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ABSTRACT

This field experiment investigated the effects of exchange-inducing treatments on pre- and post-entry commitment of military recruits. Behavioral (volunteering for combat service and turnover), intentional (willingness to commit to combat service), and attitudinal  (commitment, satisfaction, perceived fairness and perceived choice variety) outcomes are examined. Two exchange-inducing experimental groups, one receiving Realistic Job Preview and another receiving Decision-Making Training, were compared to three control groups. Results indicated that pre-entry commitment was significantly higher among participants in the exchange-inducing conditions. However, the effect of Decision-Making Training lasted longer than the effect of the Realistic Job Preview. 

The Realistic Job Preview (RJP) is a recruitment procedure in which organizations provide  both favorable and unfavorable work information to their candidates  (for reviews and meta-analyses see Breaugh, 1983; McEvoy  & Cascio, 1985; Meglino, Ravlin, & DeNisi, 2001; Phillips, 1998; Premack & Wanous, 1985; Reilly, Brown, Blood, & Malatesta, 1981; Wanous, Poland, Premack, & Davis, 1992). Although the literature documented many positive results of RJP in terms of work-related attitudes and behaviors, this recruitment method was criticized on the grounds that attraction, particularly pre-entry attraction, decreases with the disclosure of drawbacks (e.g., Bretz & Judge, 1998). When exposed not only to positive, but also to negative information, recruits may develop less positive attitudes about the job and the organization, particularly before they join the organization and gain experience with their work.

There is, however, evidence suggesting that recruits develop more, rather than less, positive attitudes toward an organization, if both favorable and unfavorable sides are realistically previewed. In her recent meta-analysis, Phillips (1998) reports that RJPs were related to lower, rather than higher, levels of attrition from the employment recruitment process (r= -.03, p<0.05; see p. 679). In the same vein, the present study suggests that the pre-entry attractiveness of an organization to its candidates increases following a Realistic Job Preview. By applying a social exchange framework, we propose that the exchange-inducing potential of the implicit concern conveyed by RJP overrides the potential deterrent of the explicit negative information. To further establish the effect of exchange induced by concern, we propose that additional exchange-inducing methods may be as effective as the Realistic Job Preview in fostering pre-entry commitment.

RJP as an exchange-inducing message

As a form of communication, RJP transmits an underlying meta-message of care and concern. The endeavor of portraying a fully accurate, two-sided picture is likely to be interpreted by recruits as expressing concern (Popovich & Wanous, 1982; Wanous, 1977) in that the organization cares that they will make the right decision for themselves.  

Social exchange theory (Blau, 1964) states that a party which supplies benefits to another party obliges this other party; to discharge the obligation, the other party reciprocates. In contrast to other forms of exchange, in social exchange the obligations are often diffuse and symbolic. Thus, in the context of the current study, we argue that feeling cared for by the organization in the RJP encounter, recruits are likely to feel obliged. To discharge their obligation, they are likely to express willingness to contribute to their exchange partner, which, at this pre-entry stage, takes the form of increased commitment.

So far, the idea that social exchange mediates the effect of RJP has been examined by exploring the link between RJP and the perception of the organization as trustworthy and caring. A number of studies found association between the provision of RJP and enhanced perceptions of organizational care and concern (Dugoni & Ilgen, 1981; Fisher, Ilgen & Hoyer, 1979; Meglino et al., 1988; Meglino et al., 1993; Suszko & Breaugh, 1986). However, although these studies are important in showing that perceptions of care and concern are associated with the administration of RJP, they  fall short of establishing that these perceptions are the causes of later attitudinal and behavioral consequences, since it is  possible that RJP is mediated by other factors.

 Important evidence for the role of social exchange was recently obtained by Hom, Griffeth, Palich, & Bracker (1999; see also Hom, Griffeth, Palich, & Bracker, 1998; Irving & Meyer, 1999). In a study that hypothesized met expectations as the major mechanism mediating the effect of RJP, Hom et al. (unexpectedly) found perceptions of employer’s concern and honesty to be a strong mediator between RJP on the one hand and commitment and turnover on the other hand. In fact, their results seem to suggest that concern and honesty are the only mediator of RJP (see Fig.2, p.108). Nevertheless, Hom et al data are also primarily correlational, and therefore are only suggestive. A stronger causal design is necessary in order to establish the role of social exchange in mediating the effect of realistic preview. 

Decision Making Training (DMT) as an exchange-inducing message
To test the validity of the social exchange framework in the recruitment phase, we need to examine whether other exchange-inducing methods administered prior to entry likewise result in enhanced pre-entry commitment. If expressed concern invokes a sense of obligation that takes the form of enhanced commitment, we would expect other interventions that express concern to similarly increase commitment. An alternative approach that conveys an implicit message of care would be the provision of training for improved decision-making skills (Decision-Making Training, or DMT). DMT is a form of training that teaches candidates how to use a balance sheet in order to identify and weigh positive and negative outcomes of a set of alternatives (Fishbein & Ajzen, 1975; Janis & Mann, 1977). This treatment conveys an essentially similar meta-message as that of RJP, i.e., that the organization expends effort so that the candidate will independently and competently make a decision that is good for her. 

