address various types of research questions.

THE EVALUATION PROBLEMS

The committee’s work during Phase I led us to conclude that there are
anumber of critical problem areas or topics needing more intensive study.
Some problems arise because of the need for ongoing, up-to-date infor-
mation that can serve as early-warning indications of potential recruiting
problems or that can point to areas in which improvements are needed.
Other problem areas are important because they are central to improving
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the overall recruiting climate. We have selected six areas to be the central
focus of this report.

Monitoring Trends in Youth Attitudes, Values, and Propensity

The issue of youth attitudes has, in fact, received considerable em-
phasis from DoD. Youth attitudes, values, and propensity for military
service were monitored by the Youth Attitude Tracking Studies (YATS)
from 1975 to 1999. A new effort to survey youth attitudes on a quarterly
basis began in 2001 as part of the Defense Marketing Research program
(Sellman, 2001).

Further monitoring of youth attitudes is important for several reasons.
First, this information can be used as leading indicators of future changes
in enlistment behaviors. For example, YATS documented a downturn in
youth propensity that presaged the 1998-1999 recruiting shortfalls by at
least six years.

Second, the YATS methodology was not optimal, as was documented
in the committee’s letter report of June 2000. The once-per-year format
hampers the assessment of effects on propensity arising from specific
events, such as the Persian Gulf and the latest Iraq wars. In addition,
YATS administered different attitude and value questions to different
subsamples of youth at different times, making it very difficult to analyze
the relationship between attitudes or values and enlistment propensity.
Finally, it is not clear that YATS adequately covered the domain of values
and attitudes that influence career decisions.

DoD should continue to place a high priority on studies of short- and
long-term trends in youth attitudes, values, and propensity. The new
Defense Marketing Research program (Office of Assistant Secretary of
Defense [Force Management Policy], 2000) has improved the frequency of
administration, but issues remain regarding the collection of trend data
on key values and attitudes relevant to military service. The methodology
used in these studies should ensure timely, reliable, and relevant infor-
mation that can be used for anticipating potential problems in enlistment

supply.

Developing Effective Advertising Themes to
Increase Youth Propensity

The committee’s Phase I report concluded that current advertising
strategies and themes are not designed to maintain a base level of propen-
sity, and this may be contributing to the decline in youth propensity for
military service in light of alternatives (e.g., college, employment).
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Accordingly, one of our most important recommendations was to develop
effective advertising themes to help increase the propensity of youth for
military service.

Solving this problem requires two types of research. The first is devel-
opment of promising advertising themes using generative research tech-
niques; the second is thoroughly and rigorously testing the market impact
of the selected themes. Again, the Services and DoD have conducted
research in this area, but many improvements can be made in the meth-
odologies applied to date, and these improvements can have a real impact
on the development of effective advertising themes and message delivery
strategies.

Optimal Levels of Recruiting Programs and Resources

The Services have many existing policies and programs designed to
maintain adequate levels of enlistment supply. These include traditional
and on-line advertising, various incentive packages (education benefits
and enlistment bonuses), and number and location of recruiters. The
policy problem is how to allocate these resources to provide effective and
efficient approaches for maintaining a given supply of highly qualified
recruits.

Results of optimal mix studies are extremely useful for allocating
resources among various existing programs during the budget planning
cycles. While the Services have conducted some research in this area,
many existing studies have not adopted the strongest research designs or
incorporated the most reliable data. Improving the quality and reliability
of this research would have significant payoff in helping to provide the
most efficient mix and level of existing recruiting resources.

Optimal Investment in Joint and Service Advertising

The timing and level of advertising are somewhat related to both
advertising planning and optimizing the levels of recruit programs and
resources, but we discuss them separately to emphasize two important
areas of research that have not been adequately studied to date.

First is the issue of level—the minimum level of advertising needed to
maintain youth propensity even during periods when enlistment supply
is good. Service enlistment goals can fluctuate from year to year for vari-
ous policy reasons, and enlistment supply is also influenced by changes
in external factors (e.g., unemployment). During good supply years, mili-
tary planners often reduce recruit advertising below levels necessary for
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maintaining the propensity base, thereby creating an advertising vacuum
that lowers propensity and supply in difficult years.

The second issue is the question of the optimal combination of joint
(DoD-wide) and Service-specific advertising. Some advertising themes,
particularly those designed to maintain or increase the base level of pro-
pensity (e.g., intrinsic values such as duty to country), may be accom-
plished more efficiently as a joint program, while other advertising themes
(e.g., specific benefits of serving in a particular Service) are more appro-
priate for Service-specific programs. What we do not know, because of a
paucity of research, is what combination of joint and Service advertising
would be optimal for meeting both types of goals.

Improving Enlistment Incentives

The Services offer a wide assortment of enlistment incentives at the
present time, including benefits for college education and enlistment
bonuses for particular military jobs. For the most part, these incentives
are similar to those introduced at the inception of the All Volunteer Force
in 1974. Given the many competing alternatives facing youth today, par-
ticularly the increasingly popular college option, there may be other types
of incentives that would enhance enlistment supply. For example, some
Services are experimenting with programs that tie military duty more
closely to college education, and other incentives being considered in-
volve changing the length of active-duty and reserve commitments with
the potential for enrollment in civilian national service. Research on new
types of incentives, or new combinations of incentives, is very important
to meet the increasing competition from college and other work oppor-
tunities.

Performance Management of Recruiters

Existing research has been very suggestive, but not definitive, about
the impact of recruiter organization and performance on enlistment sup-
ply. By recruiter organization we mean such policies and practices as the
number of recruiters, their geographic location, how they are selected
from and returned to other military units, how they are trained, their pay
and benefits, and the setting of recruiting goals or targets. While there is
some existing research on recruiter organization and performance, com-
prehensive studies do not exist. There is potential for substantial payoffs
from research that focuses on how the performance management of
recruiters can increase enlistment supply in a very cost-effective manner.
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THE EVALUATION FRAMEWORK

Our evaluation framework is based on the fundamental notion that
different research designs are suited to answer different types of research
questions. What appear to be disagreements about the relative merits of
econometric models versus experiments versus survey methods tend to
diminish if the question is framed as “What research approaches are best
suited to answering the following research question?” rather than “What
is the best approach to doing research?”

We outline a number of common types of research questions that
emerge in the context of military recruiting. Note that this is not intended
as a general or complete taxonomy of research questions; other types of
questions may arise in other research contexts.

