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. AN iNVESTIGATION OF THE CURRENT VALIDITY OF CAREER PLANNING
IN HIERARCHICALLY STRUCTURED ORGANISATIONS SUCH AS THE

" SOUTH AFRICAN AIR FORCE

H. J. P. BURGER

"ABSTRACT

In 1975 it became increasingly clear that the build-up of
international political pressures on South Africa ¢ould’1éad to
military copfrontation with the Repﬁblicf Preaictably such a
possibility accelerated Defenée expansioh; This neceséitated
the more éffecfiVe use of human, material and finaﬁcial resources

of, not only the military but also of the civilian sector of the

country.

-Better performance of personnel coﬁld be oﬁtained if they
were able to recognise and appreciate the requirements for advance-
menf to their goals in their chosen careers. Viable careers afe
formulated in career plans — those top management directives
containing details of career development programmes, Jjob activities
and oppbrtunities,Aguidance, behaviour patterns and the réquirements
for advancement in:the organisation. No formally structured

career plans were found in a number of large hierarchically
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structured civilian,organisafions such aS Sheil, Mobil or the
University of Cape Town; to name bﬁt a few; Moréover; according
. to W F Glueck .(1974) a similar situation existed in the United
Stateé of Ameriéa; Furthermore this was also true of the South
_African Air Force's piiots and navigators -~ that vital personnel

section of the Air Force's air crews.

This enigma is difficuit to comprehend. The implementation
of the personal practices of ﬁanpower planning, attraction,
‘selection,vrewards,'protection; careef development, manpower
_control andtevaluation increasés the effectivenéss df an orgéni—
sation. Likewise a formally structured Career Plan would ensure
greater development of.an>organisation's personnel and give them
safisfaction éhd dignity. Mqreover, the use of such career plans
"reduces turnover (and thus costs) and the hoarding of high calibfe
personnel., ‘The integrity of the last two Stafeménﬁs led to the

formulation of this dissertation's hypothesis:-

- If the desirability of.é fofmally strucfﬁred CafeerﬁPlaﬁ,
containing a career develbpment programme, a counselling guide
on the application of the programme, an appraisal system fo measure
'peffOrmance and a model for predicting promotion vacancies, were
_rgcognised by an organisation, its adoption should be seriously

considered.

Thus the aim of this exploratory and descriptive study is to
demonstrate the advisability and subséquent advantages to an organ-
isation if a career plan, as proposed in the hypothesis, were

‘adopted for use by their personnel. The applicability to the
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Air Force's aircrew is shown throughout this study.

A successful career is generally seen as one whé}e the new
entrant rises steadily from one management level to the next until
he reaches retirement; The time span covered 1is ldngterm;—
career planning is inéxtricably linked to the existence of and
to the long rangé plénning activities of an organisation: in
ﬁrief a career plan is a long range plan.for personnel. A survey
of the literature on planning was made in order to determine and
show how the long range planniﬁg.factors determine and reiate to
those of career planning. In this investigatioﬁ, however, career
planning emerged as an integral part of manpower planning. The
latter being distinguished és the human resoufces area of long

range planning. As such it required a separate. analysis.

The need for and the’implications of manpower planning
entailed an investigétion of the personnel functions of recruitment,
redundancies, training, selection, promotion, managerial develop-
ﬁent and career development; This led to a-further analysis of
the demand and supply of personnel with special reference to Air
Force cases. In order to find a practical metbod of forecasting
for répiacemént of personnel, an evaluation of mathematicél, actua-
rial and cbmputer simulationA ‘manpower-planning-models was made

and a suitable model selected - an actuarial one.

The reconciling of the demand and supply forecasts let to the
drawing up of the ménpower plan, which included the concept of a

career plan.
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A conéeptual career plan was now argued, guided by studies
made by the U: S; Air Force, U; S. Army, my own experiences in
the Air Force and f?om’relevant literafy sources; The qualita-—
E five chbices and quantitative magnitudes of the elements of such
'a piaﬁ wére evaluated'and formulated;‘ The plan that emerged
.portrayed the basic framework of concepfs and requirements needed
1for drawving up a viable career plan with specific relevance to
aircreW‘in the Air Force; The acceptaﬁility of these concepts
and requirements were tested 5yvrunning_a pilot éurvey at the |

largest Air Force base in the Cape: Air Force Base Ysterplaat.

The Surﬁey was done by means of a questionnaire which was

handed to the six officeré—in—command, who after the briefing,
gave them to their 63 pilots and 37 navigators to complete; The
‘questidns'wéré both open~ended and mﬁlti;choice. They covered .
_thé wiae aﬁd_detailed spectrum of the elements found in an Air
Force officers career;-rankvand positién; prémotion; regular
éssessment; géiniﬁg wide ekperiences; achieving higher educational
as well as technical qualification; age of retirementandlength of -
service in consideriﬂg retirement and promotion. i The‘resﬁlts
were statistically analysed and graphically illustrated. They
indicéted that the elements of career planning were acceptable‘_
to a significahtvéeétion of the hierarchically structured Air
Force - the aifcrew at AFB Ysterplaat. ‘Moreover, it was-foﬁnd
pdssible to rate the importance of these elements to each other

so that a system of grading could be intfoduced at a later stage.
The Air-Force’is'however, not the only hierarchicai structured

organisation who could benefit from adopting structured career
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plans; So a test study was made to investigate the applicability-
of these elements in an organisation other than the Air Force.

The Administrative sector of the University of Cape Town was
chosen. The outcome of this evaluation corroborated the prihciples

accepted by the aircrew of AFB Ysterplaat.

Finally a validatiod study was run on a randomly selected o
number of aircrew at AFB Ysterplaat._» The hypothesis was confirmed.
Moreover,Athe Chief of the Air Force agreed'ﬁith the validity of
the hypothesis. However, a differentvview of a successfﬁl career.'
emerged as one "wherein you attain yohr personal aims and goals
in a manner which brings you happiness and satisfaction in your

work." This indicated the wish of aircrew to participate in career

planning and will no doubt receive serious consideration.

Many career anomalies and inconsistencies were identified.
and listed for Air Force consideration. The argument of the
dissertation clearly illustrated the need for the Air Force to

bring out formally structured career plans for its aircrew.

A CONTRIBUTION TO KNOWLEDGE

My research, in the form of letters to numerous Defence
Forces, Institutions and Universities, both at home and abroad,
indicates that this type of study has not aiready been carried
out anywhere.‘ eThus my dissertation's contribution to the knowledge
of career planhing is that it illustrates the advisabilityland
advantages of adopting and using formally'structured career plans

for the personnel of hierarchically structured organisatiohs such

as the aircrew of the South African Air Force.



ACKNOWLEDGEMENTS
TABLE OF FIGURES

- LIST OF TABLES

(vi)

CONTENTS

LIST OF APPENDICES

PART 1 : REVIEW OF THE SITUATION

1 INTRODUCTION
1.1 Advancement
1.2 Career
1.3 The Aim of the Diséertation
1.3.1 A Specific Result
1.4 The Concept of Research
1.5 The Formulation of Hypothesis
1.6 A Contribution to the Knowledge
“of Career Planning
1.7 Methodology of Reseérch_
1.7.1 'Thé Stratégy |
1.7.2 Techniques and Toéls
1.7.3 Implementétion
1.8 References
PART 2 : LONGRANGE PLANNING
2 SURVEY OF LITERATURE ON PLANNING
2.1 Definitions of ?lanning
2.2 The Fundamentals of Planning
2.3

A Conceptual Model of Longrange

Planning

Page

(xi)

(xii)

(xiv)

(xvi)

L

Wt

o 0 0] o

11

12
12
12

16

17



PART 3

2.4
2-5

.(vii)

The Plan

References

MANPOWER PLANNING

3.
3.1

3.2

3.3

3.3.1
3.3.2
3.3.3
3.3.4

3.3.5

3.3.6

3.3.7
3.3.8
3.3.9
3.3.10
3.4

3.4.1

3.4.2

3.5

3.5.1.
3.5.2

MANPOWER PLANNING

What is Manpower Planning?

The Need for and the Implications

of Manpower Planning
Personnel Funétions
Recruitment -
Redundancies
Training
Costing Labour
Productivity Bargaining

Future Accommodation or

Operating Bases
Selection of Personnél
Promotion of Personnel
Refresher Training

Career Development Planning

 Analysis of the Demand of

Personnel
Methods of Forecasting

A Theoretical Forecast Example

Analysis of thelsupply of

Personnel
The Labour Force

Forecasting for Replacemehts

of Pilots

27
27
27

35

37
37

37
38
39
39

Lo
Lo
La
L2

43

b5
L8

L9
L9

52



3.6
3.6.1
3.6.2
3.6.3
3.7

3.8
- 3.9

n.

L,1

L.2
L.2,1
h.2.2
L.2.3
L.2.3.1
u.2;3.2
h.2.4
h.2,5
L.3
4.3.1
L.3.2
L.3.3
4.3.4
h.h

h.s
L.6

(viii)

Manpower Planning Models

Mathematical Models

Actuarial Models
Computer Simulation

Reconciling Demand and Supply

Forecasts
The Manpower Plan

References

CONCEPTUAL CAREER PLANNING
Introduction

Theoretical Implicafions.
Career Success

Career Anchors

Career Life Stages

Career Stages‘

Life Stages
Family—Careef.Concerns
Céréer Politics |

The Conceptual Career Plan
Career Development

Counseliing

" Evaluation of Personnel

Predicting Promotion Vacancies

A Pilot Study: The Administra-

tive Staff of the University

of Cape Town
References

Bibliography

55
58
76
81

89
93
ol

1G0
100
101
101
103 .
104
104

105

- 107 -

107
108
108
114
116

118

121
131

135



(ix)

PART 4 : THE SOUTH AFRICAN ATIR FORCE

5.

5.1
5.2
5.2.1
5.2.2
5.2.3
5.2.4
5.2.5

5.2.5.1
5.2.5.2
5.2.5.3
5.2.5.4
- 5.2.6
5.3
5.4
5.4.1
5.4,2
5.4.3
5.4.h
5.5
5.5.1
5.5.2
5.5.3

5.5.4

“ CURRENT CAREER PLANNING IN THE
AIR FORCE

Introduction

,Cafeer DeVelopmeﬁt
Age

Years of Service
Stages of Development

Ranks

Military Development, Training,

Educational Development

and Experience
Military Development
Training
Educational Development
Experience
The Programme
Career Counselling
The Appraisél System
Personal Review
Perfdrmance Appraisal
Appraisal Analysis
Comment
Promotion Vacancies Prediction
The Parameters
The Formulae

Promotion Prediction and

Recruitment

. Career Factors

137
137
138
138

145

147
148

155

156

157
157
157
158
160
161
162
163
164
164
166
168

171

171

174



5.6
5.7

6.
6.1
6.2
6.2.1
6.2.2
6.3
6.3.1
6.3.2
6.4
6.5

7.
7.1
7.2

7.3
7.4

7.5

7.6

7.6.1
7.6.2
7.7

(x)

Conclusion

References

THE INVESTIGATIVE STUDIES
The Investigation

The First Survey '

The Analysis of the Questionnaire

The Conclusions

The Validation Study
The Analysis |
The Conclusions

General Conclusion

" References

THE CAREER PLAN
A Career Development Programme
A Counselling Guide

An Appraisal System to

Measure Performance

A Model for Predicting

Promotion Vacancies

The Formally Structured Career
Plan '

Conclusions and Summafy
Conclusions
Summary

References

177
178

181
181
182
184
206

212

215

223
227
228
230

230

231
233
234

236
238
238

240

245



(xi)

ACKNOWLEDGEMENTS

I wish to express my sihcere appreciation and thanks
to my supervisof, Professor J F Beekman, for his enthu-
siastic encouragement, valuable guidance and helpful

assistance given me during all stages of this research.