From a theoretical point of view, DMT is interesting because it offers a precise test of the exchange outcome. Though similar to RJP in conveying a message of care and concern, unlike RJP it does not have any informational value, as it does not describe future work experiences. Therefore, its influence cannot be explained by information-based arguments. It cannot be explained by self-selection, which suggests that as a result of the information provided by the realistic preview, unfit candidates withdraw from the candidates’ pool  (e.g., Wanous, 1992). It also cannot be explained by theories that emphasize the interaction between job knowledge and work experience. In particular, it cannot be explained by the formation of realistic work expectations (the ‘met expectations’ theory; see, for example, Wanous et al., 1992), by preparing  coping strategies for unpleasant work experiences (the ‘work of worry ‘ theory, Janis, 1958; Meglino et al., 1988), or by reducing role ambiguity (Horner, Mobley & Meglino, 1979).

Consequences of social exchange: Pre- vs. post-entry outcomes

Most, if not all, of the studies reviewed above examined various indicators of post-entry commitment. This is not surprising since, except for social exchange theory, all RJP theories are concerned primarily with post-entry outcomes. In fact, these theories imply that realistic recruitment might initially decrease job attraction (Bretz & Judge, 1998; Meglino & DeNisi, 1987), since “realism may drive away job candidates” (Wanous, 1980:70), and that only later, as a result of the interaction of the two-sided information with work experience, will RJP increase job attraction (see Meglino, Ravlin, & DeNisi, 2001, for a review). 

Social exchange theory offers a different view of the effect of RJP. This view departs from the information-based views primarily in its short-term, but also in its long-term implications. First, the social exchange view suggests that, in reciprocity to the concern conveyed during the initial encounter with the organization, people develop positive pre-entry attitudes. Therefore, unlike previous research, which used post-entry outcomes as dependent variables, the appropriate dependent variable for studying the effect of social exchange are pre- rather than post-entry attitudes. Indeed, a pre-entry attitude (pre-entry commitment) is a major dependent variable in our study.

Second, whereas information-based views are inconsistent with a negative effect of RJP treatment (relative to no-treatment control) after organization entry, social exchange is not inconsistent with such a negative effect. According to the information-based view, the usefulness of RJP ripens with time (Meglino et al, 1999). As employees gain work experience, the benefits inherent in the two-sided message (e.g., adjusting expectations, preparing for coping, reducing ambiguity) materialize
. In contrast, post-entry decrease in commitment following RJP is not impossible according to the social exchange view, if the treatment is an isolated act of concern. In this case, having reciprocated with increased initial commitment, the obligation of the recruits is discharged, and its effect fades with time. Note, however, that a decrease in post-entry commitment is not certain according to the social exchange view, since a justification process (i.e., cognitive dissonance) and/or continuously displayed concern may preserve long-range effects. 

In summary, the main prediction is of the study is that exchange-inducing interventions, such as RJP and Decision-Making Training, will increase candidates’ pre-entry commitment to the organization. Thus, our first set of hypotheses is:

H1a: RJP will increase pre-entry commitment relative to control.

H1b: DMT will increase pre-entry commitment relative to control.

We additionally examine the long-range effects of exchange-inducing interventions, where two alternative hypotheses are possible. If the higher pre-entry commitment is merely a short-term product of an exchange-inducing encounter, the effect is likely to fade with time, and the temporarily enhanced commitment will eventually regress back to its “true” level. If, however, the effect produced by the encounter is followed by further commitment-enhancing processes, the resultant commitment is likely to remain high for a long period of time. Thus, our second set of hypotheses is:

H2a: RJP will lead to long-range increase in post-entry commitment relative to control.

H2b: DMT will lead to long-range increase in post-entry commitment relative to control.

METHOD

The context of the study: Job preview and organizational commitment in the IDF

We used the pre-enlistment program of the IDF (Israeli Defense Forces) to conduct a field experiment in which candidates for military service who received exchange-inducing treatments were compared to control candidates. Military service in Israel is compulsory by law for 18-year-old citizens. Prior to their draft, candidates pass a series of mental and physical tests, but receive very little job preview. Whatever they receive – for example, brochures describing service options,  occasional orientation sessions conducted by army representatives in the high school setting – tend to emphasize the positive sides of the military service.

We focus in this study on the candidates’ willingness to serve in combat units. The IDF culture puts a high premium on combat service; it is viewed as most closely aligned with the core organizational mission. Therefore, the soldier’s willingness to serve in a combat role is clearly an indicator of his contribution and commitment to the IDF. We also examine actual service – whether or not the candidates actually join a combat unit and continue to serve in combat duty. Combat service in the IDF depends to a large extent upon motivation to commit oneself to such service. For a population of physically fit young men, the population of our study, placement into combat units, as well as continued combat service, reflect identification with and commitment to the IDF.