The research questions are placed in a two-dimensional framework
(Table 1-1). The first dimension indicates whether the research question
focuses on an existing incentive, program, or activity or a proposed new
incentive, program, or activity (hereafter summarized generally as “pro-
gram”). For example, an existing program might be a current advertising
campaign, while a new program might be a proposed new enlistment
incentive.

The second dimension differentiates among three types of assess-
ments of new or existing programs. The first type focuses on settings in
which the outcome variable of interest is not specified a priori. It addresses
what a target audience sees as attractive and unattractive features of a
current or proposed program. The second type of assessment focuses on
specific attitudinal or behavioral intent variables, such as one’s perceived
benefits of military service or one’s intention to enlist. It addresses the
effect of existing or proposed programs on attitudes or behavioral inten-
tions. The third type of assessment focuses on actual behavioral outcomes,
such as an enlistment decision or contact with a recruiter. It addresses the
effect of existing or proposed programs on a behavior of interest.

Each of the cells in this two-dimensional framework lends itself to
some research methods more than others. Some cells may preclude the
use of certain methods.

The framework identifies focus groups or open-ended surveys and
interviews as the most viable method when the research question seeks
opinions about and reactions to a current or proposed program. The use
of such methods makes sense when the researcher has not specified in
advance the attitudinal or behavioral variables of interest. The reactions
obtained from individuals in focus groups may be completely unantici-
pated by the researchers. Such a strategy is perhaps most generally useful
in the early stages of considering a new program, although it may be
usefully applied to existing programs, particularly those that were imple-
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Outcome Not

Specific Attitudes
or Behavioral

Specified A Priori Intentions Actual Behavior
New Question: “What does  Question: “Whatis  Question: “What is
programs  a target audience the effect of a the effect of a
see as attractive or program on proposed new
unattractive features specified attitudes program on
of a program?” or behavioral enlistment?”
intentions?”
Method: focus groups; Method:
unstructured or Method: surveys; experiments;
open-ended surveys experiments; quasi-experiments
and interviews quasi-experiments
Existing Same as above Same as above Question: “What is
programs the effect of an

existing program
on enlistment?”

Method:
econometric
modeling

mented without the use of systematic evaluation in their initial design
and implementation. Chapter 5 offers further development and illustra-
tion of the use of such qualitative research methods in the context of
developing advertising campaigns.

The framework identifies surveys as a useful method when the re-
search question deals with the effect of existing or proposed programs on
attitudinal or behavioral intent variables of interest. Survey questions can
be administered in various media, from paper-and-pencil questionnaires
to telephone interviews to administration via computer. The key distinc-
tion with the previous category is that the researcher has clearly specified
in advance the attitudinal or behavioral intent variable of interest. Thus if
a portfolio of possible new recruiting incentives is being considered, and
the researcher is interested in the effects of each on an individual’s stated
likelihood of enlistment, the use of survey methods would be particularly
appropriate. Note that experimental and quasi-experimental designs can
be usefully employed in such settings, with different groups of partici-
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pants asked to respond via survey to different proposed incentives.
Survey methods are also useful in monitoring whether existing programs
continue to generate the same attitudinal reaction over time.

It is often the case that the attitudinal or behavioral intent variables of
interest are not of primary interest in and of themselves; they are of inter-
est because of a documented link to actual behaviors of interest, such as
enlistment. Because of this link to behavior, insight into the potential
effects of programs can be obtained prior to actual program implementa-
tion. Thus, for example, a wide array of different bundles of recruiting
incentives could be presented to research participants to obtain insight
into which is seen as most attractive. Note, though, that while informa-
tion on the relative attractiveness of different options can be quite useful
in deciding which ones to implement or to research more extensively, this
method does not result in a point estimate of the effects of the program on
enlistment (without research linking survey responses to actual enlist-
ment, as discussed in Chapter 7). Chapter 3 further develops and illus-
trates the use of survey methods.

The final two cells in the framework focus on behavior; in the military
recruitment context, enlistment is the behavior of greatest interest. It is in
research questions focusing on enlistment behavior that the distinction
between the evaluation of new programs and the evaluation of existing
programs becomes a critical issue. Econometric modeling methods are
well suited to the evaluation of ongoing programs, as they are based on
actual variations in a set of observable conditions and relating that varia-
tion to behavioral outcomes of interest. For example, the effects of adver-
tising expenditures on enlistment can be examined by relating changes in
expenditures over time to patterns of enlistment, statistically controlling
for other relevant time-varying features. Chapters 5 and 6 further develop
and illustrate econometric modeling.

In contrast, determining the effects on enlistment of a new program
prior to full-scale implementation or the differential effects of alternate
possible new programs are not amenable to examination via methods
relying on observed variation in the features of interest, because the
programs have not yet been implemented. Thus approaches involving
manipulation of features of interest are needed, namely, experimentation
(manipulation with random assignment) or quasi-experimentation
(manipulation without random assignment). For example, different
advertising content could be used in different geographic regions to
examine effects on enlistment. Chapters 4 and 7 further develop and illus-
trate experimental and quasi-experimental approaches.

While the framework presented here identifies broad types of re-
search questions for which particular research methods are well suited, it
is not our intent to draw bright-line distinctions among the methods.
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Another message of this volume is the relevance of multiple methods to
many key issues in military recruiting. Chapters 6, 7, and 8 all illustrate
areas in which multiple methods are useful. In addition, aspects of different
methods can usefully be combined. For example, quasi-experimentation
does not ensure the equivalence of conditions that are obtained via random
assignment, and some of the quantitative tools of econometric modeling
can be very useful in controlling for differences among conditions.