I am indebted to Lieutenant General RﬁH;D‘Régers, SSA,
SM, DSO, DFC, Chief of the Air Force for his constant
encouragement ‘and willing assistance given me and whose

support made this study possible.

A special note of thanks is due to Mrs Jackie Ramsden
whose inspiration and expertise was materially responsible

for the appearaﬁée of this study.

I would be remiss were I not to mention Brigadier
W H van den Bos, SM, Chief of Air Staff (Personnel), who
supplied all the Air Force data and thus provided invalu-

able guidance in this study. .

Finally,I am indebted to my wife for her constant
encouragement and support during the years of post—~graduate

study to permit the completion of this dissertation.



(xii)

TABLE OF FIGURES

- Page
Figure .
1. ~ System of Plans - 20
2. Employment Planning Flow-chart 29
3. Suboptimising Planning Procedure 30
L, Total System Optimising Procedure 31 -
5. Diagrammatic Presentation of
Manpower Planning ‘ ' 32
6.  Pactors Affecting Policies and
| Organizational Effectiveness 34
7. Average Age on Promotion of
Pilots in the S A Air Force 51
8. Average Age on Promotion of -
Administrative Staff in the
University of Cape Town ' 52
9. Career Prospectus at 1971 | 67
10. Age Distribution at 1971 ' 68
11, The Camel Curves Showing the
Policies for Promotion to ,
Grade 3 : 69
12. Craph Linking Posts, Career Factors,
and Promotion Ages 76
13, Career Struéture for S A Air Force
Pilots - 1975 . 80
14, The Flow-graph 8L
15. Shein's Career Stages ‘ 1h7
16. Air Crew (Pilot) Development Stages 148
17. . Rank Structure in the Air Force 150
18. Aircrew Career Ranks 152

19. . Suggested Aircrew Career Ranks 154



Figure

20.

21.

22,
23.
2l

25.
. 260

27.

Hypothetical S A Air Force Career

Structure

Histogram for‘Age and Service

Histogram of Years of Service and

Experience

Histogram of Age on Promotion and

- Higher Education

Histogram of Wider Experience

and Being Assessed Regularly

Lengths of Development Phases

Ranks in Phases of Development -

circled

The Academic Educational Career

Path for Aircrew

176

188

190

191

193
196

198

202



10.

ll.

12.
13.

1k,

15.

16.

(xiv)

LIST OF TABLES

Service Table (Single Decrement)
Computer‘Printout'

Recruitment Need for Pilots in

the S A Air Force

Driver's Career Concepts and

Derrts Deduction
Life-stages

A Long Service Pilot's Career

Development Guide

Career Progress Guide: Administrative

Staff : UCT
An Appraisal Form

Recommended Periods iananks and

Compulsory Retirements

- Average Ages of Senior Ranks in

the S A Air Force

Average Ages and Periods Served
for Senior Ranks in S A Air

Force

Career Guide : Pilot

The 9-point rating scale

S A Air Force and A.F.B. Ysterplaat
Officer-~Strengths in 1978

Comparison of Weighted Responses

between Age and Years of Service

on Promotion

Comparison of Weighted Responses

between Service and Experience

75
86

91

102

106
113

123

124

143
143
14l

159
163

183 .

189

191



Table

17.
18.

190

20.

(xv) .

Weighted Reponses of Higher Education

'Weighted Responses of Being Assessed

Regularly

Relative Distribution of Ranks
at AFB Ysterplaat in 1979

Rank order of Ten Job Satisfaction

Variables

194

214

221



‘Apgendix

(xvi)

LIST OF APPENDICES

Determining the Uniqueness of

the Thesis -
SADF Efficiency Rating

Personal Review (Senior Officers)

.Appraisal Report

Promotion in a Hypothetical

S.A. Air Force Career Structure

A Career Planning'Survey of Aircrew

on Air Force Base Ysterplaat

A Validation Career Planning Survey
of Aircrew on Air'Force_Base

Ysterplaat

247
258
260

267

275

290

381,



PART 1 : REVIEW OF THE SITUATION

1. INTRODUCTION

In 1975 it became increasingly clear that the build-up of
international pres;ure on South Africa was going to accelerate
.military expansion. Such an expansion would involve greater
employment of human, material and financial resources in both
the militafy and civilian sectors of the country. It was
evident too that only the best usage would be acceptable and it
is common knowledge that maximum performance from personnél can
best be obtained whén they are so motivated that they are able
to perceive their paths of advancement in the organisation -
usually mapped out in detail in a career plan. Work on the
mobilization of manpower in.the South African Air Force révealed
that there were no formally structured career plans in existence
for either officers, warrant officers or other ranks; in fact
there were none in the whole of the South African Defence Force.
Subsequent investigations further afield showed that a similar
situation also prevailed in a great number of civilian orgdnisa—
tions: Shell, Mdbil, the University of Cape Town, to name bﬁt
a few. The result of such a state of affairs is that not only
are personnel generally unsure of their career progress, but
also organiéations are not using their staffs to their fullest

and thus not achieving greater effectiveness.

1.1, Advancement

What man in his secret heart does not dream and yearn for
that elevated position at the top? Yet to occupy this position
tequires more than dreams and wishes,. How do we account for

the aspirant, possessing. the required qualifications for the next



grade (or rank), the necessary experience and the desired per-
sonal~characteristics, not getting this sought-aftér and earned
position? Patently, more is required than qualification, expe-
rience and personality: one such need is, undoubtedly, the |

existénce of a viable career plan in the organisation.

Whilst other reasons for non-advancement or too slow advance-
ment 1in a chosen career can be many, varied and no doubt sound,
a deeper study reveals that a major common, but important
requirement to all careers, is the need.fo spell out and clearly
define the extent and cbntent of a career; 'Moreover, in the’
organisation, there should be‘opportunities for ad#ancément
of all persons and not only for a éhoseﬁ, lucky or favourite few.
1.2, Career

Many, but not nearly enough, organisations Qave career develop-
ment schemes. Some of these schemes are merely theoretical;
others, however, are'rewarding and practical, It appears,
furthermore, that only a few organisations implement éuch career
development plans. In order to comprehend what is meant‘by the
concept career development, the term "career" must first be

explained.

Among the many definitions available in contemporary literature,
two are giveh here as Being comprehensive as well as being acceptéd
universally, Webster's dictionary lists a career as "a coufse
of actidn; progress; conduct in life; or progress thrdugh life, ™
GUSFIELD (1) on the-'- other hand states that a career is "a long

term commitment to an occupation and/or a workplace in which an



individual places.hie economic chances in a particular occupation
or orgahisatiena" GLUECK (2) defines career "to be the way

the individual patternshis job related chores, such as selection,
training, promotion, and transfer, to achieve his lohg-run work
goals." All careers are ﬁot, however, succeesful. We need

to know what then constitutes the accepted idea of a successful
one, for this is the only way to the top of the tree!  The follow-

ing definition sums up the situation:-

"A successful.careerAis generally seen as one where
the new entrant rises steadily from one management
level to fhe next, until he reeches-retirement.
From being a specialist in a particular field, he
becomes an operational manager, developing into a
_generalist until he reaches his peek as a general

‘manager. He then fades away into retirement.!

Clearly the fimespan covered by a career ie long term and,
equally evident, it involves the fate and lifestyle of people.
Well known persons, like Mi Harry Oppenheimer, Mr Jan Luyt,

Mr Anton Rupert, to name only a few, could be considered as
having had successful careers.: Such people appear to generate
efficiency, attain high productivity, are dynamic and give the
impression that they are satisfied with life! They, therefore,
'must tehd to raise the effectiveness of their organisations:

that is to say they increase their organisations!' ability to
achieve their aims by the best means available_under the circum-
stances. The determination and formulation ef an organisation's
aims, are of utmoet importénce in long range planning. Thus, in

the long term, the formulation and uee of viable career plans



should be equaily important. According to GLUECK (3), however,
-this practice is not general in the U.S., for "In spite of
persuasive arguments that organisations should help plan

careers %or their employees, most experts find that few organisa-
tions do so." Sadly this is also true of South African organi-

sations which includes the South African Air Forée.

A formally structured career plan means thét the 6rganisation
commits itsélf in the main:= to develop its people to their fullest;
to provide satisfaction and_dignity for its employees; to reduce
.employee turnover (and thus costs)§ and to reduce thé hoarding
of high-calibre personnel - GLUECK (4).

If this statement is true then the implications should be speci-
fically evident to the S A Air Force, which.also does not

develop and use formal career pians for it's personnel.

1.3. The Aim of the Dissertation
The aim of this study is to demonstrate the advisability and
subsequent advantages to an organisation if a formally structured

career plan were adopted for use by it's personnel.

1.3.1 A Specific Result

One of the results of such an analysis would Be a model for
use by the Air Force.. This model needs to be simple (i;e.
easy to understand and use); reliable; valid and flexible and
capable of being adapted to computervsimulation éo that. up-to-
date information about cdreer trends‘and developments can

quickly be obtainéd and acted on.



1.4 The Concept of Research -

Career planning is a vital part of manpower utilization.

The effective use of the lafter is an essehtial ingredient

’
i

for guaranfeeing the continued survival of the organisation.

Both aspects are key considerations in the formulation of long
range plans. Clearly théh%imespan covered in a career is long
term. Career planning is, thus, inextricably linked to the
existence of the long range actifities of an organisation, It
is,'in effect, the iong range  plan for the organisation's
personnel. The basic,pfemise upon which this thesis is grounded,
is the acceptaace'of the fact %hat career planning is a depend;nt
variable of long range planning. ' Long range planning factors
determine the numbers and types of the elements of a éareer

plan which ought to be consideréd when personnel pursue chosen

careers in selected organisations.

The purpose of this exploratory study is threefold.. Firstly
it is to establish the advantages of using formally structured
career plans by hierarchically structured organisations.

Secondly it is to demonstrate the advisability of adopting
such career plans by comparing existing practices with the
proposed onés. Lasfly it is to investigate and recommend a
design of a career planning madel which could be used by an

organisation such as .the South African Air Force for its pilots.

1.5 The Formulation of Hypothesis

Thus the next logical step in our dissertation is the

formulation of our hypothesis. CRISP (5) defines a hypothesis



as é ®tentative theory or supposition set up and adopted pPro-
visionally as a basis explaining certain facts 6r felationshibs;
in the further investigation of other facts or relationshipsol
It is, therefore, an assertion that something may be true?
.stated in terms that.make it amenable to testing."® The Shorter
- Oxford English dictionary interprets hypothesis to be "a proposi-
tion or principle put forth or stated merely as a basis for
reasoning or argument, or as a premiss from which to draw a
conclusion®, | In essence both views.imply the same fhing: a
propoéal followed by the deduction of a possible solution.
Guided by these definitions and bearing in mind the aim of this
dissertation aﬁd the purposes of the research, we formulgte our
hypothesis: -~ |

"I the:deéirability of-a-formally structured Career Plan,
containing a career developmeht programme, a cqunselling guide
on the apﬁlication of the programme, an appréisal system to
measuie.performance and a model for predicting promotion vacancies,
were recognised by aﬁ organisation, it'!'s adoption should be Seriéus—

ly considered."

l

The complexity and vastness of the four prdposed aspects
of career planning envisaged in our hypothesis,bis evident. Due,
however, to the lack_of space in our thesis to argue eéch aspect ‘.
comﬂusively; ﬁe decided that the treatment regarding Counselling
and Appraisals would not be dealt with in_the_same depth as the_
closér related . aspecfs of a careerAdevelopment programme'ahd

a model for predicting promotion wvacancies.