Design

This was a true field experiment in which the effect of exchange-inducing treatments on both attitudinal and behavioral commitment was compared to the effect of control treatments. The experiment consisted of five groups, two experimental and three control groups. The experimental groups were (1) a group that received RJP (the RJP group), and (2) a group that received Decision-Making Training (the DMT group). The control groups were (1) a group that received Traditional Job Preview – a job preview that presented the army in a favorable way (the TJP control group), the same kind of preview typically used by the army in pre-enlistment  orientation sessions with high school students, (2) a group that participated in a placebo treatment which – like the treatments of the two experimental groups – involved voluntary engagement in a pre-enlistment activity on a military site (the on-site control group), and (3) a group that participated in the placebo treatment at home (the at-home control group).

In this design, the TJP control group provided a “best available alternative” control group (see Cook and Campbell, 1979). In addition, both the TJP and on-site control groups provided control against selection bias. By construction, self selection was identical in the four groups that required on-site presence, i.e., the experimental, on-site control and TJP control groups. Finally, the on-site and at-home control groups provided control against a possible placebo effect.

Procedure

About eight months prior to their draft, all physically fit male candidates are routinely mailed a questionnaire in which they are asked about their willingness to serve in combat duty and about their preferences for service in eight specific combat units. The pre-enlistment questionnaire is of great importance to the candidates, because, as clearly stated to them, their responses constitute a significant input into the army placement decisions. Indeed, the response rate to this questionnaire is generally very high and approaches 86% (Roziner, 1998). Among the participants in our experiment it was even higher and approached 93% (most likely as a result of the experimental intervention). 


All participants in our experiment, except those in the at-home control group, received (in the same envelope that contained the pre-enlistment questionnaire) an invitation to an orientation meeting. The meeting was scheduled to take place about two weeks hence at a military base where various pre-enlistment activities (e.g., 

ability tests) are usually conducted. They were instructed to fill out the pre-enlistment questionnaire after going through the orientation. Below we describe the procedures used for each of the groups. Except for the differences described here, the draft process was identical for all groups.


The TJP control group: The TJP was a three-hour workshop for 15-20 participants. In the introduction to the workshop, the four major types of combat forces (infantry, engineering, armed forces and artillery) were described, and then four unit representatives each gave a 40-minute presentation of his unit. The presentations emphasized the appealing sides of service in the unit, with the purpose of attracting candidates to serve in the unit. The representatives were junior officers experienced in conducting pre-draft high school orientation sessions. They received special training in which they practiced their TJP role. The TJP treatment was a more intensive version (longer, involving fewer participants) of the orientation sessions occasionally held with high school students who are about to start the draft process. However, unlike the high school orientation, it involved a strong pre-imposed structure. In particular, questions by the participants were discouraged, and the unit representatives were asked to focus on a few major themes (e.g., the combat history of the unit, career paths, the equipment operated by the unit, activities performed by the unit, living conditions and off duty vacations). The purpose of this structure was to decrease the within treatment variance, and to make the structure (but not the content) of the TJP as similar as possible to that of the RJP (for further details see Appendix 1).


The on-site control group: After arriving at the site, participants in this group were invited to participate in a study about the decision making process of candidates for military service in the IDF. They then filled out a research questionnaire regarding this decision making process, were thanked and dismissed.


The at-home control group: Participants received, by mail, the same research questionnaire and the same explanation as those of the on-site control group. They were asked to fill out the questionnaire and to mail it back in a pre-stamped envelope.

 
The RJP group: The RJP workshop was similar to the TJP workshop in setting, structure, length, and number of participants, but it was dissimilar in content. The unit representatives were told that RJP is an alternative to TJP, and that the army wishes to explore the possibility of using RJP. They were instructed to be as realistic as possible in describing their units, presenting both their positive and negative sides. Whereas in the TJP workshop representatives informed participants in a most general way about the routine activities of their units, in the RJP they were required to be as specific as possible about these activities, their typical duration, and the various unpleasant aspects of doing them. The unit representatives were experienced in conducting high school pre-draft workshops. For this study, they went through a RJP training in which they practiced their role. 


The DMT group: The workshop in decision making was designed to teach candidates how to make compensatory decisions by (1) identifying the various alternatives, (2) identifying the dimensions relevant to the decision, (3) assessing the importance of each dimension, (4) evaluating the alternatives on each dimension, and (5) arriving at an overall evaluation of each alternative by calculating a weighted average of the dimensions values, where the weights indicate importance (see Janis and Mann, 1977). After learning the principles of the method, participants practiced it on a car choice task. At the end of the workshop, participants were advised to use it in their decision regarding their preference for military service, and were told that this was a good way to arrive at a decision that would be appropriate for them (for further detail see Appendix 2). Three army human resource specialists led the DMT workshops. The sessions lasted about three hours, and like the TJP and RJP sessions, and involved 15-20 participants each.

Participants

The participants were physically fit male candidates for military service in the IDF. They were randomly selected from the candidates population, and randomly assigned to the various control and experimental groups. The rate of arrival for the four on-site groups (the TJP, RJP, DMT and on-site control groups) was 52%. The rate of research questionnaires that were mailed back for the at-home control group was 67%. This resulted in 92 participants in the RJP group, 137 in the DMT group, 116 in the TJP control group, 203 in the on-site control group, and 280 in the at-home control group. The groups were not equal in size due to differences in treatment cost (e.g., the at-home treatment was much easier to administer compared to the on-site groups, particularly the ones led by instructors), and because some sessions were canceled as a result of insufficient arrival.