In the next chapter we elaborate more fully on similarities and differ-
ences between econometric and experimental approaches to research.
Again, it is the nature of the research question that should drive the
choice of research method or methods, rather than allegiance to any par-
ticular methodological orthodoxy.
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s noted in Chapter 1, research is concept driven and shaped by the
questions being asked and the variables being investigated. It is
difficult to discuss research strategies for effectively designing and
evaluating programs to increase enlistments without also considering
theories about the core variables that impact enlistment decisions. Theo-
ries of enlistment behavior are diverse and have been influenced heavily
by the disciplines of economics, sociology, and psychology. Not surpris-
ingly, the kinds of variables emphasized and the research designs chosen
to explore these variables differ somewhat from one discipline to another.
For example, social-psychological theories of enlistment behavior tend to
emphasize micro-level variables focused on characteristics of the indi-
vidual and individual decision-making processes (relying on such con-
structs as beliefs, attitudes, perceived social pressures, and behavioral
intentions), whereas economic theories tend to emphasize macro-level
variables focused on such constructs as recruitment resources, the general
state of the economy, wages, and work opportunities in military and
civilian sectors. There is no single “correct” level of theorizing. Some
theories are better poised to answer some questions than others and the
level of theorizing is dictated, in part, by the particular question at hand.
When considering the impact of an incentive program or advertising
campaign on enlistments, it is important to understand how that program
or campaign affects key variables that govern the career choices of American
youth. A major purpose of this chapter is to identify such variables. Our
intent is not to present a comprehensive theory of enlistment behavior but
rather to delimit the kinds of variables that program designers and adver-

18
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tisers should be thinking about as they develop campaigns to increase
enlistments. More focused questions can be explored using the research
strategies and techniques outlined in later chapters.

In its Phase I report, Attitudes, Aptitudes, and Aspirations of American
Youth, the committee outlined a general theory of enlistment behavior
(see National Research Council, 2003, Chapter 7). We begin by briefly
reviewing this theory and then elaborate on it to incorporate additional
perspectives from economics and research on adolescent development.
We then describe how the identified variables can be incorporated into
the design and evaluation of programs and advertising campaigns aimed
at increasing enlistments, drawing on both the theoretical work reviewed
as well as facets of communication theory.

THEORETICAL FRAMEWORK FOR ENLISTMENT BEHAVIOR

Perspectives from Behavioral Theory

The general theory offered by the committee in its previous report is
reproduced in Figure 2-1. This integrative framework is based on several
empirically supported theories of behavior and behavior change. These
include the health belief model (Becker, 1974, 1988; Rosenstock, Strecher
and Becker, 1994), the theory of reasoned action (Ajzen and Fishbein,
1980), social cognitive theory (Bandura, 1991, 1994), and the theory of
planned behavior (Azjen, 1985, 1991). According to the framework, whether
or not someone enlists in the military (the “behavior” variable in Figure 2-1)
is a direct function of the person’s intention to enlist: if a person does not
intend to enlist in the military, he or she probably will not do so. If the
person intends to enlist in the military, he or she probably will do so. The
concept of intention maps roughly onto the construct of “propensity to
enlist,” a variable frequently encountered in the research literature on
enlistments. The theory offered by the committee explicitly recognizes
that intentions do not always translate into behavior. Sometimes people
state a negative intention to enlist but, with time, end up enlisting in the
military. Others fully intend to enlist in the military but fail to ever do so.

Two classes of variables affect whether a person’s intention or pro-
pensity to enlist translates into enlistment behavior. One class of variables
concerns environmental factors that either facilitate or prevent the person
from carrying out his or her intention. Examples of environmental con-
straints include long distances from recruitment or enlistment centers,
factors that preclude access to such centers, lack of recruiter activity, and
lack of recruiter effort. Examples of facilitators include the presence of
recruiters, high levels of recruiter effort, and different kinds of recruiter
activities. The second class of variables that influences if intentions trans-
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FIGURE 2-1 Determinants of behavior.
SOURCE: Reproduced from Attitudes, Aptitudes, and Aspirations of American Youth.

late into behavior is whether the individual has the requisite qualifica-
tions, skills, and abilities to perform the behavior. For example, a person
may have a strong intention to enlist in the military, but if he or she
cannot graduate from high school or cannot pass the requisite physical
exam, then an enlistment will not result irrespective of the presence of a
strong intention.

Despite these moderating influences, intentions to enlist tend to be
good predictors of enlistment behavior (e.g., Bachman, Segal, Freedman-
Doan, and O'Malley, 1998). Thus, it is of key interest to understand what
factors cause some individuals to have positive intent with respect to
enlisting in the military and others to have negative intent.

Determinants of Intentions to Enlist

According to Figure 2-1, there are three immediate determinants of a
person’s intention to enlist. The first is how favorable or unfavorable the
individual feels about enlisting, that is, the individual’s personal attitude
toward enlisting. In general, the more favorable an individual feels about
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enlisting in the military, the more likely it is that he or she will intend to
do so. Although many people base their decisions exclusively on such
personal attitudes, others take into account what people important to
them are doing and their perception of what those important others think
they should do. For example, although a young man may have a highly
favorable attitude toward enlisting in the military, he may not do so
because of strong resistance and disapproval from his mother.

Thus, a second class of variables that can impact the intention to enlist
is the normative pressures that are brought to bear on the individual. In
general, the more a person sees important others as being supportive of a
decision to enlist in the military, the more likely it is that the person will
intend to enlist in the military. Such normative influences are the hall-
mark of many sociological theories of behavior (Bakken, 2002).

The third class of variables that influence intent concerns self-efficacy,
that is, whether the individual believes he or she can, in fact, perform the
behavior. Even though a person may have a positive personal attitude
toward enlisting and even though important others may support that
decision, if the person does not think he or she will be successful in
attempts to join the military, then she or he will not even bother trying.
These three variables—attitudes, norms, and self-efficacy—represent core
influences on intentions to enlist (see Chapter 3 for additional discussion).

The model in Figure 2-1 also identifies the immediate determinants of
each of these three variables. We now consider these determinants.

Determinants of Attitudes

Someone’s personal attitude toward enlisting (i.e., how favorable or
unfavorable the person feels about enlisting) is said to be a function of the
individual’s behavioral beliefs and outcome evaluations associated with
those beliefs (Fishbein and Ajzen, 1975; Ajzen and Fishbein, 1980). To
elaborate, individuals perceive certain advantages and disadvantages of
enlisting in the military. A given perceived advantage or disadvantage
has two components. First, there is an expectancy, which refers to how
likely the individual thinks it is that enlisting in the military will, in fact,
lead to the advantage or disadvantage in question. For example, a pos-
sible advantage of pursuing a career in the military might be that one will
acquire a useful job skill for later in life. The expectancy in this case, also
called a behavioral belief, is the subjective probability on the part of the
individual that the person, in fact, will acquire a useful job skill for later in
life if she or he enlists in the military.

The second component is an outcome evaluation. This refers to how
positive or negative the advantage or disadvantage is perceived as being.
Some advantages are thought to be more positive than others and some
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disadvantages are thought to be more negative than others. The indi-
vidual’s perception of the degree of positivity or negativity of a given
consequence is also important to take into account. These perceptions
derive from the individual’s more fundamental value system, which ulti-
mately determines the worth that he or she ascribes to the different out-
comes and consequences.