It is accepted that the implementation of the personal practices



of manpower planning, attraction, selection, rewarde, proteetion,
eareer developﬁent, manpower control and‘evaluation increases

the effectiveness of an organisation, Likewise a formally struc-
turedbcareer plan, as proposed in our hypotheéis, would ensure
fuller development of an organisation's pefsonnel and give.them
satisfaction and_dignity. Moreover as stated befere, the USE

of sﬁch career plane reduces turnever (and thus costs) and the
hoarding of high calibre personnel. The inte'grity of these

last two statements depends on the acceptance or rejection of

our hypethesis°

. 1.6 A Contribution to the Knowledge of Career Planning

Career planning, as set out above, has a deceptively familiar

. ring. Only“some and not all aspects of career planning'ere usually
aceepted and used by organisations. Formally structured career
plans commit organisations to courses of action that many feel

are too inhibiting or unnecessary. Hence W.F. Glueck (1974) ‘s
observation in his book: "Personnel -~ A Diagnostic Approach':

M roesoso.moOSt experts find that few organisations (help plan
careefs for their employees) do so." The mix proposed in my
hypothesis suggests a practical combination'ef four major socio-
logical aspects of career-planning that would ensure increased
organisational effectivehess. However, to waylay a suspicion

that the hypothesie is old knowledge, numerous letters were written
by me to Institutions, Universities and Defence authorities both ‘
at home and abroad asking them if such a stﬁdyehad, to their

knowledge, been done before. See Appendix A : Determining the



Uniquenessvof the Thesis. The majority of replies (65%)
indicated that a similar study had not been done. This was not
only most encouraging but also confirmed that my thesis could
make a significant.cdntribution to the knowledge of career plan-
.ning. Organisations could profitably apply the proposed mix of
a career development programme, a counselling service, appraisal‘
and promotion~vacancy-prediction, The Air Force could use it

in working out wviable Career Plans for it's Pilots.

Having cleared the ground of doubtful ideas the investigation
can now proceed by determining what methods of reéearch should

be employed.

1.7, Methodolégy of Research

1.7.1  The Strategy

. Our first task in formulating our research plan is to select
a strategy. According to MURDICK (6). "Strategy must bridgé the
gap between the known and the unknown, between the data and the
soiution. The formulation of the problem provides the setting_‘
énd the constraints upon the strategy." .This is a reasonaﬁle

and acceptable explanation of a method of how to do our research;

The problem we face in this study is the enigma of why so
many hierarchically structured organisations fail to use career
plannihg for their staffs. We know that most of them carry out
_long range planﬂing, whicﬁ includes the manpower plan. The |
latter, in turn, should normally cohtaiﬁ the career plan. | This
formuiation of our problem meets MURDICK's reguirements of a
stratégyu Our selected strategy should thus answer the Question

s



of how do we demonstrate the advisability and subsequent advan-
téges of adoptihg a formally structured career plan. Thus we

conclude that our strategy should be:-
."Evaluate the effects on hierarchically structured
organisations, of adopting formally structured career

plans for their personnel.t’

1.7.2 Téchniques-and Tools

The next step for carrying.out our strategy is the selection
of techniques and tools., Of the many techniques in use we
select four which would clearly illustrate>the research opera-—
tions we wish to perform; They are : an.investigdtion of the
literature on career.planning; a étudy of S A Air Force con-
gruency with conceptual careef'planning; . the application of
the proposed career plans to organisations; and lastly a compa-
rison of current and proposed career planning practices in the

Air Force.

The tools required for carrying out our strategy are'the
same as those required for manipulating personnel flows: i.e.

they can be either mathematical or by computer simulation.

1.7.3 Implementation

There are three constraints applicable to the implementation
of our strategy f the career plan is confined‘to the four aspects
laid down in our hypothesis; only the career planning aspects

of long range planning are considered.
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In order to implement our strategy we starf with a survey
of the qontemporary literature on long range plénning leading
to the drawing up of a conceptuél career plan. Secondly our
studylof S A.Air Force congruency with conceptual career élan—
ning is done by means. of a questionnaire. This questionnaire
is answefed by aircrew at Air Force Base Ysterplaat and the
results statistically analysed. The third way of implementatiop
is the evaluation and drawing up of career plans_(subject to
our constraints) for the administrafive section of the University
of . Cape Town and for pilots in the S A Air Force. Lasfly the
current and propbsed practices of career pianniﬁg_in the Air

Force are compared and evaluated.

In implementing personnel flows by computer simulation we
bear in mind that models can>only be validated for those wvaria-
tions actually being tested. _ Thﬁs the validation of a model
as a whole would reguire exhauStive testing of all alternatives
open to us. While all models encounter problems of parameter
estimation, simulation is unique in introducing an explicit. ;

statistical variation into the model. DILL, GAVER AND WEBER,(7).'

The layout and development of the dissertation trace these
broadly stated phases of research. A survey of the studied

literature on long-range planning follows.
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PART 2 : LONGRANGE PLANNING

2. SURVEY OF LITERATURE ON PLANNING

2.1 Definitions of Planning

The Spanish Jesuit, Baltasar Gracian, observed three and a

half centuries ago:

"Think in anticipation, today for tomorrow, and indeed
for many days. The greatest providence is to have
forethought for what comes, ~What is provided for
»does not happen by chance, nor is the_man who is
prepared ever beset by emergencies. One must not,
therefore, postpone consideration till the need arises.
Consideration should go beforehandt You can, after
careful reflection, ect to prevent the most calamitous
events. The pillow is the silent Sibyl, for to sleep
over questions before they reaoh a climax ie far better
than lying awake over them afterwarde. Some act and
think later - and they think more of excuses than
consequences.  Others think neither before nor after.
The whole of life should be spent thinking about how

to find the right course of action to follow. Thought
and forethought give counsel both on living and achieving

2

success. "

As STEINER (1) .observed, Baltasar Gracian captured the
spirit of modern plaﬁning in words which fittingly set the tone
of his book: Top Management Planning. This Spaniard also

illustrated that planning was even then an essential human
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activity. The situation has since become more complex and
planning has become an even more essential and critical function

in human society of the twentieth century.

v There are obviously many definitions of>planning to be
found in preSent—day literature. . Some are givén here in order
that the view points'df the various authors can be understood
and planning appreciated in its many forms. So, for ihstance,
it is stated by.KOONTZ'&‘O'DONNELL (2) that "the most basic of
management functions is planning, the selection from among |
alternatives of future courses of action for the>enterpriseras
a whole and each deparfment within it. Planning is deciding in
édvance what to do, how toido it, when to dé it and who is to
do it. Planning bridges the gap from where we are to where
we want to go. Planning is a cohscious determination of courses
of action;.the baseing of decisions on purpose, facts and consi-
dered estimates," The essential nature of planning can be
understood through four basic principles: "(1l) contribution to
objectives, (2) primacy of planning, (3) pervasiveness of
planning, and (4) efficiency of planning.® | Truly a most com-

prehensive definition given by KABAT (3).

To SCOTT (h) "planning is an analytical process which encom-
passes assessment of the future, the development of alternative
courses of action to achieve such objectives, and the selection

of a course (or courses) of action from among these alternatives."

Again to STARR (5) "the term 'planning! is generally used
ambiguously by managers but a rational definition of planning
'can be obtained by contrasting plans and policies. A key-factor

/
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is the degree to which decision environments are répetitive;
‘stable, recurrent environments lend themselves to policy formu-—
lation wheréas transient environments (i.e. those unlikely to
occgr) require planhing." To ACKOFF (6) "planning is cleafly

a decision making process, but equally ciearly not all decision
making is planning. . Not so clear, however, are the characteris-
tics_thaf make it a special kind of decision making. It is
special in three ways: (l) ‘Planning is .qoo'anticipatory
decision making; _(2) ‘Planning is a system of decisions;

(3) Planning is a process toward inducing one or more future
states ﬁhich are desired and which are not expected to occur
unless something is done." _HARREN'(7) on the other hand, claims
that "corporate planning is not a process of méking tomorrow's
decisions today, but rather a process directed towards making

- today's deciSionsAwith.tomorfow in mind, and so that futﬁre
decisions may bé made rapidiy, economically and with as little
disruptiohuto the business as possible”. It is also interesting
to find that STARR (8) is very critical of how 1i£t1e executives
understand ﬁlanning. Accérding to him "planning is understood
by executives only in the most general terms, and discﬁssioh
about planning produces, at best, a vague communion." Later an-
argument ﬁill be introduced on the importance of participation

by top management SO thaf long range pians caﬁ be successfully
implemented. If STARR is correct then the planner has indeed

an extra task to perform: that of converting the top hierarchy

before trying to 'sell' his plans to the operational staff,

HAYNES & MASSIE (9) point out that "planning has long been

recognised as one of the basic functions of management c......
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- planning is concernéd with at least two major elements: (l) fhe
future.and (2) the relation between ends and means, between

goals and ﬁays of achieving those goals. ‘"This view ié supported
by NEWMAN, SUMMER & WARREN (10) who state that "planning is a
basica ﬁanagement task, one that has a major place in our overall
‘division of management functions along with organisation, leading
and controlling.;.o.....a Planning is much broader than compiling
and analysing information or than dressing up ideas of what might
be done. It is more than logic, imagination or judgment. It

is a combination of all these and culminates in a decision - a

decision about what should be done.n

It must Be clear by now that it is wéll nigh impossible to
define plahning in a way that would be acceptable to all. KABAT
(11) neatly.sums up the situation by saying that: "viewed din
anothér wéy, éomprehensive business planning is composed of
sfructural blocks of plans. The three principal ones are:
(l)'stratégic plans, (2) medium rangé programmes; and (3) short
range detailed plans and budgets. All these plans are obviously
interrelated." Perhaps it is not a remarkable cbincidence that
most of the definitions are extensions of Henri FAYOL's (12)
definition where he says that planning is "to assess the future
and make provision £Or iteeoe.soo." and this was voiced more than

50 years ago!

Before summarising the discussion it should be noted that
most of the definitions quoted contain common elements of impor-
tance. ‘So for instance we recognise that planning not only

develops speéific objectives but it also Qutlines the means to
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_be.uséd to obtaih them,. Furthermore coordination is involved,
a specific schedule is implied and last, and, perhaps most
important, pianning is a discipline or process of its own!

In conclusion, then, we can state that most definitions suggest
that planning is a decision—making process (some.say not wholly)
requiring an intellectual approach, imagination and fpresight.
All effective planning requires a thorough ﬁndersfanding of the

concepts involved.

2.2 The Fundamentals of Planning

Logically the first basic fundamental of pianning should be
the setting of objectives or targets. The.reason for this'is
that tﬁe assets 6f an organisafion, that is the skills of ifs
executives and employees, the physical, financiél and marketing
~ resources, can only be utilized to best advantage once the
érgénisation'knows what it ié trying to attain in the future.
The setfing of targets Should enable these skills to be expanded

and fruitfully employed.

A second step is that the resources of the organisation
should be matched to the market, thereby making the best use of

them.

The third step is planning for flexibility! This could
be done by concentrating the organisation's planning efforts on .
areas -which have a record of accepting new ideas and encouraging

the development of new businesses.

The fourth basic step of long-range planning should be the

selecting of a business which would be able to maintain a unique .
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position in its environment. Such a business could be a leader
in research and development, or patent protection etc. STEINER"

(13).

Two further fundémentals of long-range planning.deserve to

. bé noted: thé level of decision making and the step-by-step
approach. Judging from the nature of the fundamentals mentioned
above,.it is obvious that corporate loné—range planning can only"
be conducted ét the policy maker's level. The setting of objec~
tives or the facing of basic decisions on where an organisation's
' skills and reséurces are best used, cannot be taken_by staff

below this level.

With regard to the second factor, the step-by—sfep approaci
to planning, this.method has now becomé the accepted practice
mainly because of the féilure of other methods ARGENTI (14).
This approach, also known asvthe 5~step method of developing a
long-range plan GRAY (15), weighs all the important aspects in
turn and so allows the planner to arrive at a balanced appraisal

of where the best opportunity lies for the organisation.

Before embarking on the task of drawing up a plan, we intend
to look at some known conceptual'models of long-range planning.
This should give us a deeper insight into the applicationrof the

above concepts to the process of cdmprehensive corporate planning.