Measures

Pre-entry measures

Combat Service Willingness: We used two measures of Combat Service Willingness. First, a single item measure was derived from the answer to the question “To what extent are you willing to serve as a combat soldier?” in the pre-enlistment questionnaire, given on a scale ranging from “to a large extent” (5) to “to a small extent” (1). The answer to this question validly represents commitment, since – as candidates are well aware – placement decisions are largely based on it. Second, a multiple item measure for Combat Service Willingness was derived from averaging answers (given on the same 1- 5 scale) to questions concerning willingness to serve in seven specific combat units. The Cronbach alpha of this measure was 0.85, and its correlation with the single item measure was 0.73. 

Initial Service: Information about the unit at which the participant arrived immediately upon enlistment was obtained from the army records. Based on standard IDF classification, Initial service was coded into two categories, combat (coded 1) and non-combat duties (coded 0). In this context, Initial Service is a behavioral measure of commitment.  Although Initial Service is not independent of Combat Service Willingness (as combat placement is influenced to a large extent by individual pre-enlistment preferences), it does contain additional information. Once they join the army, soldiers are still allowed to withdraw from their stated intentions expressed in the pre-enlistment questionnaire. Note also that although, technically, Initial Service was measured a few days after enlistment, we consider it to be a pre-entry measure, since at that time participants had virtually had no service experience.

Post-entry measures


Late Service: Information about the units in which the participants served one year after joining the army, and similarly coded it into a 1 (combat) or 0 (non-combat) binary variable. 


Turnover: Turnover is the proportion of soldiers who left combat service among those that initially served in combat units. Unlike Late Service, it is independent of Initial Service. Late Service is highly dependent on Initial Service by construction, as it is extremely unusual for IDF soldiers to join a combat unit late into their service if they did not join such a unit upon enlistment. On the other hand, there is no structural reason for Turnover to be dependent on Initial Service. Effects of the experimental manipulation on Turnover cannot be attributed to its effect on Initial Service.


Late Service attitude questionnaire: About two years after enlistment, we have send, through the IDF human resource department, questionnaires asking participants about their attitudes towards the service. Most of the items were drawn from standard questionnaires used in the IDF (Moshe, 1998). The following variables were measured (on 1-5 scales): Commitment (four items, e.g., “I do the maximum I can, and even beyond that, in my military service,”(=0.83), job satisfaction (six items, e.g., “I am satisfied with my current military job,” (=0.79), unit satisfaction (four items, e.g., “I am proud to be in my unit,” (=0.80), information satisfaction (four items, e.g., “I was satisfied with the knowledge I had about the army prior to enlisting,” (=0.72), perceived fairness (“The placement process in the army was fair”), and perceived variety (“I am satisfied with the variety of possibilities for military service that were offered to me”). As all participants had initially been offered exactly the same choice variety, the latter variable could be labeled perceived choice variety. 

Summary 

The experiment consisted of five groups: two exchange-inducing experimental groups, RJP and DMT, and three control groups, on-site control, at-home control and TJP control. The two experimental treatments served as operationalization of exchange-inducing situations, as they are both assumed to convey a message of organizational concern that the candidate will make a good decision.   

 Three types of dependent variables were measured: (1) Combat Service Willingness, measured by the routine pre-enlistment questionnaire filled out by all IDF candidates; (2) Service, both Initial (upon enlistment) and Late (one year after enlistment) – binary variables indicating whether or not the participant served in a combat unit ; and (3) Attitudes towards the service, measured about two years after enlistment. Table 1 provides a correlation matrix of these variables and Figure 1 provides a time line of the points at which they were measured.

RESULTS

The equivalence of the control groups: The means of Combat Service Willingness of the three control groups were very similar, both in the single and in the multiple item measures (see Table 2). There were no significant differences in Combat Service Willingness among the three control groups,  F(2,533)=1.2, p>0.2 for the single item measure, and F(2, 502)=1.3, p>0.3, for the multiple item measure. 

In addition, there were no significant differences among the three control groups in Initial Service, (2(2)= 1.8, p>0.4, in Late Service, (2(2)=4.2, p>0.1, and (because their Initial Service was similar) in Turnover, (2(2)=2.3, p>0.3.

Because of the equivalence of the control groups, in the following analyses we aggregate the data over these three groups.

Pre-entry commitment: Both the RJP and the DMT participants exhibited higher Combat Service Willingness compared to the control participants, t(626)=2.0, p<0.05 and t(671)=3.2, p<0.002, respectively, for the single item measure, and t(594)=1.4, p<0.15 and t(637)=3.3, p<0.001, respectively, for the multiple item measure. However, there was no significant difference in Combat Service Willingness between the two experimental groups, t(227)=0.7, p>0.5 for the single item measure, and t(222)=1.1, p>0.3 for the multiple item measure. The means of Combat Service Willingness of the RJP, DMT and control participants are presented in Table 3.