Individuals perceive multiple advantages and disadvantages of enlist-
ing. For each of m consequences potentially associated with enlisting,
there will be a behavioral belief (i.e., subjective probability or expectancy)
and an outcome evaluation. The overall attitude toward enlisting in the
military is some function of these multiple expectancies and values:

Attitude =f (b, by, .... b, e}, ¢,,... ¢,)

where Attitude is the overall favorability /unfavorability toward enlist-
ing, b is a subjective probability that enlisting in the military will, in fact,
lead to consequence 11, and e is how positive or negative consequence m is
perceived as being. Psychologists, sociologists, and decision theorists are
in disagreement about the nature of the function relating behavioral beliefs
and outcomes to attitudes (Anderson, 1996; Fishbein and Ajzen, 1975;
Hastie and Dawes, 2001), but as a general rule, individuals will have more
positive attitudes if they perceive enlisting in the military as definitely
leading to highly positively consequences and definitely not leading to
negative consequences. Individuals will have more negative attitudes if
they perceive enlisting as definitely leading to highly negative conse-
quences and definitely not leading to positive consequences.

Determinants of Normative Support

A second potentially relevant determinant of the intention to enlist is
the social and normative pressure one feels to enlist or not to enlist. Two
types of normative influence potentially contribute to this social pressure:
injunctive norms and descriptive norms (Cialdini, 2003). Injunctive norms
refer to perceptions of what important others think the individual should
do with respect to enlisting. Descriptive norms refer to perceptions of
base rates, or how many of one’s peers are performing the behavior.

Injunctive norms reflect whether important others approve or disap-
prove of the individual’s enlisting. According to Figure 2-1, perceptions
of such approval or disapproval are reflective of or determined by the
perceptions of the opinions of specific referents, such as one’s mother,
one’s father, or one’s boyfriend or girlfriend. There are multiple referents
who may have an opinion about what the individual should do, and these
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referents may have conflicting opinions. The overall normative pressure
to enlist or not enlist is some function of these differing opinions:

NP = f (NB,, NB,, ... NB,)

where NP is the overall normative pressure to enlist and NB, is the
strength of the opinion of referent k, as perceived by the individual, that
the individual should or should not enlist in the military. The various NBs
are called normative beliefs (see Figure 2-1).

Many theorists argue that it is important to take into account the
individual’s motivation to comply with a given referent (Fishbein and
Ajzen, 1975). A relevant referent may have a strong opinion about what
the individual should do, but if the individual has little motivation to
comply with or please that referent, then the overall normative pressure
felt by the individual will be lessened. Thus, we modify the above expres-
sion to reflect motivations to comply with referents, such that

NP =f(NB,, NB,, .... NB,, MC,, MC,, .... MC,),

where MC, is the motivation to comply with referent k and all other terms
are as previously defined. In general, people perceive a more supportive
normative environment for enlisting if others who are important to them
unanimously agree that they should pursue a career in the military and
the individual is highly motivated to comply with those others.

The second type of normative influence, descriptive norms, has been
identified as an important determinant of behavior in the literature on
adolescent development (e.g., Borsari and Carey, 2003). Descriptive norms
refer to perceptions of how many of one’s peers are pursuing the choice
option in question (e.g., most of my friends are enlisting, only a few of my
friends are enlisting, or none of my friends is enlisting). There are differ-
ent base rates for different referent groups. For example, the rate of enlist-
ment might be different for one’s close friends, one’s general circle of
friends, the people at one’s high school, the people in one’s community,
and the nation as a whole. The overall base rate factor, BRF, is some
function of these more specific group base rates:

BRF =f(BR,, BR,, .... BR})
where BRF is the overall base rate factor for choosing a given career
option, and BR, is the perceived base rate of choosing the option for

group k. The social psychological literature on base rates is complex: some-
times higher base rates lead to increases in behavioral intent, and some-
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times lower base rates do. A useful theory for understanding the impact
of base rates on behavior is deviance regulation theory (Blanton and
Christie, 2003).

Determinants of Self-Efficacy

The third primary determinant of the intention to enlist is the extent
to which a person feels he or she can be successful at enlisting given that
the effort is made to do so (Ajzen, 1991). The primary determinants of
global judgment of self-efficacy are perceptions of the obstacles that im-
pede enlistment and one’s judged ability (or perceived power) to over-
come those obstacles. For example, an obstacle to enlisting might be that
of obtaining a high school diploma, and an individual may be uncertain
of his or ability to overcome this obstacle. Individuals may perceive mul-
tiple obstacles. Associated with each obstacle is a belief that the obstacle
can be overcome. The overall judged self-efficacy is some function of
these perceptions:

SE=f£(0, 0, ....0,)

where SE is the overall judged efficacy for enlisting, and O is the judged
likelihood of overcoming obstacle .

In sum, each of the three core determinants of intentions to enlist
have a set of immediate determinants themselves. The person’s attitude
toward enlisting is influenced by his or her behavioral beliefs and out-
come evaluations, the person’s overall subjective norm about enlisting is
influenced by his or her perceptions of the opinions of specific referents
and the motivation to please or comply with those referents, and the
person’s general feeling about self-efficacy is influenced by the perceived
obstacles to behavioral performance and one’s perceived ability (or
power) to overcome those obstacles.

Distal Determinants of Enlistment Behavior

Although the above classes of variables are the most immediate deter-
minants of enlistment intentions, many other variables influence enlist-
ment decisions, as shown in Figure 2-1. The influence of these other
variables is more “distal” in the sense that their effects on behavior are
mediated by or reflected in the more immediate determinants. For example,
feelings of patriotism may influence enlistment behavior, but any such
influence should be traceable through the more immediate determinants
outlined above. Perhaps those with higher levels of patriotism have more
positive behavioral beliefs about enlisting than those with lower levels of
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patriotism. Or, perhaps those with higher levels of patriotism perceive a
more supportive normative environment for enlisting than those with
lower levels of patriotism. Or perhaps those with higher levels of patriotism
are more confident in their abilities to enlist than those with lower levels
of patriotism.