2.3 A Conceptual Model of Long-range Planning

It has been found, in contemporary literature, that most
conceptual models of long-range planning, i.e. comprehensive

corporate planning, include four major planning factors: (l)
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Business forecasts; (2) _StrategiclPlahs, which are essentially
sets of ébjectives, strategies and policies covering a time—span
qf five to fifteen years (and more in some special cases);

(3) A set of detailed functional plans covering the intermediate
range of two to three years; and (4) The short—-term one year
- plans and budgets.  Three conceptual models, which have signi-
ficantly influenéed confemporary planning.are: (l) STEINERva,
(16): structure and P;ocess of Business Planniﬁg; (2) ANTHONY'S

(17): ©Planning and Control Processes in Organisation;

(3) STANFORD RESEARCH INSTITUTE'S MODEL: The System of Plans (18).

/

STEINER'S Model was constructed after he had analysed a great
number of planning systems. He highlights thé three keystone
premises underlying any organisation's plahning effort: the
fundamental organisational and socio-economic purpose; thé‘sense
of valﬁes as used by top managers;-and the evaluation of the
environment. FEach of these makes a uniéue and significant
contribution to planning: The socio-~economic purposes réfer to
a society;s expectations from its business institutions if these
are to survive, the contributions of the other two premises are

self-evident.

He (STEINER) proceeds to illustrate the relative positions
and interdependence.of the three types of planning: strategic,
médium range and short range. Based on the strengths and weak-
nesseé of an organisation, longarangevplanning will only be
effective if future opportunities are exploited and obstacles

that may prevent the attaiﬁment of tﬂ; Srganisationﬁs objectives

are removed. Strategic long-range planning is thus, according to
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STEINER (19), "the process of determining the major objectives

of an organisation and of formulating the‘strategies and policies
that will govern the acquisition, use and‘disposition of resour-
ces to achieve those objectives®, It must be remembered that
strategic objectives can, however, be both long and shoft term
i.e. a course of action taken now to rectify a situetion, that
will have long term effects. Finally an office (or place)is
needed in the organisation from which the physical implementation

and review of planning efforts are made.

ANTHONY 'S model distinguishes two controlling aspects within
strategic planning: management and operational control. Whilst
his strategic planning is similar to STEINER'S definition, manage—
. ment control ie explained by him as "“the process by which managers
assure that resources are obtained and used effectively and effi-
ciently.in the accomplishment of the organisation's objectives",
Furthermore operational control is to ANTHONY'"the process of
assuring that specific tasks are carried out effectively'and
efficiently".,  The comﬁendable quality of this model isvits

significant stress on the way the flow of informetion is handled.

The STANFORD RESEARCH INSTITUTE'S (SRI) model, See Figure 1,
is of special importance‘to this paper for here is shown the
connecting link between strategic planning and manpower planning:
‘namely the corporate development plan. Furthermore, FERGUSON
_(20) confirms this by\pointing out that corporate planning:
(l).evaluates the effects of modified compeny operating strategy
and tactics on manpower;,(Z) evaluates modified recruiting,

training'andvplacement programs; and (3) determines the edequacy
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of current manpower resources in relation to future needs.

To return to SRI's model: the System of Plans. Fundamen-
tally this model is similar to STEINER'S and ANTHONY'S. The
strategic plan, in this case, leads to a corporate development
pian and an operational plan. The significance'of the corporate
plan in relation to manpower planning has already béen touched
upon and will be developed to a greater éxtent lafer on in the
dissertation., Further detailed plans flow out from the corporate
deveiopment and opefational plans and these are illustrated in

figure 1.

1
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Figure 1 The System of Plans
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An examination of these three conceptuaj_mode;s highlights
the fact that even in planning the basic‘problem—solving
pattern is béing followed ~ a must in decision ﬁaking. One must:-
(1) Determine and define the problem; (2) Gather all availéble
>and relevant facts affecting the solﬁtidn of the prbblem}

(3) Evaluate these facts and decide which course(s) 6f éction
should be taken to solve the problem; (&) Chdpse an optimal

alternative. STEINER (1968).
All planning finally results in a plan being drawn up.

2.4. The Plan
A plan can be defined as an ordered sequence of events or
actions which have to be undertaken in order to achieve some

specific aim. Thus a plan is a course of action, designed to

answer the five classical questions: What? when? who? where?
and how? And finally a plan also provides projected answers,

"within the context of an anticipated environment in order to

accomplish a specific set of objectives." - KABAT (21).

As previously mentioned, the most effective way of drawing
up a plan is to use the step-by-step approach. Three views of

this processare given: STEINER(1968); KABAT(1974); and ARGENTT(1968).

STEINER (22) starté his 5-step proceséoff with a céll that
oné should stért planning to plan! This is followed by his com-
prehensive second step which includes the specification of the
firms' objectives, forecasting of future prospects and measuring
the gaps'between the enterprise'!'s aspirations and prdjections..

Thirdly he proposes that strategies, to fill the major gaps,
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should be developedo As a fourth step he recommends that detailed
plans in the major functional areas of research and development,
production, marketing and promotion should be developed to fit
these strategiés; Fifthly and lastly he advocates the integra-
tion df the long-range and short-range plans as well as the

introduction of the neécessary controls.

KABAT (23), on the other hand, proposes the following five

major phases in drawing up a plan:

(1) Interpretation of the external environment in which the

- firm will be operating during the planning period;
(2) Establishing objectives and goals for the firm;

(3) Analysing the capabilities and availability of resources

which thebfirm has at its disposaly
(4) Developing the specific programmes to be undertaken;
(5) Evaluating the projected performance of the enterprise.

ARGENTI'S.(Z&) introductory step, in his corporate planning
process, proposes that a company's objectives sﬁould first be
determined and decided on. Secondly, a forecast should be pre-
pared and the probable error declared. For his.third step he
requirés that the planning gap should be calculated and the.
company's task decided.  Fourthly, a decision should be made about
the required constraints and means ayailable. Finally a flan

should then be drawn up!

The similarities and differences between these three authors
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are evident. Theirlmethods are, howevéf, but 3 ways of many in
existence4for developing long-range pians ~ others may be found
but the basic principles as formulated,~femain constant. The
planner needs only tb apply them to be reasonablf sure of com-
piling an outline of a viable longQrange plén. Shouid a planner
require a more detailed description of the éharacteristics of the
.plan itself and the considerations involved.in its formulation,
then by following the underﬁentioned éheck—list, given by XABAT
(25), he would.be sure of satisfying this need: (1) Scope,

(2) Complexity, (ﬁ) Depth, (h) Organisational lével and prepara-—
tion, (5) Organisational level at wﬁich Ehe plan is-to be applied,
(6) Environment in which the plan is made, (7) Environment in which
the ﬁlan Wiil operate, (8) Resources (men; money, materials, and
timé) invoiged in the plan, (9) Forward time of projection into
the future, (10) Timing of the plan (when will it start?), (11)
Deciéion points, (12) Certainty, risk and uncertéinty involved

in the premises,. (13) Balance, (ih) Integration, (15) Value of
the plan, (16) Cost of the planning process,v(l7) Authorship,

(18) Acceptance, (19) Ease of implementation, (20) Ease of control,

(21) Measurement features.

It is obvious from this discussion that the size of a compre-
hensive plan will vary according to the level of management and
the period of time involved.. Thus, for instance, the overall

long-range plan is the shortest and least detailed.

‘The most likely form of a long-range plan for an organisatibn

will be the foliowing:~

(1) A broad determination of objectives and targets



24

drawn up by top management. T

(2) General statements regarding:-

(1)

(ii)
(14d)
(iv)
(v)

(vi)

(vii)

C(viii)

(ix)
(x)

Company operations, including quality control
and‘similar matters.: | |

Supply sources.

Research and development programme (s).

Public relations

Finance : working capital, use of funds in
excess of operating needs, debt conditions,
dividends ete. |

Company organisation : distribution, practice
etc.,

Expected‘minimum levels of profit.

The markets to be covered.

Product lines and manufacturing standards.

Personnel :~ employment, enthusiasm, morale,

wages and salaries, career prospects, succes-—

sion plans, safety, working conditions and
welfare, So too must training, placement
and recruitment programmes and Sufficient‘
personnel to meet future needs, be broadly

stated.

The number and complexity of general statements of this type

will vary from company to company due to the kinds of activities .

involved, size of company and so forth. The personnel or man-

power plan is clearly an integral paft of the corporate long-

range plan.
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PART 3 : MANPOWER PLANNING

‘3. MANPOWER PLANNING

3.1 What is Manpower Planning?

Tom LUPTON {1),in his foreward to Angela M.BOWEY's (197L4)
"Guide to Manpower Plénning")describes the manpower planner's
brief as follows: |

. "Please give us in a language we can understand,
some praetical tips on what we (the managers)
have te'do now, if in the immediate future
(e.g. tomorrow) and in (say) five years' time,
we are to ensure thatvthe eseential jobs in the
organisation afe occupied by persons with skills,
competences, and other relevant personal attfibutes
(e.g. age, sex, temperament) ap?ropriate for the
efficient performance of those jobs.t!

This description provides a very good insight into the
sheer'eomplexity of the manpower planner's-job.and a note of

- caution to those who write about manpower planning! Continuing,
.LUPTON (2) says that: "The best laid plans can be frustrated,

it would seem, by unpredictable snifts in government.policy, the
uncertainties of labour markets,'unexpected technical and scienti-
fic discoveries, and shifts in_social valnes and expectations,
lto'name:just a few of the manpower planner's nightmares." The
effects of these actions hafe to bevcarefully eonsidered from -
both the individual's viewpoirt and from the organisatipnﬁs in

planning the best usage of available manpower.
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What then is manpower planning? Of tﬁé many définitions and
explanations available in contemporary literature a repfeéentative
cross~—section is given. | One such definition is‘from BEPT.vOF.EMPLOY
MENT AND PRODUCTIVITY (3):"Manpower planning may be defined as a
strategy for the acquiéifion, utilization, improvement and
preservation of an enterpriseié human resources." This defini-
tiqn is strikingly but not surprisingly, similar to STEINER'S (4)
one_of.stratégic planhing:_".n.....;is the process-of'determining
the major objectives qf an organisation and thé policies and
strategies that will governvthe acquisifioh, use, and disposition
of resources to achieve those objectives™". The inter-relation-
ship between long-range vlanning and manpower;planning is unde}

- lined: ‘the latter is an essential and integral part of the former!

TIMPERLEY (5) maintains that :v"manpdwer planning is»not
”simply a queétibn of predicting futﬁre requirements, but rather
a question of utilizing quantitative‘and qualitative.informafion
~as a basis.for the formulation of personnel policies which are
aware of, and adequately account for, the interaction pf_the
highly complex behavioural processess involved in personnel
movement." This definition is more an extension of vieﬁpdint

than a difference in meaning to the one already given.

BUCKINGHAM & NORTH (6) on the other hand : "suggest that
the purpose of ﬁanpower planning is to safeguard, -economically,
the future manpoﬁer needs of the.organisation,by the development
of manpower plans and prégrammes which would safisfy those require-
ments; thus in making a productivity bargain, an.economic analysis

of manpower needs is necessary."
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'GLUECK (7) uses "employment planning" in the same sense as . -
manpower planning. He thus defines.: "Employment planning is

the process by which management attempts to providevadequéte

human resources to achieve organisational goals.' Management,
knowing the strategy it has planned, and given the.current'environ-
ment and reéources, aftempts to match the needs‘of'this strategy
with human resourées." Figure 2 shows COLEMAN'S (8) illustratibn
of manpower planning and pfogramming. Once an organisation has
set its objeétives itté;n proceed to determine it's needs for
manpoﬁer. Thesé needs can be then weighed against its current
stock of people and so determine its net needs. "In order to

fill these needs, manpower is then acquired? developed or, in

some cases, contracted for.