In comparison to the control participants, the rate of Initial Service was higher among the DMT participants ((2(1)=11.3, p<0.001) as well as among the RJP participants ((2(1)=8.0, p<0.005). However, there was no significant difference in the rate of Initial Service between the two experimental groups (p>0.9.)

 In sum, the analysis of both indicators of pre-entry commitment lends strong support to the main prediction regarding the positive consequences of exchange-inducing treatments, confirming H1a and H1b. In addition, this analysis shows that the two exchange-inducing groups exhibit similar pre-entry commitment.

Post-entry commitment: The rate of Late Service of the DMT participants was significantly higher than that of the control  ((2(1)=13.1, p<0.001). However, Late Service among RJP participants was not significantly different from Late Service among control ((2(1)=0.8, p>0.4). Thus, in contrast to pre-entry commitment, post-entry commitment was different between the two experimental groups (a direct comparison yielded (2(1)=3.5, p<0.06). 

Examination of the Turnover data, which, unlike Late Service, are not dependent on Initial Service, provides a clearer demonstration of the difference between the DMT and RJP groups in post-entry commitment. Turnover was much higher (almost twice as high) in the RJP group than in the DMT group (2(1)=6.1, p<0.01. In fact, Turnover among the RJP participants tended to be higher than among the control participants, although this effect was not significant ((2(1)= 2.0, p<0.15), suggesting that the initial increase in commitment among the RJP participants tended to regress to its ‘normal’ level. On the other hand, Turnover among the DMT participants was lower than among control  ((2(1)=2.9, p<0.1). This latter effect is particularly impressive, because simple regression to the mean should have led to higher – rather than lower – Turnover in the DMT group. Thus, the Turnover results show a tendency towards an intensifying DMT influence and a diminishing RJP influence during the course of the service, confirming H2b but disconfirming H2a.

Figure 2 presents an overall view of the results of Initial Service, Late Service and Turnover.  

Late service attitude questionnaire: The results of this questionnaire are presented in Table 4 (as there were no significant differences among the three control groups in any of the variables, they were combined in the table). It is clear that there were only minor differences among groups in self-reported commitment, job satisfaction, unit satisfaction and information satisfaction. There were, however, significant differences in perceived choice variety and perceived fairness. The DMT group was higher than the control groups in both variables (t(273)=3.6, p<0.0003 and t(277)=2.3, p<0.02, respectively). The RJP group was also higher than control in perceived choice variety (t(244)=2.0, p<0.05),  but not in perceived fairness.

Another interesting finding that is apparent in Table 4 is the difference in the response rate. The response rate of the DMT participants was higher than that of  control ((2(1)=9.1, p<0.003), and higher than that of the RJP participants ((2(1)=4.8, p<0.05), whereas the response rate of the control and the RJP participants did not differ (p>0.8). To the extent that voluntarily responding to a questionnaire sponsored and sent by one’s organization reflects commitment to this organization, these data indicate higher commitment among the DMT participants.

DISCUSSION

The results reported in this study demonstrate that a simple pre-entry intervention – a three-hour orientation session that induces a perception of a caring organization – has a dramatic impact on commitment. The behavioral change, namely, the substantial increase in initial combat service in the two experimental conditions and the substantial increase in late combat service in the DMT condition, is particularly impressive. These results suggest that people are willing to go a long way to reciprocate to (what is perceived to be) a caring organization, to the point of committing themselves to the great hardships and risks involved in combat service. 

Our results are consistent with the social exchange model of perceived organizational support (Eisenberger, Huntington, Hutchison, & Sowa, 1986), which suggests that employees exchange effort and loyalty for social and material rewards provided by their employer. Perceived organizational support has been shown to induce feelings of obligation. It influences employees’ commitment, reduces absenteeism, lowers turnover intentions and enhances organizational citizenship, performance and innovation (Eisneberger, Fasolo, & Davis-LaMastro, 1990; Hutchison, 1997;Lynch, Eisenberger, & Armeli, 1999; Settoon, Bennett, & Liden, 1996; Shore & Barksdale, 1998; Shore & Wayne, 1993). 

However, whereas we originally viewed RJP and DMT as two equivalent operationalizations of exchange inducement, the empirical findings also point to some meaningful differences between them. Most importantly, we found that only DMT has an enduring influence on commitment. In what follows we discuss the main findings, explore similarities and differences between the two exchange-inducing interventions, compare social exchange to alternative theoretical formulations, and draw some implications.

Pre-entry commitment: Foot-in-the-door effects

In this study we used two indicators for pre-entry commitment, Combat Service Willingness and Initial Service. A period of eight months separated the two measurements. In spite of the long period of time that elapsed, the effect of the experimental manipulation on the two indicators was similar in both experimental groups. Pre-entry commitment eight months later was as strong as it was immediately after the treatment. 