Figure 2-1 identifies five general classes of distal variables that may
impact enlistment decisions and are important to take into account:
(1) demographic and cultural variables (e.g., age, education, gender, socio-
economic status, employment status, ethnicity), (2) attitudes toward
targets (e.g., stereotypes associated with members of the military, social
stigmas associated with being in the military), (3) personality, moods, and
emotions (e.g., sensation-seeking propensities, positive mood states, gut-
level emotional reactions to enlisting), (4) other individual difference vari-
ables (e.g., feelings of patriotism, risk-taking propensities), and (5) media
or intervention exposure (e.g., exposure to positive or negative portrayals
of the military in the media).

Perspectives from Economic Theories

The above theoretical framework is described using terms that derive
from sociology and psychology. There are large literatures in economics
at both the micro-economic (see for example, Asch and Warner, 2001;
Dertouzos, 1985) and macro-economic (see for example, Daula and Smith,
1985; Warner, 1990; Berner and Daula, 1993; Murray and MacDonald,
1999) levels that provide additional perspectives on enlistment behavior
over and above those elucidated in Figure 2-1. This section elaborates
theoretical orientations from economics that complement and extend the
above formulation.

Importance of Decision Options

Economic theories of enlistments often focus on individual decision
making about whether to join the military or pursue a civilian alternative.
Economic theory assumes that an individual who is considering military
service makes the decision to join by comparing the perceived utility he
or she expects to receive from military service (U,,) with the utility he or
she will receive from remaining a civilian (U.). The utility is the overall
“worth” of a given career, taking into account all economic, social, and
personal considerations.

In economic theories, it is not uncommon to elucidate the role of
wages and compensation in influencing these utilities. For example, it
might be asserted that the utility for a given career choice is based on the
compensation associated with that choice (W) and other nonpecuniary
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aspects of that choice (7). The utility associated with the military choice
can be represented by the equation U,, = W,, + 7,, and the utility associ-
ated with the civilian choice by U~ = W + y.. A youth prefers to join the
military if the expected utility from military service exceeds the expected
utility from civilian life, that is, if U,,>U- or, as simple algebra shows, if
Wy =We> 7= v

A crucial feature of this simplified economic analysis is the idea that,
to understand enlistment decisions, one must not only study how indi-
viduals construe the option of a military career but also how they con-
strue competing career options in the civilian sector. It is only when a
theorist considers both choice options that proper perspectives on enlist-
ment behavior emerge.

The above economic theory conceptualized choice in terms of two
decision options: (1) pursuing a military career or (2) remaining a civilian.
However, classic decision theories in both economics and cognitive psy-
chology do not preclude a more refined and detailed elaboration of choice
alternatives. For example, when considering different military options, an
individual might think about (1) enlisting in the Army, (2) enlisting in the
Navy, (3) enlisting in the Air Force, (4) enlisting in the Marine Corps,
(5) enlisting in the reserve forces, or (6) joining a college-based officer
training program. Civilian alternatives might include (1) going to a two-
year college, (2) going to a trade school, (3) going to a four-year college,
(4) seeking a white-collar position in one’s home town, and so on. An
important task of decision analysis is determining what career options
individuals perceive to be available to them and how they define and
frame these options.

Optimizing and Satisficing

According to many economic choice theories, individuals associate
an overall utility with each choice option and then choose to pursue the
option that has the highest or most positive utility associated with it. This
preference for the option with the most positive overall utility is called
optimization. Consider four individuals, each of whom has the same four
career options in mind, C,, C,, C;, and C,. Let C, represent the only
enlistment option in the set of career options, and the remaining options
represent civilian-sector options of one form or another. Suppose that the
overall utility associated with an option is scaled from 0 to 1.00 with
higher values indicating more positive overall utilities. The distribution
of utilities for each individual might appear as follows:
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Individual C G, G C,
1 0.90 0.03 0.01 0.01
2 0.48 0.17 0.12 0.14
3 0.48 0.48 0.30 0.30
4 0.17 0.17 0.33 0.48

The choice of each individual should be the alternative with the high-
est utility and the propensity to enlist or the strength of the decision to
enlist is defined as the difference (or ratio, or some other function) between
the utility associated with C; and the highest utility for the remaining
options:

Individual C Highest Option Difference
1 0.90 0.03 0.87
2 0.48 0.17 0.31
3 0.48 0.48 0.00
4 0.17 0.48 -0.31

The highest propensity to enlist is for individual 1 because she or he has a
high overall utility associated with C; and a low utility associated with all
remaining options. Note that even though individuals 2 and 3 have iden-
tical utilities associated with enlisting, they differ in their propensity to
enlist because individual 2 does not have as viable alternatives to C; as
individual 3. This example shows that it is the relative positioning of C,
within the choice set that is crucial, so to understand behavior, one must
study the entire choice set, not just one component of it.

As noted, economic theories of choice typically assume that indi-
viduals strive to optimize, that is, they choose options that have the high-
est overall utility associated with them. However, several theorists have
argued that individuals sometimes use “satisficing” rather than optimiz-
ing strategies (Todd and Gigerenzer, 2003; Schwartz et al., 2002; Hastie
and Dawes, 2001). In satisficing decision strategies, individuals set a mini-
mum utility value that an option must surpass in order for that option to
be deemed acceptable. If the overall utility of an option falls below this
threshold, then it is rejected as a viable course of action. As opportunities
for pursuing different career options occur over time, the individual
chooses to pursue the first option encountered that meets or surpasses the
minimum threshold. Such a satisficing rule can result in a career choice
that is not optimal in the sense that the chosen option may not have the
highest utility from those in the entire choice set. Rather, the career was
the first “acceptable” option that came along.
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Job opportunities often occur sequentially over time, and individuals
may “satisfice” when an acceptable opportunity avails itself. This results
in some people making choices for options that are actually inferior to
later opportunities. An important contribution of economic theories of
choice is the recognition of different functions relating option utilities to
the choice of a given career.

Economic Conceptions of Utility

The concept of an overall utility for a choice option in economic
theories roughly maps onto the concept of attitude in Figure 2-1. Eco-
nomic theories also have parallels to behavioral beliefs and outcome
evaluations. This is most apparent in multiattribute models of decision
making, the classic example being that of subjective expected utility (SEU)
theory (Von Neumann and Morgenstern, 1947; Hastie and Dawes, 2001).
According to this theory, the different attributes associated with a career
option (e.g., how much it pays, how much travel is involved with it, its
social status) determines the overall option utility. More specifically, the
overall utility is a function of the person’s subjective probability that
choosing the option will lead to each of the attributes or consequences in
question (paralleling behavioral beliefs) and the utility or worth associ-
ated with each attribute or consequence (paralleling outcome evaluations).