Organisational objectives
and Plans

Gross Manpower
requirements

Manpower
inventory

Net Manpower
requirements

«

Manpower programs

Contraction Expansionj - Ad justment

FIGURE 2 ‘ Employment planning Flow Chart

Source: Bruce Coleman, An Integrated System of Manpower
Planning," Business Horizons, 13 (October 1970) :

pp 89 - 95.
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WELLMAN (9), in talking about the availability of labour'
(i.e. manpower) and the'position it should occupy in the counsels
of an organisation, saYs : "a..:;.. it shoﬁld be recognised that e
labour is a factor-input as critical to the activities of an
enterprise és is capital investment and should bé accorded a
say in the basic high level strategic planning of the firm énd
an appropriately large R & D budget."®  He points out why thi$
should be so by providing us with two simplified models of man-
powér planning. In Figure 3 he illustrates a procedure whereby
a manpower plan- could be produced bﬁt "which is clearly subordi-
nated to the other plans and can feed-back into earlier plahs

only with the greatest difficulty."

Marketing
Corporate Objectives % Objectives
Process \ICapital s{Manpower Plan
Technology| Budget
‘Capital
Availability ‘ AN

FIGURE 3 Sub-optimising Planning Procedure
Source: Glen Wellman, Practical Obstacles to Effective

Manpower Planning, Personnel. Review, Volume 1

Number 3, Summer 1974,

In Figure 4 Wellman shows an optimising procedure
tdesigned to improve planning efficiency by attempting to optimize

all factor—inputs_simultanedusly for the entire enterprise system."
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Capital
Availability
Manpower
Marketing Factor Input Planning
Objectives Reqguirement

Corporate Capital n
Objectives ' o Budgeting
Identified Process &
Capacity Behavioural
Constraints &} Technologies
Marginal
dis—-economies

A

R & D Objectives
Policy| ~—— Attainmentlc
Maximising
Plan
|
FIGURE 4 Total System Optimising Procedure
SOURCE: Glen Wellman, (ibid)

From the above definitions and illustrations it is possible
~to distinguish three stages in the blanning pfocess: Pirstly,
we need to establish the extent of present resources; secondiy
a prediction of manpower required to attain organisational
objectives should be made; and thirdly what needs be done now

so that the necessary resources are available when required -
that is to say a Plan has to be drawn up. Obviously all three
'stages‘are inter—relatéd and interdependent. For instance,
should there be a labour shortage in meeting a given sales
target, then the Plan must show one of twb things: the térgef
is not feasible or provision must be made to overcome this short;

age - such as new production methods, more overtime and so forth.
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Such action may well affect the prediction of future requirements

in the organisation.

wpse

In‘fhe event that criticism is made that our examples are
all taken from the business administration literature, we'want,
by way of explanétion, to emphasize thét,most organisatibnai_
structures are based on business practices. Thus we have used
this opportunity to draw our illustrati&e examples from that
source. Lafer on we will.use examples which are more closely
related to our two topic ofganisatioﬁs: the aircrew of the
South African“AhﬂForce and the administrative staff of the
University of Cape Town. We round off our discussion by show-

ing and explaining a manpower planning diagram.

STAGE 3

A 'MANPOWER PLAN Tttt

[ ‘ . I
'Recruitment and Recruitment, Training, Revised dutput;
Training Overtime, Sub-contracting, productivity etc. -
Requirements Wages, Utilization assumptions

o ' Career Planning etc. R, ‘

t 4 1 o ¢

1 Q'\f : 'QQQ :

f &> FORECASTS OF FUTURE LABOUR @, :

' ' ) i

v ; J \ v
Stage 1 COMPANY 'S Output Stage 2
SUPPLY BUSINESS —~Sales —3 DEMAND
Analysis of: OBJECTIVES| Fore- Forecast of:
Labour Resources casts Labour Require-
Forecast of Supply ments.
Analysis of Wastage : ////Zx |s\\\\\
Existing Stocks  External o Labour Output per

Chanses i Labour Utiliza~- Head or Man
rang n Market " tion hour

Hours and

Conditions Influences

FIGURE'5 Diagrammatic presentatibn of manpower planning

Sourée: Company Manvower Planning, London, Her Majesty's
Stationery Office, 1968, p. 3.
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A study of the diagram shows that manpower planning invoives:

"1, Defining overall objectives for a given period ahead
(eo_g° in terms of £ millions sales, output of certain
goods or services, proportion of national or inter-
national market, etc);

n2, converting these objectives‘to manpower.(or‘man/hour,
man/day) requirements, taking account of cnanges in
productivity, methods, product 'mix', étc.; |

"3, eéstimating how many of the existing labour force in
different occupations or grades will leave the company,
or their present jobs, during the forecast period and
how.many will have been trained to replace‘leavers;

nl, considering what effect changes in working hours; and
holidays will have on the labour force;

"5, assessing the possibilities of recruiting extra .men
and women to make good losses from wastage and to
meet additional deman@s;

"6, detémﬁﬂﬁng where and when critical manpower shortages
are likely to arise; and

7., deciding howmtn;ee.enorteges>oan best be overcome (or
how the company should 'adjustfvto them)." - thus

DEPARTMENT OF EMPLOYMENT AND PRODUCTIVITY (10). What is not said
sﬁecifically but which‘could be inferred with certainty is that
manpower planning influences the personnel effectivéness of an
organisation and hence policy formulation. A more recent work,
GLUEQK.(ll) pertinently illustrates and expands this last point.
Figure 6 nighligntstdthose factors which are most important for

effective man power planning:-~ economic conditions; goals of
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controlling -interests;'Government requirements; the nature of

the employee; and the nature of the task,

Trade union reguire-—

ments (when applicable) and the leader's (Qr chief's) style and

.experience are important too -~ all reasonable and acceptable.

FIGURE 6 (adapted) : Factors affecting policies and organlsationnl offectiveaoss,

SOURCE: Willinm F., Glueck, Porsonnel: A Diangnoatic Approach, Dallas,
= Inc, 1974, p. 100.
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3.2 The Need for and the Implications of Manpower Planning

No organisatioh is likely to compete effectively against its
rivals if it allows a shortage of personnel to develop for any
significant period of time. Vacancies, especially for highly
qualified personnel, muét be filled quickly otherwise the effi4
ciency of the orgadisation will be lowered and output schedules
interrupted. Overmanning, on the other hand, will cause an

under~utilization of personnel which in turn results in high

labour costs and lower profits.

It thus follows that the main reason fof manpower pianning is
that it will enable the organisation'to discover timeously where
labour shortages are most likely to develop or where there is an
inefficient use of personnel., This is fofecasting. It helps to
highlight potenfiai trouble spots. FEarly action allows manage-
mentAto qontrolvlabour costs and thus the future profitability

of the firm.

Furtherﬁore, manpower plénning provideé the input data for
mény,personnel functions such as: the détermination of recruitment
levels; anticipating redundahcies and avoiding unnecessary dis-
missals; determining optimum training levels; providing a basis
for management development programmes; costing the labour element
in new projects; assisting productivity bargaihing; assessing
vfuture acéommodation requirements; selection of personnel; the
promotion of personnel; and career devélopment (planning).

Formal manpower planning leads to efficiencies by reducing



excessive hiring, training and transfer costs 'VETTER;(12)’and

'so to greater organisational effectiveness.

In today's environmeﬁt formal manpower plénning is a
necessity; The size and complexity of organisations, new
technoiogy and population changes have made informal methods of
manpower planning obsolete for all but very small and stable
organisations - BURACK (13). Increasingly organisations of
whatever size are finding formal planning useful in achieving

their goals both effectively and efficiently GLUECK. (14).

Whilst the-above precepts have been discussed with fhe civilian
commercial organisation as basis, these precepts are found to be
eQually gpplicable to the "public" administration in generalvand
the Air.Force in particulér. Warfare is primarily labour inten-
sive, or ﬁas been so in the past. With the advances in technology
the ﬁilitary dependense on large numbers of a{rmen, has diminished.
Airmen possess greater skil;s and education now. Moreqver they
control weapons which possess frightening degrees of destructa-
bility: e.g. nuclear armed aircraft and missiles; orbiting
satellitss containing atomic, biological and chemical agents to
name some. The achievement if this.state of control, howevér,
involves more highly specialized and refined training programmes,
as wéll as the acquisition of sophisticated, complex and advanced
weaponry and 6ther lethal equipment. Equally important is the
fact that a large proportion bf ailrmen now possess university

gualifications. They are not "keen®" to risk their lives as plain
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rgun fodder"! This is a morale problem. Motivating airmen to
join up and be prepared to fight needs to be éarefully and mefi-
culoﬁsiy considered in mobilization planning. The conseéuence of
‘error if this is not done? is self evident. Thug'the adopting
of formai manpowér planning methods - including careef plans -~

can likewise onlyvbenefit the Air Force.

3.3 Personnel Functions

As previously stated manpower planning provides the input
data for many personnel functions} A brief and general discussion
of these functions follows as a prelude to the supply and demand

aspects of manpower planning. ‘ .

3.3.1 Recruitment

A realistic recruitment policy should be based on- the:future
requirements of the organisation. Theée requiféments'afe.influencéd
by wastage rates such as: retirements; deaths; ill health retire-
ments; resignations (voluntary and involuqtary); and redﬁndancies.
Sengible'anticipation'df these demands, as well as allowing for
‘possible future expansion of the organisation, éhould ensure a
balanced and even flow of recruits. Such action will prevent

future wastage problems and promotion bottlenecks.

3.3.2 Redundancies

Should manpower planning forecasts indicate that future
personnel needs are likelf_to be reduced (found redundant), then
the organisation is facéd with the problem of how to control the
rundown of the current laBour to the anticipated future'level. 
Generally the demand for personnel can be reduced by: normal

wastage (attrition);'reducing work-hours (or other sharing devices);
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transfers within tne-oréanisation; or dismissals. Redundancy
programmes, however just, harm the organisational image, are
costly énd damage recruiting prospects in the short-term

JONES (15). For obvious reasons they are not to be lightly
resorted to by military organisations‘like the Air Force. Man-
power planning should provide enough warning time to the orgenisa-
tion to enable it to use transfers and wastage schemes as alter-
natives to dismissals. If dismissals cannot be avoided, a
reasonable period ef notice‘should be given: the confidence and
understanding of employees would thus be retained and mofale’
maintained. | However, with the present tense political situation
prevailing in South Africa, military expansion is increasing. It
. is, thus, tunlikely that redundanciesvin the Air Force are possible

in the foreseeable . future.

3.3.3 Training

The forecasting of manpower needs is,‘understandably, vital
to traininé schemes. These schemes mnst in‘tnrn be related to
the anticipated job requirements existing at the end of the train—
ing periods and afterwards. For this reason training officers
need estimates of numbers of future members, of skills and the
occupational structure of the organisation. Such knowledge is
especially important when the training is iong: in technical
apprenticeship training and aircraft pilot training, for example. -
- In the interests of both the individual and the organisationlthere
must be certainty that these skills will be.the ones needed in
the future and that members eould be retrained to new skills
should snch need arise, e.g. a Boeing'727 pilot eonverting to

helicopters or a fighter pilot converting to bombers.
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3.3.4 Costing Labour

There is no basic demand for actual people for the organisa-
tion.- The demand is derived from the demand for the services
the organisation offers. An evaluation of the likely demand
for these services is,‘therefore, necessafy for predicting the
demand for.labour. But the costing of future projects or develop—
menfs can only be realistic if this demand for labour is also
.costed. An under-estimation of ﬁanpower requirements will lead
to under costing éf the project with resulting reduced profits.
It lab&ur was over—estimated a wrong conclusion may be reached
that the project is too expensive and sh&uld be abandoned. The
amount andvquality of labour must, therefére, be carefully cal-
culated to enable management to make sound decisions on whether

a project or development or service should be pursued or given up.