One reason for the endurance of the treatment effect could be a dissonance reducing “foot-in-the door” mechanism that might have mediated the effect of the experimental manipulations on Initial Service (e.g., Freedman & Fraser, 1966; Snyder & Cunningham, 1975; a similar, “confirmation processing” mechanism was also described by Soelberg, 1967). Expressing willingness for combat service is undoubtedly easier than actually serving in combat roles. Hence, the high ratings provided by the experimental participants in the pre-enlistment questionnaire may have very well operated as a “foot-in-the-door”, i.e., an initial small commitment, which opened the door to the substantial commitment later expressed in actual combat service. The long period that elapsed from the time of responding to the pre-enlistment questionnaire to the actual start of combat service (eight months!) proves that, though probably amplified by a foot-in-the-door mechanism, early exchange inducement has a powerful behavioral impact.

Another reason for the high-observed commitment eight months after the manipulation is what might be called “organizational foot-in-the-door”. According to the IDF human resources practice, placement decisions take into consideration individual preferences as they are expressed in the pre-enlistment questionnaire. Therefore, the higher the reported Combat Service Willingness, the higher the probability that a recruit will be assigned to a combat unit, and – once assigned into such a unit – will comply and ‘go along’ with this assignment. 

Particular organizational policies and practices that characterize the organization in which the current study took place can be quite important in shaping the effects of pre-entry interventions. For example, the meta-analysis of Meglino, Ravlin and Denisi (2001) indicates that the effectiveness of RJP is enhanced in organizations (such as the IDF) which are able to restrict the exit of their employees for a period of time. In this respect, the psychological and the organizational feet-in-the-door can be viewed as parameters that either constrain or amplify the impact of exchange induced at the entry stage. To the degree to which the inducement of exchange is followed by a request to visibly communicate one’s career intentions, and to the degree to which the organization takes into account employees’ interests in its placement decisions, we predict stronger behavioral commitment as a consequence of exchange. 

Post-entry commitment: Differences between RJP and DMT

The empirical evidence shows that commitment to combat service remains significantly elevated only in the DMT group. The initial increase in commitment in the RJP group was, in fact, transient. Late service commitment in the RJP group fully regressed to its normal mean. On the other hand, commitment in the DMT group stayed high even late in the service. To account for this divergence, we suggest that although post-decisional processes, such as cognitive dissonance, are prompted by RJP and DMT alike, in the long run they are more pronounced in the latter group. It seems that the DMT participants were more conscious of the fact that they had made a deliberately freewill choice. They had learned how to make a decision, and they made a decision themselves, after taking into account all the relevant factors. On the other hand, 20 months later, the RJP participants, having perhaps forgotten the specific details of the original decision context, cannot as clearly anchor their initial decision onto an independent, deliberate decision making context. A two-sided, full disclosure context may not be as easily identifiable in retrospect. At that later stage, it is more difficult for RJP recipients to internally attribute their present placement; therefore we witness weaker binding to the combat service decision. Thus, a perception of freely and willingly choosing a combat route may be stronger among the DMT than among the RJP participants (Soelberg, 1967; see also Ilgen  & Seely, 1974; Salancik & Pfeffer, 1978).

Late service questionnaire: Attitudes and response rate

The behavioral indicator of commitment derived from the late service questionnaire – response rate – exhibits an identical pattern to that of the Late Service and Turnover measures. This indicator similarly shows that commitment was higher in the DMT than in the control group, whereas in the RJP group it was not different from the control. On the other hand, the attitudinal measures of commitment, job satisfaction and unit satisfaction, did not exhibit this pattern. Although there was a tendency for the DMT participants to declare higher attitudinal commitment compared to the control participants, the effect did not reach significance. 

The discrepancy between the behavioral and attitudinal indicators of late commitment could be related to two reasons. First, it is reasonable to assume that the soldiers who did respond to the questionnaire were indeed the highly committed ones; thus the range of responses in the attitudinal items was restricted a priori. Restriction of range is irrelevant to the behavioral measure of commitment (response rate). Second, attitudinal commitment is a more “noisy” indicator of the underlying construct of commitment compared to behavioral commitment. In particular, it is more likely to be affected by social desirability and global halo.    

Finally, though measured about 32 months after the manipulation, within a

self-selected sub-sample, there are substantial differences in perceived fairness and perceived choice variety between the DMT and the control groups. As the content of these variables express organizational care, these differences support our contention that social exchange was the mechanism that mediated the effect of the experimental manipulation. Additional research is needed, however, to further corroborate the mediation of social exchange in enhancing commitment. We need to find ways to directly capture the underlying process of social exchange from its onset at the recruitment phase.

Interestingly enough, perception of fairness and perception of choice variety were the only late service attitudes to be significantly affected by the experimental manipulation. Perhaps this is because they are less subject to social desirability and global halo compared to the other attitudinal measures, and more influenced by memory of actual experiences, in particular the initial encounter with the organization. Note also that the RJP participants, who do not seem to differ from the control participants in late service attitudinal/behavioral commitment, did perceive greater choice variety. The association between perceived choice variety and memory of early organizational experiences can also explain this difference. 

Social exchange versus information-based theories

The observed effects of both RJP and DMT provide justification for the theoretical relevance of social exchange to the early encounter between an organization and its recruits. Unlike DMT, which has not been studied in the context of recruitment, RJP has been extensively researched. Its benefits have mostly been conceptualized in information-based cognitive frameworks. They are attributed to the information – primarily the negative information – contained in the RJP message, and to the interaction of this information with the experience that recruits accumulate at work. The concept of concern, though mentioned by a few studies, has not drawn much attention. 