Some economists argue that the other categories of influence in Fig-
ure 2-1 (norms and self-efficacy) are simply additional career attributes
(not unlike wages, travel demands, and social status) that go into the
calculus of determining the overall utility of a career option. As such,
norms and self-efficacy do not deserve special status relative to other
career attributes. By contrast, sociologists and psychologists argue that
viewing the constructs of norms and self-efficacy in this way is too narrow,
because these variables have special explanatory power and are of sub-
stantive interest in their own right. Just as economists want to build
theories in which wages and compensation take on special roles, sociolo-
gists and psychologists want to build theories in which constructs like
norms and self-efficacy take on special roles.

Economic models provide conceptual strategies for thinking about
how specific attributes associated with a career option impact choice. This
can be illustrated using the analysis of wage differentials described ear-
lier. Recall that the overall utility associated with the military choice was
defined as U,; = W,; + y,, and the utility associated with the civilian
choice is U~ = W + ¥ (Where W is the compensation associated with a
given option and y are nonpecuniary aspects of the option). Based on the
optimizing principle, an individual is said to prefer to join the military if
U,,>U. . Simple algebra shows that an individual prefers military service
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if Wy, — W, > 7-— 1, Thus, in order for individuals to choose to enlist, the
military-civilian wage differential (W,, — W) must exceed the net
value the individual places on the nonpecuniary aspects of civilian life
(A = 7-— 7)) An increase in the wage differential W,, — W increases the
likelihood that a youth will prefer military service, but an increase in the
value the youth places on the net value of civilian life reduces it.

The enlistment rate in the population is the fraction of youth for whom
W, = W, > A. If the net preference factor A is completely random, then the
enlistment rate depends only on military and civilian compensation. It is
more likely, however, that the net value that a youth places on the non-
pecuniary aspects of civilian life, A, depends on social and environmental
background factors. Youth no doubt acquire attitudes about military ser-
vice from parents, relatives, and friends during their formative years. To
the extent that they form better impressions about the military and the
importance of service during this formative period, the higher y,, is and
the more likely it is that W, — W > A.

The above example illustrates a classic economic strategy for thinking
about and conceptualizing the impact of a given attribute in a task involv-
ing choice. Economic models thus offer tools and strategies for conceptu-
alizing the impact of career attributes on career choice that are somewhat
different, yet complementary, to the approach based on Figure 2-1.

Recruiter Activity and Recruiter Effort

Economic models of enlistment behavior often emphasize the central
role of recruiter activity and recruiter effort in influencing enlistments
(see Chapter 5 for a review of this research). Such variables are either
distal variables in the model in Figure 2-1 or environmental facilitators
that help individuals translate positive intentions into behavior. Economic
models capture recruiter dynamics in ways that are not elaborated in
traditional theories using the constructs of Figure 2-1 and hence comple-
ment the framework of the figure in important ways.

Economic models recognize that recruiters are not randomly distrib-
uted across recruiting areas, but rather are concentrated in areas in which
there is naturally more fertile ground for prospects. Because of this, simple
cross-sectional estimates can provide biased effects of recruiter produc-
tivity. In addition, economic models recognize that recruiters are pro-
vided with quotas or goals. Analysis of recruiting behavior suggests that
failure to account for goals in model estimation may result in biased
estimates of recruiter productivity and biased estimates of other factors
affecting recruiting, such as enlistment bonuses. Recruiters’ preferences,
recruiting technology, and recruiter incentives also are of central concern
in economic models.

Copyright © National Academy of Sciences. All rights reserved.


http://www.nap.edu/catalog/10867.html

eory and Methodology

30 EVALUATING MILITARY ADVERTISING AND RECRUITING

A review of relevant economic research on recruiter effects is pre-
sented in Chapter 5. These economic modeling efforts are important be-
cause they elaborate the role of the recruiter in enlistment decisions and
enlistment behavior.

Other Distal Variables

Economic models of enlistment behavior focus on many distal variables
that are represented only abstractly on the left-hand side of Figure 2-1.
The particular variables studied in a given economic model depend on
the specific questions being addressed. Although it is not common, it is
possible to integrate the analysis of such economic variables with the more
immediate, social-psychological behavioral determinants in Figure 2-1.

Consider, for example, a variable such as the state of the economy. A
poor economy influences the range of job opportunities an individual has
available, that is, it influences the set of career options that the individual
chooses among. In a poor economy, a military career option competes
with fewer civilian alternatives, and the intention to enlist is framed in
terms of this more restricted set of options. In a poor economy, there may
be reductions in the level of funding available for recruiter activity and
outreach. This can impact whether a person’s intention to enlist is trans-
lated into behavior by removing “environmental facilitators” that reduce
the hassles and obstacles to actually enlisting (see the category in Figure 2-1
“Environmental Constraints”). A poor economy also may influence the
kinds of behavioral beliefs that an individual takes into account when
evaluating different options in the choice set. Issues of salary and benefit
packages may take on increased importance in the cognitive calculus of
the individual as he or she weighs the advantages and disadvantages of
different career options (see the category “Behavioral Beliefs and Out-
come Evaluation” in Figure 2-1). In addition, a poor economy also may
impact the kind of normative pressures that are brought to bear on the
individual. For example, a parent or spouse who may have been more
tolerant of the individual’s pursuing a military career may be less so if
that parent or spouse sees a need to generate greater and more immediate
income.

Although there are other ways in which the effects of a poor economy
can manifest itself in the theoretical system, our general point is that an
integrated analysis of economic, sociological, and psychological variables
will have substantial payoffs in providing insights into the mechanisms
by which the different variables impact enlistment behavior. The frame-
work of Figure 2-1, coupled with its elaboration based on economic models
of enlistment behavior, provides a blueprint for researchers and program
planners when pursuing such integrated efforts. This blueprint can be
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augmented by additional variables that are specific to the more immedi-
ate, practical questions being addressed.