'3.3.5 Productivity Bargaining

This is an agreement between management énd labour ih which
increased wages,reduced working hours or any other benefits are
given to the workers in exchange for better working mefhods or
" practices, which should result iﬂ higher productivity. In a
lpﬁblic service, like the Air Force,prodﬁctivity bargaining is
. not possible because it is not allowed.  Even in the University
‘context it is difficult to imagine such a prdcedure being resorted

to, but within the commercial environment this is a way of life.
The success of productivity bargaining depends on the benefits
each party sees accruing to itself as a result of these efforts.
It does mean; though;.that a more systematic and critical
appraisal of presgnt'methods and practices must be ﬁndertaken.

For management productivity bargaining will involve an assessment
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of future personnel needs and hence manpower costs. ‘Manpower
planning is clearly essential to successful productivity bargain-

ing!

3.3.6 Future Accoﬁmodation or Operating Bases

‘Organisations that grow.in size and diversify their operations
~like the Air Force at present, need to forecast their future man-
tpower requirements. Such forecasts will enable them toApredict‘
‘the type, quantity and quality of futuré accommodations or bases
needed for expansion. Should plant locations or airfields prove
to be too small or inadequate, then estimates of the number of
bases required may help to determine whether expanded éperations

should be located elsewhere or present facilities extended.

3.3.7 Seléction'of Personnel

” The‘advent of the last two World Wars broughf tremendous
selection and placement problems: large.numbers éf men had to be
selected and placed in many different kinds of work quickly and
efficiently; Selection pfocedures and processés have since been
studied in detaillby psychoiogists and personnel specialists:
consequently this personnel fﬁnction is now in é mature stage of
developmeﬁt. ' Many reliable and valid technigues and methods

are available for use by organisations.

.Seléction aims at fhe best matdhing of people and positions.
The most imﬁoftant factors influencing personnel policies and
organisational effectiveness, in this-case are, the’nature of the -
employee and the nature of the task to be performed. ~ Others
.are the attifudesfof co-workers and the formal leader of the

workgroup. (For a diagrammatic illustration see Figure 6 on pageBh)
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The infer-relationship between recruitment and selection, i.e.
the need to fill a position, in an organisation, by selecting
the most appropriate person from outside sources, is clearly

observable in the concepts of manpower plahning.

3.3.8 - Promotion of Personnel

By matching the supply and demand of mahpower, management

' knows howvmany persons and of what type it heods in order to fiil
vacant positions within»the’organisation by pmeotion or training.
Many organisations only recroit personnel from outside initially
and then train them to fill subsequent appointments on promotion.
This closed career system gives loyal employees a sense of security
and a fair chance of promotion: most personnel favour this approach!
However, it happens sometimes that éh organisation has grown so
stable that it becomes set in ifs ways: 1its growth.has reached
a'ﬁsteady sfateﬁ;"In such céses, promotion from withiplmay’be
detrimental and new blood, through recruitment from outside, might
be necessary to provide the organisation with the proverbiai "shot

in the arm" remedy. GLUECK (16).

The evaluation andvpromotion of both managers and employees
(non—managers) are important elements in career development and
wiil be discussed separately and in greatér detail later in the
paper. Sufficé it to say now that promotion schemes cah be both
formal and informal. A formal scheme will; more likely, be used
by the éreater organisations rather.than the smaller ones. Pro-
motion practices and policies according to GLUECK (17) are integral
parts of manpower planning in which Governmeot and Trade Union

requirements, the size of the organisation and the nature of the

task (to be peffofmed on promotion), are the most important
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factors influencing the personnel policies and the effectiveness

of the organisation.

'3.3.9 Refresher Training

The best efforts at the evaluating, selecting and promdting‘
_of managers cannot ensure that they will stay abfeast of all the
tiknow~-how" required by the positions they occupy; or remain

quaiified to handle their new positions; or remain motivéted as
they get older. A manager who does not keep up wifh a developing

and dynamic environment will soon become managerially obsolescent-

he no longer performs effectively.

The aim of refresher training programmes ié to ensure that
suitably Qualified managers are availaBle to fill vacancies as
they arise. The careers of individual manégers must be planhéd
“in detail not normally attempted at‘other levelé so that the
right man can occupy the right managerial position at the right
time thus.guaranteeing"the‘organisation's continued survival '

and success.

A clear and understandable parallel can be drawn with.fhe'
officers! element in the Air Force. This element is the mana-
gerial one and normally operates under the name of cdmmanding
officer: Flight Commander, Squadron Commander, Wing Commander,
Station and Air Base Cbmmander° The development of.the officers
as ménagers is mostly undertaken by the Air Force College, which
offers a number of specific training and military education courses.
TheAcoursesinclude Land/Air Warfare operations, administration,
military law, staff and command training’to name only a few.

A training programme like this is so designed that successful
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~officers are capable of staying on top of their jobs as managere.
Technically, of course, they will receiveespecific and advanced
“training elsewhere to cater for the need to remain highly skilled
and proficient in their varioﬁs roles of pilot; navigator, etc.

The most advanced military education course (for.Colonels and-
higher ranks)‘is.given at the S. A. Defence College; It comprises
of joint staff training, i.e. Air Force,'Armyvand Naval staff work,
stfategic studies (hational'and international) and an evaluation
of size and shape of the South African Defence Force in the next
decade. with the aid of this typevof managerial develoﬁment the

Air Force tries to ensure it's continued survival and. success!

3.3.10 Career Development Planning

GLUECK (18) and BOWEY (19) consider career development as one
of the most'important functions in an organisation. Careers
are fof peopie,énd orgaoisations consisf of people;‘A If the
organisation's people are happy, efficient and loyal then the
organisation benefits. We suggest that to get personnel in this
condition, requires career development which should be eet out in
formally structured eareer p;ans. ‘This is also the central.theme

of our dissertation.

We conclude our brief survey of certain personnel practices.
Moreover we are now in a position to tackle two‘of the three stages
of manpower planning: the analysis of the demand and supply of

personnel.

3.4 Analysis of the Demand of Personnel

Before embarking on the main phases of the manpower planning
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process, the organisation will have té define, as precisely as
possible, the objectives it wants to achieve and the overall
strategy through &hich it hopeslto achieve these. This, as we
- have Seen, should have been done during the long—fahge planning

stage.

DEPARTMENT OF EMPLOYMENT AND PRODUCTIVITY (20) s-uggest that
the phases Qf the manpower planning proéess should include answers
to the followiﬁg: which fields should the main éffort be concen-
trated on?; what is the size of the.overall market aﬁd what is
the organisation's anticipated.and desired share Ofvif?; are
the resources, manufacturing and sales capacities needed by the
organisation adequaté to take fullradvantage of the markef poten-
tial?; are production and marketing plans and targets prepared

as far ahead as possible? .

Throughout this process of preparation, the organisation must
take into account the constraints of available resources of men,
materials and finance. These constraints will set 'limits on what

can realistically be hoped to be achieved.

Before final decisions are takeﬁ, firm tafgets selected and
budgets agreed on, the implications of manpower in the plan must
be examined. It is vital that continuous feedback exists‘between
the stages of this long-range planning processﬁso thét the effects:
of the constraints (if any) can be adjusted,_e.g. anticipated |
shértéges of skilled éraftsmen may limit the raté at which output
can be exﬁanded: the sales target is reduced and altérnative
productién sourcesvhave to be created..  The assumption here is

that the forecasts of demand are dependent on other planning
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decisions. Although this is an. over simplification forecasting

labour demand is in essence, "an effort to translate organisational

plans into employment needs" GLUECK (21).

3.4.1

Methods of Fbrecasting

The methods used in forecasting Varyvfrom the informed opinion

of managers within the firm to very sophisticated Statisfical.'

techniques and mathematical methods. COLEMAN (22) contends there

~are five basic ways of forecasting total employment requirements:

l.

Expert estimate: An estimate is made by a combihation

of systems familiarity, experience, and intuition on.

- the paft of the expert.

Historical comparison:  An estimation is made by Break—
ing the new.system into subsystems similar to those .
already inveXisténCe; Data oﬁ the known systems are
retrieved from information librarieé and provide thé

basis for the manning estimate of the new system.

Task analytic: An estimation is made by a detailed

analysis of the system requirements, establishment df

mission profiles and ground equipment functions, defini-

tions of specific tasks, and a clustering of tasks.

Sovereignvfactors: An estimation is based upbn identi-
fication of one or several factors that correlate highly

with the item being estimated. It avoids the task of

vCOmpleX manipulation of multiple variables.

Modelling: An estimation is made by the use of decision
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models such as PERT, linear and dynamic programming,
and multiple regression expreséion. It is typified by

its dbjective and explicit nature.

A method that is #ést for one organisatioﬁ is not necessarily
so for another."'Ideally a series of forecasts should be worked.
out‘using different methods and a comparison made withithose
derived from imformed dpinion bf mahage?s; - It is prudent; how~
éver;‘to assume that forecasts will be inaccurate to some degree -
‘véither because it ié-difficult to measure accurately the effects
of sdme known chﬁnges or because the assumptions on whi;h the

forecasts were based prove mistaken.

Some of the techniques used in forecasting labour demahd are.
quife-sophisticated (e.g. the Delphistechnique and certain statis-
tical méthods). The use>qf measures of productivity in manpower
forecastingvappeafs straightforward. .Output dividedvby labour pro-
ductivity gives the number of man-hours required to complete the
task. There are,‘howevéf, difficulties: exact measures of
productivity are difficult.to obtain for the current situation,
let alone for the future. The main difficulty arises from the’
measurement of output: measures of change in output may be mis-
leading because of changes in the organisation's product mix and
quality and.becausé of fluctuations in the price level of raw
material and other price levéls, etcov‘ DEPT. OF EMPLOYMENT AND
PRODUCTIVITY (23). The use of the "value added" concept gets
over the problém of fluctuations in pfide although there is still
the‘possibility that the selling pricebof the goods may fluctuate

for other reasons . than change in the quality of output.
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The value added concept is defined as the value of output in

constant prices less the cost of intermediate gobds and services
consumed in the production. The proportions of different pro-
ducts in the. total output must remain constant (or nearly so)

over the forecast period to ensure reliable forecasts.

Férecasting by means of productivity measurements requires»a
sales forecast_as set out inthe long range plan of the organisatiéh.
Moreover, we need to know how productivity has changed over the
past years in the particular department requiring such a fore~
cast.' This calculétion should enablevus to fit a productivity
trend line to the data. Using statistiéal analyéis we can deter-
mine whether the pattern appears consistent or not. If the result
is positive theﬁ the trend line offers a feaéonable basislfor
forecaéting productivity. However, before any relianée is placed.
on.the past trend,.changes in the department.and organisation

have to be carefully evaluéted.

A foreéast can now be made: divide output'for the forecast
year by the productivity rate anticipated fqr the year. Thié
will give the number 6f personnel required by the organisation to
. fulfil the output target. DEPARTMENT OF EMPLOYMENT AND PRODUCTIj
VITY (éh). An application of this method is given in the follow-

ing section.

There are mahy methods used for forecasting the need fof tbp
management or other key personnel. They‘differ from the one
pfeviously described. Onevsuch method, the "bottom up" approach
to'manpower planning is worth mentioning.' This téchnique involves

an analysis of personQby person, Jjob-by-job needs now and in the
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future for each organisational unit. By analysing present and
future requirements of the job and other skills of the incumbents,
this method focuses on quality requirements. It is, however,

time consuming and costly. GLUECK (25)°

3.4.2 A Theoretical Forecast Example.

The above principles of manpower demand forecasting can be
illustréted by meaﬁs,of a theoretical example. Imagine, if you
will, that No 1 Air Depot of the South African Air Force is
asked by Air Force Headquarters to give a forecast of the number
of airmen required in 1982 using the present (1977) data as the

- base for their calculations.

Assume that the 1977 data are.és follows: Added value for'thé
year - R5 000 000; Average number of airman employed during the
year - 400 Number of weeks worked - 52; Avefage hours per week
worked per airman ; 4O hrs p.w. Thé total hours per workman for
the year is fhen::ho x 52 = 2 080 man hours; and the total man. -
hours for 1977 is - 400 airmen times 2‘080 man hours per year =
832 000 man hours. Producfivity, i.e. the value added per man
hour, =.Added value divided by the total marthours - R5 000 000 +

832 000 = R6 per man hour.