Though social exchange was primarily assumed rather than directly assessed in the present study, the empirical results strongly support the idea that social exchange mediated the effect of RJP in the experiment. Consistent with the social exchange explanation, and in contrast to explanations based on the interaction of information with work experience, (i.e. met expectations, work of worry and role ambiguity), RJP increased commitment in the pre-entry phase. Moreover, in contrast to these explanations, the RJP effect disappeared with prolonged work (i.e. service) experience. In fact, whereas it is commonly claimed that the most important impact of RJP is decreasing turnover, in our experiment RJP tended to increase turnover. This finding is particularly perplexing for the theoretical formulations that emphasize the positive effect of the interaction between information and work experience. Disappearance of the initial RJP effect and higher turnover are, however, congruent concon   with a social exchange explanation. Theoretically speaking, a single induction of social exchange is not predicted to create stable, long-term change. Once obligations are discharged, the consequences of exchange are likely to dissipate with time (Blau, 1964). As is the case in the present study, heightened initial positive effects may collapse by regressing towards their normal means.

The support provided by the effects of DMT for a social exchange explanation, especially its pre-entry effect, is even more pertinent to this issue. DMT does not provide any work description; it is an information-free intervention. Its effect cannot be accounted for by an information-based theory.

It is interesting to mention in this context a study conducted by Buckley, Fedor, Veres, Wiese, & Carraher (1998). In an attempt to replace RJP in the initial encounter with the organization, they designed an information-free intervention. Their procedure teaches candidates how job expectations are often unrealistic. Buckley et al interpreted the positive consequences of this procedure as support for an information-based explanation (i.e., met expectations) of the RJP effect. In our view, however, social exchange is an equally valid alternative explanation for their finding, since it is quite possible that the concern conveyed by their procedure mediated its positive consequences.

Finally, it could be argued that both DMT and RJP may have led to positive consequences as a result of self-selection of unfit candidates (see Wanous, 1992, for a self-selection explanation), enabled by better information (in the case of RJP) or better decision processes (in the case of DMT). Indeed, self-selection may explain the lower turnover in the DMT group that was observed in our experiment. However, self-selection cannot explain the higher pre-entry commitment neither in the RJP nor in the DMT group, because the measures of pre-entry commitment were taken from the entire sample of candidates, not from any selected sub-sample. Thus, self-selection cannot be an alternative explanation for social exchange in the context of the current study.

Practical implications

Is DMT a viable alternative to RJP? The empirical results definitely suggest that it might be, since they clearly show that DMT has more enduring benefits. Furthermore, a number of researchers have suggested that the negative information contained in the RJP may have considerable negative by-products, reducing pre-entry attraction to the organization (e.g. Meglino et al., 1988), or inducing negative interpretation of post-entry experiences (Hom et al., 1999). Since DMT does not contain information, let alone negative information, such negative by-products are avoided. Thus, whereas RJP depends on the provision of negative information to produce the social exchange effect, DMT achieves this effect without the provision of such information.

DMT has some practical advantages as well. First, RJP requires job-analysis in order to provide candidates with specific and accurate characteristics of their jobs. Such an analysis is time consuming and costly, and often – because of the flexible and changing character of many jobs – unfeasible (Cardy & Dobbins, 1996). Second, RJP may not be suitable when recruitment is aimed at overall fit with organizational context or culture rather than at job-specific match. As a general, neither job- nor organizationally specific procedure, DMT offers an economy of scale as well as flexibility vis-a-vis the organizational recruitment needs.

Finally, it could be asked whether the idiosyncrasy of a military organization in general, and the Israeli Defense Forces in particular, limits the generalizability of our conclusions... .   We suggest that the organizational features that are relevant to the phenomena studied herein are not unique to the specific military context examined in this field study. Large-scale recruitment, a variety of placement directions, some involving harsh work conditions and demanding jobs, and, more importantly, a salient organizational mission which depends on strong individual commitment characterize contexts where more than simple economic transactions between individuals and employers are necessary for organizational viability. We believe that the social exchange process enhances employees’ commitment, and organizations are advised to act in ways that activate this process, starting from the early encounter of employees with their organization.
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Figure 2: Rate of combat service
 
Table 1: Correlations among the study variables
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Table 2: Means (standard deviations) of Combat Service Willingness of the control groups.

	
	Single item measure
	Multiple item measure

	TJP control
	3.48 (1.58)
	2.58 (1.20)

	On site control
	3.70 (1.60)
	2.62 (1.23)

	At home control
	3.41 (1.68)
	2.43 (1.25)


Table 3: Means (standard deviations) of Combat Service Willingness: Experimental vs. control groups. 