Summary

Economic models offer additional conceptual tools and foci that com-
plement the framework in Figure 2-1 and that facilitate development and
evaluation of interventions, advertising campaigns, and general policy
setting for increasing enlistments. These foci include (1) thinking about
how an intervention or campaign affects the placement or positioning of a
military career to other career options that an individual might be con-
templating, (2) recognizing that individuals do not always optimize their
choices but instead may invoke simplifying heuristics that result in some
form of satisficing, (3) thinking about the concept of an overall utility
associated with a choice option and how individual attributes associated
with a career impact that utility, (4) recognizing the important role of
recruiters and how they impact the various components outlined in Fig-
ure 2-1, and (5) calling attention to important economic variables that are
distal determinants of enlistment behavior and whose effects can be traced
through the more immediate determinants outlined in Figure 2-1.

Perspectives from Adolescent Development

For large segments of the population, enlistment decisions are made
during late adolescence. There are research literatures in adolescent
development suggesting that program designers and advertisers should
consider at least one construct not elaborated in Figure 2-1, namely self-
concept. Adolescents tend to be concerned about the images they project
to others. Adolescence also is a time when youth are actively involved in
identity formation. Adolescents want to carve out and transition to an
adult identity that they can embrace and that is positively viewed by
others. Such self-images represent distal variables in Figure 2-1, but they
are so central to late adolescence that they should at least be considered
(even if dismissed) when thinking about career choices that adolescents
make. The choice of a career has major implications for one’s self-image
and the image that one projects. It follows that such variables will be of
potential relevance for enlistment behaviors.

Self-concept can be conceptualized usefully based on the framework
of social prototypes (Gerrard et al., 2002; Thornton, Gibbons and Gerrard,
2002). Social prototypes refer to images that individuals have of the kind
of person who pursues a given choice option (e.g., the image of the kind
of person who enlists in the military). Of interest is how positively this
image is perceived as being and the extent to which a person’s own self-
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concept maps onto the prototype of the kind of person who enlists in the
military. If there is a close match between the person’s self-concept and
the prototype of the person who chooses the career option, and if the
prototype is positive in character, then the individual will be more likely
to pursue that option, everything else being equal.

The similarity between an individual’s self-conception and the
conception of a social prototype on a given dimension can be defined as
S, —P,, where S, is the extent to which the individual believes he or she is
characterized by attribute k and P, is the extent to which the social proto-
type is characterized by attribute k. (Note: other functions than a differ-
ence function could be used to represent this discrepancy.) U, refers to
the utility of attribute k, or the extent to which it is perceived as being
positive or negative in character. The overall social prototype factor is
some function of these discrepancies and utilities:

SP;=f(S; =P}, S,=P,..., S, = Py, Uy Uy,... U

where SP; is the overall social prototype factor for choosing career option
j, and all other terms are as previously described. In general, individuals
will be more likely to say they will pursue an option if their image of
themselves maps onto the social prototype of the kind of individual who
pursues the career option on dimensions that are positive in character.

In sum, research on adolescent development suggests that self-image
(and the notion of prototype) should be considered when thinking about
intervention strategies to increase enlistments.

Rational, Irrational, and Emotion-Driven Decisions

A common complaint about economic and social-psychological models
of decision making is that they assume individuals are “rational” decision
makers who carefully weigh the “costs” and “benefits” of their actions
when making choices. The argument is that decisions do not always reflect
rational information-processing strategies but instead are governed by irra-
tionality, emotions, and impulsive tendencies (Steinberg, 2003). A strength
of the framework in Figure 2-1 is that it can accommodate both perspectives.

From an information-processing perspective, the framework assumes
that individuals take into account the perceived costs and benefits of the
different courses of action available to them. These perceptions may be
true or false in reality. For example, a person may think a certain civilian
career will pay more than a military career when this is not, in fact, the
case. Individuals act on their perceptions independent of their actual truth
value. Thus, what may appear as irrational behavior to an observer who
knows the true facts may be quite rational to the individual decision
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maker, who is maximizing utilities as he or she perceives them. By applying
the framework, insights can be gained into misperceptions that individual
decision makers have as they think about military career options.

The model in Figure 2-1 also recognizes that some individuals do not
even consider the personal costs and benefits that will accrue to them if
they make certain choices. Such behavioral beliefs are only one of three
major variable categories that can impact enlistment decisions, the other
two being normative pressures and self-efficacy considerations. As noted
earlier, the relative impact of each of these variable categories on enlist-
ment decisions can vary as a function of individual differences, with some
individuals completely ignoring one class of variables in favor of another
and other individuals taking into account different combinations of vari-
able categories. In this sense, the framework goes well beyond simple
rational, cost-benefit models of choice, allowing for the possibility that
costs and benefits are not considered at all.

Finally, the framework recognizes that emotion and impulse-based
variables can influence enlistment behavior. Emotions are distal variables
that can shape what behavioral beliefs, norms, and control beliefs are
taken into account when making decisions (see the box in Figure 2-1
labeled “Personality, Moods, and Emotions”). In addition, impulse and
emotional control represent a “skill and ability” that one must have in
order to ensure that a chosen course of action is translated into behavior.

In sum, the framework in Figure 2-1 allows for formal information-
processing determinants of enlistment behavior as well as irrational, emo-
tional, and impulse-based determinants.

IMPLICATIONS FOR INTERVENTION DESIGN

The design of programs or advertising strategies to increase enlist-
ments will be more successful if they are informed by research that iden-
tifies the core factors that are driving the career choices of a given target
population. Once these factors are known, the campaign can attempt to
directly change those factors or mitigate or enhance their influence. In
general, interventions will tend to be more effective if they target the
more immediate determinants of behavior as opposed to more distal
determinants.

Figure 2-1 and the additional perspectives derived from economics
and adolescent development suggest the following strategies for increas-
ing enlistments:

1. Help individuals translate positive intentions into behavior by

removing environmental constraints to enlisting and putting into place
environmental facilitators.
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2. Help individuals achieve the qualifications and skills necessary to
translate positive intent into behavior (e.g., through educational assis-
tance programs).

3. Change personal attitudes toward enlisting by (a) changing the
subjective probability associated with a given consequence of enlisting
(e.g., “you think you might learn an important job skill but I can assure
you that you definitely will”), (b) changing the outcome evaluation or
utility associated with a given consequence (e.g. “having this job skill is a
really desirable thing for you to have and you don’t realize just how
valuable it will be”), or (c) adding a consequence to a person’s belief
system that they had not thought about before.