For 1982 assume a planned valug addéd of 50% over the 1977
figﬁre(hmeh)theincreasing infernational tehsion, poésibly new
deveiopments inAéircraft and the likelihood that more airmen
will be called up for duty.. Thus the figure woﬁld be R5 000 000 +
50% (R5 000 000) = R7 500 000. - Also assume that productivity
is eXpected to be 15% higher énd thus in terms of value»added

we obtain: -15% R6 + R6 = R6,90 per man hour. The required man
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hours for 1982 can now be derived by dividing the value added
for the'yéar by the cost of a man hour: R7 500 000 + R6,90 =

1 086 956 man hours. If, as a refinement, ﬁevfurther assume
that the hours of work will decline by 5% per week fo 38 hrs per.
wéek for the 52 weeks of the new year, i.e. 38 x 52 = 1976 hrs
per airman for l982vthen the number of airmen reqﬁired.can be

obtained by dividing the total man hours by the hours worked per

air man: 1 086 956 +.l976 = 550 airmen.

3.5 Analysis of the Supply of Personnel

The estimate of the size of future persdnnel strengths in
particular occupations or skills, is the purpose of persoﬁnel
forecasting. The difference betweeﬁ the demand at a forecast
date and the number of employees now with the organisatidn énd
“who remain until that date, makes up the recrﬁitment needs for
the organisation. Thus if demand falls short of the‘ekpected
supply some redundancy, transfers or early retirements may be
unavoidable. DEPT. OF EMPLOYMENT AND PRODUCTIVITY (26). Unless
current and future supply posifiéns are related to future labour
demand, -the latter alone will be of limited wvalue. An analysis
'of the supply of personnel includes investigating current labour
resources: changes in the labour fofce; turnover - fo?ecasting for
replacements; the effects of changes in the conditioné of work; .

and external supply factors.

3.5.1 ' The Labour Force

It is.important that as complete and accurate a'picture'as
possible of available existing resources of labour should be

known.  Moreover, an estimate of how much of this stock will
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remain by the end of the forecast period is essential. The
extent of changes within the organisation and the.external
influences affecting the future supply of labour available to

the organisation must also be assessed.

The labour market for pilots for the South African Air Force

) ie rather restricted and Sophisticated: the applicant (in his
teens) must pass a strict flying medical examination; possess a
recent matriculation (of equivalent) certificate with mathematics

‘as a passed subject; and be successful in an aptitude test for

; manual dexterity - that is the smooth co-ordination of. hands and

g feet moyements required to manoeuvre an aiferaft. In ﬁeriods of

| flourishihg economie conditions it is found that this market
‘becomee even smaller as fewer youths find the military life attrac-

tiée enough to join up:. to a degree during.poor economic conditions

the revefse was also true ~ more would enlist just to have avjob

| when jobs were scarce. (OWN RESEARCH, 1979)

Whilst in command of fhe Air Foree's-personnel section ih 1975
I found that the retention ef pilots in the Service depended largely
; on prevailing service conditions: adventﬁrous and rewarding assign-
i ments; recognition of and the rewarding of achievements and efforts
g and also good promotion prospects. ‘Should an expansion occur -

such as can be experienced in mobilizing for a war situation -

~ then promotion opportunities increase, with the resultant increased
t attraction of military flying, In stable peaee condifiohs, on
the other hand, Air Force services are usually reduced: and airline
flying and higher pay become greater attractions: demand being

less than supply with results already stated in the leading para-

i
\’/%raph.
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The accepted‘main ways of analysing a firm's labour force are
glso apﬁlicable to the Air Force pilotvrequirements: departmental
and operational functions, occupations, skill level and status,
qualifications, training and the age strusture. Here the depart-
ment is the Air Force itself and it's operational role is aerial
offence and defence. The pilot's occupation is flying (in con-
trast’to the various other musterings of navigators, flight engin-
eers, radio operators,,etc). -Skill levels of pilots vary ﬁith
'experieﬁce, age and thus rank (status). Figures 7aﬁd.8 graphi-
sally illustrate the average age on promotion.of pilsts in the

S.A. Air Force and the administrative staff at the University of
ACape Town as a comparitive civilian organisétion; In both‘cases
ths inconsistency in ages at which officers aré promo ted is most
noticeable - the lack of a properly structured.career deveiopment _.

scheme being mainly reponsible for this state of affairs in both

cases.
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Moreover, a pilot may pOssess many different types of service
and academic quaiifications. Serviée—wisé he can be qualified as
an aircraft captain on many diverse types : h—engiﬁed transport
Cc-130 Hercules; 2—-engined maritime Albatros;: h—engined V.I.P.
Viscount etc.; be a staff trained officer in the Air Force or in
joint Services; be a flying or navigation instructor; a weapons
ihstructor, etc. Academically he could be a Bachelor of Militéry
Science (B.Mil) - obtained at the Military Academy in Saldanha
énd/or possess other ﬁuré academic degrees obtained at the normal
civilian universities. The poSsession of such qualifications nRoOr-—

mally"'goes hand;in—hand with increasing age and higher rank:

the higher qualified officer is usually also the senior.

3.5.2 Forecasting for Replacements of Pilots

A pilot is a multi-skilled individual in both academic and
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' military senses: he has to be in order to survive and carry out
his task in today's sophisticafed technological,and supersenic
environment. In Air Force manpower forecasting and planning an
estimate is made of the type and number of pilots who are likely
to be lost through wastage over the period being forecasted.
Where the pilot strength is expected to increase due to partial
or full mobilization, an estimate of the number of replacements
needed to balance wastage is added to the figure of additional
needs due to this expansion before recruiting and training pro-
grammes are derived and embarked upon. Should pilot requirements
be falling, on the other hand (due to the onset of stable peace.
conditions) then future wastage rates have an important bearing

on the size and timing of the necessary redundancies.

In the Air Force wastage is defined as losses of staff due to
age retirement and exits en completion of short service commnissions;
initial training failures; and lastly due to deaths, invalidings,
voluntary &ithdrawels, cempassionate releases, dismissals etc.

. In addition}allowance‘is made for pilots whe are transferred or
promoted to other branches of the Service. It is clear that
wastage has to be measured. The conventional method is to dividev
the number of pilots leaving-the Service during a specified period

v(usually a year) by the average number of pilots in the Service

during the same period and to express the answer as a percentage.

According to DEPT OF EMPLOYMENT AND PRODUCTIVITY (27) a number
of general conclusions'about the factors governing wastage are

supported by numerous research studies which have been undertaken

" since the second World War:
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1. Wastage tends to decrease with job tenufe, of the length
of time in a.,job° This is sometimes generalized to
length of service with the company as a wholé. There

is conflicting evidence of the extent to which wastage
is a function of age; although in many cases it is clear
that iength of service and age ére theﬁselves highly

correlated.

2. Wastage tends to be higher amongst unskilled than

skilled workers.

3. ‘Wastage tends to be higher among women than men at

most skill levels.

L, Wastage is related in someway to a number of measures
of employment in the economy as a whole or in particular .
labour market areas. When, for example, unemployment

is high, wastage tends to be.low, and vice versa.

The S.A. Air Force's method of forecasting repiécements for
pilots is based on the replacement of losses on a yearly basis.
Clearly such a method is not satisfactory.  Some wastages can
be forecasted with great accuracy, e.g. age retirements, but
most others cannot. A pilot leaving the Service on ill-health
fetiremehf, for example, cannqt be replaced by acquiring an addi-
tional recruit because persons with similar current skills are
usually not found outside the.SerVice, A more suitable.fore—
casting method will have to be found or designed, to cater for

the exigencies occurring in Air Force work.



55

3.6 Manpower Planning Models

Because they lend themselves to formal models, oniy staffs
with an ordered hierarchy are considered; like the Air Force,
University etc. In these organisations, as in most others, a
growing attentionfto long—raﬁge planning is required. TheIAir
Force and the University greow in size and diversity of dperations
and try to cope with the.challenge of technological change -~ in .
enemy weapons development or advances in aéademic education. This

forces them to make increasingly sophisticated long-range evalua-—

tions of investments. in products, facilities and personnel.

The Air Force, dnd likewise the University, must plan in the
face of rising costs, a growing population and shifts ih_the kiqu
and levels of éxbertise and training required by a changing and
increasingly aggressive world; - Extended projections of force,
research and equipment requirements mdst be made for tén or more

years in the future by the South African Air Force.

In an ideal situation; unlikely ever to be reached in prdcfice,
stable. conditions of recruitment, wastage and numbérs in such rank
(grade) within the hierarchy persist for many years. ' The resulting
steady state model‘is very useful as a standard from which to
measure deviations from this ideal ahd s0 gives an early warning
of future proBlems that may be inhefent in present age and rank
distributions. Moreover, the steady state @odei is useful in

providing guidelines for policy decisions.

As proviously mentioned the S A Air Force's: approach to man-
power planning for the supply of pilots is by using the replacement

table. It is the oldest and simplest way: a list of pilots
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presently on strength and_grouped into their vafibus categories
(i.e. Fighters, Bombers, Helicopters, etc.) describes the present
stock. As wastage occurs the Air Force takes steps to insure
that suitable replacements move into the vacancies. Some wéstage
data are predictedrwithvaccuracy, like the numbers reaching retire-
ment, whilst other data are not: e.g. the numbers of pilots that
could hot be trained sucessfully. .Thus, in general, only rough
estimates can be made where and when vacancies occur. Moreover
the replacement table method is laborious to carry through by
hand‘computations and it usuaily refleets,a static state rather
than a dynamic position of the'Air'Force'sbpilot structure and

needs.

On.the other hand, DILL, ‘GAVER & WEBER (28) maintains that
several researchers who looked at the supbly pfoblem found Markev
chains to be a cenvehient‘techhiquebfor predicting distributions
of personnel. Other techniques proposed were linear ﬁrogramming
and network enalysis. The Markovian model was elaborated to show
the effects of policy decisions on the personnel system, and fipmally
an attempt was made to describe the stocks and flows of manpewer in
ha particular military rating. This model,. while it relied.heavily
on.demographic techniques, went beyond the first simple Markov
modeis to the extent that some policy parameters were included.

A computer version was tested and gave reasonahly accurate predic-
tions of the behaviour of manpower in this rating,GAYLORD & KNETZ
(29). Policy decisions in the personhel field may have a direct
impact on the careers of employers. In turn, employees' career
expectations are related to their attitudes toward the organisa-

tion and their work, KIPNIS (30). At a general level, career
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development in the individual is explained by the development of
different needs at different stages of life and consequent exhibi-
tion of different behaviour, SUPER ’(31). More will be said later
when ¢areer.development is evaluated. Suffice to mention that the
responses of employees at different career stages to organizational
. policies aﬁd to envirbnmental conditions must be incorporated into
models'fbr forecasting the supply of pérsonnel and projecting plans

for altering the supply, DILL, GAVER & WEBER (32).

Model-making is an essential part of the pfocess of understand-
ing a situation as it is at present and as it may become in the
future. Furthermore comprehensible models that may be manipulated
are of immehse aid in the planning and selection process. Lastly
models are_importaﬁt in controlling a process once organised by

' suggesting response to organizational action and future environmental

change - thus DILL et al (1966).