	
	Single item measure
	Multiple item measure

	DMT
	4.00 (1.41)
	2.91 (1.22)

	RJP
	3.87 (1.55)
	2.72 (1.23)

	Control
	3.52 (1.63)
	2.52 (1.23)


Table 4: Means (standard deviations) and percentage of Late Service Attitudes

	
	DMT
	RJP
	CONTROL

	Number of responses
	67
	38
	215

	Response rate
	54%
	38%
	39%

	Commitment
	4.31 (0.72)
	4.13 (0.72)
	4.13 (0.84)

	Job satisfaction
	3.66 (0.73)
	3.47 (0.97)
	3.56 (0.86)

	Unit satisfaction
	3.61 (0.86)
	3.32 (1.07)
	3.60 (1.08)

	Information satisfaction
	2.73 (0.81)
	2.74 (0.67)
	2.65 (0.75)

	Perceived fairness
	3.75 (1.17)
	3.47 (1.45)
	3.33 (1.35)

	Perceived choice variety
	3.50 (1.17)
	3.32 (1.31)
	2.89 (1.19)


APPENDIX 1
The TJP workshop

All presentations include the following content: Description of the structure of each of the forces and its major divisions, the training course, assignment possibilities, types of weapons, location and types of activities, required skills and training needs.
In what follows, we quote verbatim (translated from Hebrew) statements used by unit representatives to describe their units in the TJP sessions. Two typical examples are quoted below, to demonstrate the TJP flavor of these sessions.

Example 1 - The infantry forces: “The importance of the infantry was demonstrated during the Gulf war. The U.S. army, well equipped with the most advanced air force technology, could not win the war until the infantry troops ‘stuck their flag in the ground.’ The IDF infantry provides excellent quality training. The individual soldier is the center of the forces. Several supporting systems are available for individual soldiers (details). Above all these, infantry commanders are the ’mom and dad’ of the soldiers. On the one hand, they teach discipline and professionalism, and on the other hand they are willing to listen, when necessary.  Such close relationships can save life at emergency times. The infantry soldiers often face dangers. The soldiers operate in close contact in the most sensitive and ’hottest’ places. They experience moments of high-adrenaline action that cannot be experienced anywhere else. This is why the prestige of the infantry, as well as the pride and satisfaction of belonging to it, are so high.”

Example 2 – The artillery forces: “Artillery – the sophistication is inside! The artillery force was created in the war of independence, and has participated in all the wars since. Recently the artillery force has undergone an enormous change in all of its domains. The best weapons in the world were acquired and assimilated, and artillery systems have been improved and technologically updated, in accordance with theories of the future battle field. As a result, the IDF artillery is a worldwide leader of its kind. It enlists high quality personnel, and offers teamwork operation of computerized and complex artillery systems. 

The artillery troops have high morale and special atmosphere; the close contact with commanders, the satisfaction of important military work, all add to the pride of soldiers and provide reward for the effort exerted. 

‘The artillery is the queen of the battle” – this is not merely a statement; it is a way of life for all artillery men, who work hard to make this statement true in day-to-day reality.”  

APPENDIX 2
The Decision Making Training workshop

The full text used by the human resource specialists who conducted the DMT workshops is quoted below.

 “The purpose of this workshop is to help you make a decision concerning your preference for your military service. We do not intend to influence what you decide. We want to help you improve the process by which you make decisions. We will teach you a decision-making procedure, which can help you in making decisions in general, and decisions regarding your military service in particular.

The workshop consists of 2 stages: 1. General description of the balance-sheet method, 2. Applying this method to an example car choice. The method we present is a way to make decisions in the best possible way. It is based on the construction of a balance sheet, in which a person assesses the existence of personally important considerations in each of the alternatives considered.”

The Balance Sheet Method

Below is the sequence of recommended steps. Make sure you work through them in the order specified.

1. Initial definition of all relevant considerations: Think about various considerations in the present decision situation. Be sure to include as many relevant considerations as possible. Do it with an open mind – the more relevant considerations elicited, the more effective the process.

2. Delete insignificant considerations: A long list might make the process cumbersome; at this stage we recommend limiting the list to the considerations which are personally important to you. 

3. Assess the importance of each consideration: Now you have to determine the extent to which each consideration is important to you. Rate each parameter on a 0 (not important at all) to a 100 (extremely important) scale.

4. Define the alternatives under consideration, the alternatives among which you would like to choose. Focus on alternatives that are real for you, rather than on alternatives that are unfeasible.

5. Check the applicability of each consideration to each alternative. Examine the extent to which each consideration exists within each alternative, and rate it on a 0 (does not apply at all) to 5 (very much applies) scale.

6. Calculate the overall value of each alternative: Multiply the importance score of each consideration by the score indicating the degree to which it applies to an alternative, and then add up the product values for each alternative.

7. Choose the highest value alternative: If you have done the process right, the alternative with the highest number is the one you prefer most. When two alternatives have equal sum, it means that they are almost equivalent to you. In order to choose between them, you have to add considerations and then repeat the above procedure.

Trial exercise with the balance sheet method - Car choice: We will use this method for a trial example. Consider the 3 used cars described below (description follows). Their price is similar. Apply the balance sheet method to the task of choosing one out of these three cars.”

Figure 1: Timing of Manipulation and Measures Measurements
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�Note, however, that though this is, in fact, the focus of the bulk of the RJP literature, meta analyses could have found no consistent positive links between RJP and post-entry commitment (e.g., Phillips, 1998). 
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