4. Change the overall normative pressure to enlist by changing either
the injunctive or descriptive norms. With respect to the former, change
can be brought about by (a) changing the referents’ opinions about what
the individual should do (e.g., by targeting parents of potential recruits as
part of the campaign), (b) changing the individual’s perception of a
referent’s opinion, (c) rendering the referent irrelevant to the decision in
the eyes of the potential recruit, or (d) making the opinion of a supportive
referent more important and salient to the decision maker. With respect to
the latter, change can be brought about by (a) educating individuals about
the true base rates of enlisting for different referent groups or (b) render-
ing a referent group to be more or less important to the individual.

5. Change the overall perceived self-efficacy associated with enlist-
ing by (a) convincing the individual that a perceived obstacle is not an
obstacle after all or (b) convincing the individual that he or she has the
skills and wherewithal to overcome the obstacle.

6. Change the relevant social prototype and self-image by (a) changing
how one perceives the kind of person who enlists in the military on a given
attribute dimension (e.g., “people who enlist are patriotic”), (b) changing
the utility or evaluation of an attribute dimension associated with the
prototype (e.g., “being patriotic is a noble and highly desirable character
quality”), (c) making new attribute dimensions associated with the proto-
type salient to the individual, or (d) changing how one perceives oneself
on one or more of the attribute dimensions associated with the prototype.

7. Alter any of the above for competing options in the choice set so
that the options associated with a military career rise above those of their
civilian competitors in terms of overall utility.

8. Introduce new military-based career options to the choice set that
the individual may not have thought about and that will be relatively
attractive to the individual.

9. Alter any of the above through recruiter activities and programs
aimed at increasing the effectiveness of recruiters.
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Some of these strategies will be more effective in some target populations
than others. The committee in its previous report stressed the idea that
the impact of any single variable in Figure 2-1 can vary from population
to population. A behavioral belief that might be highly relevant to male
recruits may be irrelevant and inconsequential to female recruits. The
impact of injunctive norms for one’s parents might be stronger for some
ethnic groups than others. An important step in program design is con-
ducting the requisite research to isolate which of the many possible deter-
minants of enlistment behavior are likely to have the biggest effect if
changed. Based on this research, effective programs can be structured.

IMPLICATIONS FOR INTERVENTION EVALUATION,
LONGITUDINAL ANALYSIS, AND DEMOGRAPHIC ANALYSIS

When a campaign or program to increase enlistments has been put in
place, the above theoretical framework can be used to help evaluate why
the program works, does not work, or ways that the program might be
improved to enhance its effectiveness. As an example, consider a pro-
gram designed to make a military career more attractive by offering a free
laptop computer to those who enlist. The idea of the program is to add a
new behavioral belief about a positive consequence that will occur if the
person enlists and this, in turn, should impact enlistment behavior. The
above theoretical framework suggests a number of strong assumptions
that such a program hinges on. First, one must assume that having a free
laptop computer is evaluated sufficiently positively by individuals to result
in a nontrivial change in personal attitudes toward enlisting. Second, one
must assume that personal attitudes toward enlisting are a significant
determinant of the intention to enlist. If normative or self-efficacy factors
are the primary determinants of intention for the target population rather
than attitudes, then the program may not be successful even if it affects
personal attitudes. Third, one must assume that the changes in personal
attitudes that result are sufficient to make those attitudes more positive
than the attitudes toward the other civilian options in the choice set. Even
if attitudes toward enlisting become more positive, if individuals still feel
more positive about a civilian alternative, the program will be ineffective
in increasing enlistments. Fourth, even if the program produces a change
in the intention to enlist, this still may not result in increased enlistments
unless those intentions translate themselves into behavior. To the extent
that environmental constraints mitigate against doing so, the program
will be ineffective in increasing enlistments.

All of the above mechanisms can be measured directly in evaluation
research, permitting analysts to pinpoint if the program has achieved its
desired effects and, if not, why not. Alterations to the program can then
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be enacted to increase its effectiveness. For example, if the problem is that
the laptop being offered does not produce a sufficient change in personal
attitude, then perhaps offering a higher quality laptop will increase its
attractiveness enough to change the attitude. If the problem is that the
change in attitude is not sufficient to produce a change in intent, then one
might add additional incentives to complement those of the free laptop,
making the attitude toward enlisting that much more positive. If the
change in attitude fails to lead to a change in intent because the intention
is primarily influenced by injunctive norms, then the program might be
augmented to ensure that parents of the recruit learn about the awarding
of a laptop, thereby reducing their resistance to their son’s or daughter’s
enlisting. Or if the program results in a change in intention but not behav-
ior, then the program might be enhanced to address the environmental
constraints that are preventing the recruit from translating his or her
positive intent into behavior.

Evaluation efforts are more informative not only if they address the
effectiveness of a program in changing the behavior of interest, but also if
they provide perspectives on why a program fails to work or how that
program might be improved. Applying the theoretical perspectives
described in this chapter to evaluation research can help achieve these
goals.

The above logic also applies to understanding the longitudinal
dynamics of enlistment behavior and how and why enlistment rates
change over time. In the committee’s earlier report, it was noted that there
was a decline in the propensity to enlist during the early 1990s and that
this decline predicted the enlistment shortfalls in the late 1990s. During
this time period, many distal variables were changing as a result of the
economic dynamics at work in the United States: military pay relative to
civilian pay declined, the economy boomed, and the investment in recruit-
ing efforts shrank. As these distal economic variables changed, their im-
pact on enlistment behavior should have been reflected in concomitant
(but perhaps lagged) changes in the mediating variables of Figure 2-1.

For example, the decreased pay for military careers might have
changed behavioral beliefs about the salary associated with the military,
which in turn would negatively impact the attitude toward enlisting.
Lower pay structures also might have impacted the kinds of normative
pressures that were brought to bear, as important referents (e.g., parents)
discouraged the individual from pursuing a career that they thought
would result in financial strains in the long run. Lower investments in
recruiting activities might have lessened the facilitating influences that
recruiters had in helping recruits translate positive intentions into behav-
ior. By carefully analyzing how the mediators of Figure 2-1 change in
conjunction with changes in broad economic and societal variables, one
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can gain insights into the mechanisms by which those changes are im-
pacting enlistment behavior.

Finally, the same logic can be applied when analyzing the effects of
any distal variable on enlistment behavior. For example, suppose that
there are differences in enlistment rates for two different ethnic groups.
To gain insights into the bases for these ethnic differences, one can com-
pare groups on any of the core mediators in Figure 2-1. Group differences
in enlistment behavior should be reflected in group differences in one or
more of these variables. For example, it might be found that members of
one group tend to perceive mil