‘The South African Air Force does not use a hanpower pianning
@odel, whereas the British Civil Service uses four basic types:
Renewal models; Markov Chain mddels; Statiohary or steady state
models; and an individual simglation model. The renewal model
corresponds closely with the way the Britiéh Civil.Service operates
and is élso the basis of supply forecasting. Markov Chain models
are not'particularly suitable as British Civil Service grade sizes
"are rarely free to vary under the operation of constant promotion
rates", BARTHOLOMEW et al (33). Now stationary, or steady state
| models, are’especially appropriate as‘"élmost any model, if allowed
to run. on indefinitely, will reach a steady state in which all flow

and stock numbers will be stable". BARTHOLOMEW continues ..c.os"
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, ,
&deally one would like any system to be in a steady state in which

all flow rates, ages of promotion etc. have acceptable values.
Althoﬁgh such a state of affairs is onlyfoccasionally found in
practice it is never the less useful to study the interrelationship
between the key variables under steady state assumptions. By

this meahs we can reveal inherent - problems in the present situatiqn,
or inconsistencies between proposed policies,'and arrive at com-
vpfomise'solutions for management consideration. The Civil Service
Department uses a number of such models. F¥ach concerns the rela-
tionshib between age on promotion, proportion achieving promotion
and the grade structure of the organisation."® The hierarchical
structure of the Air.Force is strikingly similar to that of the
British Civil Service and consequently a model used by the latter

could well be suitable and acceptable to the former.

In the development of our thesis we intend reviewing three
types of models: mathematical; actuarial and computer simulation.'
The aim of this review is to either select or develop a model that
could be used by the Air quce taking into consideration their
capability of manipulating and applying the model in career dévelop—

ment plans for pilots.

3.6.1 Mathematical Models

The most useful mathematical models are those that can be
used for prediction and monitoring, dnd in addition give some
insight into the caﬁges of turnover and related phenomena,
BARTHOLOMEW (34). ~Such pertinent observations by the wellknown
professor of statistics, will be born in mind throughout our exam-
ination of the wvarious queis. We start our inveséigation by

looking at an American approaqh.



59

DILL et al (35) argue their case by expouﬂdiﬁg.two basic mathe—

matical models: Model 1 - Advance in a Rigid Hierarchy and Model

2 - Advance in a Flexible Hierarchy. Hierarchy is defined tdb
méan an organisational structure like that in the Armed Forces or
a Universify féculty, in which recognised ranks (or grades) occur.
Furthermore when a top position is vabated in the hierarchy, occu-
pants from the lower slots move into the vacant top position. In
Model 1 the career possibilities of such peoble are éxamined in a
static structure where promotion is by seniority or experience or
by equal bpportunity selection. The authors conclude that in
this simple probability model the probability of a man remaining

in the hiefarchy to the top is given by the formula:

£¢ “/‘")‘—____ ?\+(5~\)/u.?\+(5-?-)/u...,.?\»+7M « A
N 7\+Slu _ ?\.\;(5—\)/.& R-\-a:/u ?\+/u'
= N
i ;\+-Evu .

where 1. there is only one

top position and

2. individualé in thié
top position held
that position for
»times that are in-
dependently and
_exponentially dis—
tributed with Mean

3. there are always S
second (lower) leve

jobs.

?(l

l .
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L. individuals in the
second level position
hold their positions
for times that are
also independently

and exponentially

distributed with

Mean//‘J

The Model 2 case is the advance of persons through the rank
structure in which no constraints are placed on the number of-
persons simultaneously occupying a given rank. In this respect
individuals compete only against themselves for progress in the
hierarchy; there is need only for a fecognised increase in com-
petence iﬁ order t6 advahce, and not a vacant position. These
are not, however, the conditions that pertain to our iﬁvestigation.
This is because the number of positions, and thus the various ranks
or grades_in our hierarchy are determined by the requiremenfs for
them in fhe organisation i.e. it is known as the Establishment
or Authorized Posts. The number of these posts are, moreover,
fixed by bﬁdgeting. ~ Advances are thus only made when there are
vacancies. Thus Model 2 of DILL et al is not applicable to our
argument.  Model 1 has possibilities and is retéined for fﬁrther

cocnsideration.

In England, in contrast to the American approach outlined
above, it was accepted by the planners that manpowér planning would

develop first in organisations requiring manpower with a high degree
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of skill which could not be picked up easily. - A&ditionally these
"organisations would be large endugh both to employ a substantial
proportion of people with these skills and also tobe able to perceive
management needs in quantitative terms. The Royal Néﬁy was such
an organisation and it was thus not surprising that manpower plan-
ning develqped first in the Admiralfy. Furthermore, the factors
favouring development of manpower planning by the Navy were not
liﬁited fo scale and specialization, but included also a high_degfée
of centralized manaéement, and, fortuitously, people in key positions
from time to time with a natural propensity for methodical and
scientifié management, such as Pepys in the late 17th century and

Finlayson in the early 19th century, LAWRENCE (36).

Vajda and his colleagﬁes developed manpower management models
fér'uselin.the reconstruction'period after the an World War. By
fhis fime the modeliing was being applied ndt 6nly'to.naval person-
nel, but also to.civilian‘employées of the'Admiralty. These models
aimed at_establishing the inter—relationéhips between required
numbers of employees and reéruitment, wastage and prémotion flows,{A
using what were essentially demographic or actuarial principles.

The group of social scientists from the Tavistock Institute of.
Human Relations, working on the Glacier Project at the Glacier Metal
Company played av;fundamental part in this development. Perhaps .
the most important contribution of this work was the idea of study~-
‘ing wastage as a function of length of service for groups of people.
They constructed graphs showing how the probability of some-oné

1eavihg an organisation varies with his length of service, JONES (37).

1

AITCHISON (38) observed that if the chance of an employee with
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'X' - years service remaining in service for another 'y! - years'
depended on the ratio y/x, then the log-normal distribution of
length of service would be generated (tﬁis is the operatibn‘sf
"Kapteyn's Law). LANE & ANDREW (39)'who introduced the idea that the.
length of sertice distribution was of log—normal.form,‘proposed

that the expected length of service (wﬁich they called stability)
should be used. This concept is equivaleﬁt to the "expectation‘

of life" of demographers or actuaries.

In 1959 BARTHOLOMEW (40) moved beyond the question of measuring
labour wastage. He consideréd theAproblem sf labour turnover as
a reﬂewal process. We think of a group of men beginning their
employment at time T = O with a frequency distribﬁtion F(t)bof
'thé length of service, t, at the date of leaving. Then, if those
leavingsaré immediately replaced by men with similar length of
service’characteristics, BARTHOLOMEW (41) writes down the appro-
priate renewal equation: |

T
L(T) = F(t) + F(t) L (T-t) at

where L(T) = rate of leaving

at time T.

The methods of renswal theory may be used to deduce recruit—
ment needs from this equation, provided that it can be solved for
the relevant distribution of -length of service, The theory can
also be extended to describe more complex situations, such as a
_group.which is being expanded or contracted. Unfortunately

BARTHOLOMEW found it impossible to solve the equation for the
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log-normal completed length of service distribution. vHowever,
he was able to fit an alternative distribution (a combination of

two exponentials):-—

. _R¢ -th
P(t) =p (\, & J,_(l..,;,)'}\.2 e

to the available data up to t = 2 years.b A solution is possible
for this distribution, which has, however, not had any theretical
jJustification ascribed to it., In  his early papers, BARTHOLOMEW (42)
uses this solution‘to give recruiting requirements for a group of
constant sizé, one that is instantaneously increased in size and

one that is required to grow at.a steady rate. In his later
writings he goeé on to develop the theory to apply to more compléx

situations.

LAﬁRENCE (43) continues ﬁis exposition on manpower and person-
nel models in Britain by saying that one of BARTHOLOMEW'S most
interesting'results concerns a contracting organisation. When
"an organisation wants to contract we are frequently told that
natural wastage will do the trick. This ié-undoubtedly said in
good faith by the management who have observed past wastage rates.
But a recruiting ban, of course, immediately begins to distort
the distribution of the length of service of employees so that the
natural wastage drops. BARTHOLOMEWbshows that it is not usually
possible to rundown an organisation at a rate as high as the observed
wastage rate without causing redundancies. This is an important

"conclusion and it is certainly not obvious to the layman.

YOUNG & ALMOND (44) explain that a MARKOV model, is a mathe-

‘matical one of staff in an organisation that had expanded rapidly.



64

It is a "push—modél"i.e° one which aséumes a man wili be promoted
when he is ready and nét wait for a vaca@cy. In effect management
pushes the individuals along their caree? paths at fixed rates.
Such a state of affairs exists to a very small degree in the Air
Force when a Markovian model could be applied in considering
outstandingly meritoridus persons for accelerated promotion.
'Generally speaking, however, a Markovian model is hot suitable for
the‘Air Force because accelerated promotion is too much of an

exception.

In contrést to the Markovian model, another type - the linear
programming model is worth mentioning. This model is usually of
a complicated nature which detracts from it's popular use by plaﬁ-
ners. However, possibly the most important results-from using
‘such a programming model are the estimates it gives of the cost
of a pdlicy to limit redundancies 6r of limiting recruitmeht or )
transfers. This is vital to the érmed forces who have to work
within stringent financial limits. Uhfortunately a linear program-
ming model is not easily acceptable because of its.failure to cope
with uncertainty adequately. Furthermore fhere is the practical
problem of estimating all costs. W;rse, perhaps is its mathema-
tical coﬁplexity since, if it is to be used effectivély and generate
confidence, it's mathematical structure must be understood by the

client - the S.A. Air Force or the Administration of the University.

' CULLINGFORD & SCOTT (45) in their paper "Optimdlity and Man—  °

power Planning" deal in detail with this problem by means of two
models: the Cost Optimal Manpower Model; and the Cost Optimal

Transition Model. The liﬂear objective function (O.F,) for the
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~manpower model is:

z-1 . J
O0.F. = 'jii M_ S+ ; ‘R T + E F C_+ M_C
a"a ~— "a "a a "a

min a=H a=7% J J

where : M = numher of Men in age group a ; 95='number Recruits

" in age group a .

S_ = average Salary of men in age group a

3
11

average Recruitment and Training cost per person’
in group a
C_ = average Compensation paid per man for severahce -

from age-group a

J = age oldest man; H = age youngest man; ~

Z = earliest age at which forced sepafation is permitted;
HLZ <;J

F = number of forced separations in age group a

Constraints for this model are for continuity, total production
requirement, maximum recruitment and the training ratio constant.
‘The O. F for the transition model on the other hand is:-

E
Z. Z { a+ Rn,a Ta+ Fn,a Ca‘} +§ Mn,,"f CJ‘
n=2

|min n=2 a=H

where: M a = number Men in stage n age aj; Rn = number Recruits
? ’

in stage n age a.

Fn,a = number of forced separations in stage n age a

Sa = average Salary of a man age a

Ca = average Compensation for severance for a man age a.
E = number of years between first and final stages

(inclusive)
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J = age oldest; H = age youngest employee,

.Because this model is given the freedom to choose the types of
changes (hiring or firing) the number of constraints.are small:
total productivity; recruitment; and separation. |

The autnors point out that various models have been built tq
- produce optimal manpoﬁer distribntions. Individual models differ
in the mathematical techniqnes they use or the constraints that
they consider. The applicétion of cosf optimal models has a
' linifed value in the military sphere where costs are not the
~critical issue: if a pilot has to be trained for a specific role,

he will be trained regardless of the costs..

Another model which is attracting a lot of attention is:
" The Camel Model: a model for career planning in a hierarchy" by

C.A. KEBENAY, R. W. MORGAN and K. H. RAY (46). .

The Camel Model. The authors maintain that "long term models

ought to be simple rather than complex in the level of detail
chosen" - a plea to which we also subscribe. The question is

then ésked: "What would be the simplest way of measnring promotion
chances in a hierarchy?" . The answer to this question is that there
is the need to know when prohotion occurs in the individual's
career and what his careerlprospects are of achieving the promotion.
This led KEENAY et_al to propose the first of the two fundamental
concepts useq in their model: the Career Prospectus. A B-grade

(rank) hierarchy is used throughout in their example -~ see figure 9.
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Stream 1-» 1 : 2 3 L Grade 3 [10%°
Stream 2. 1 2 : 3 | Grade 4 14%
Stream 3. 1 | 2 Grade 3 ~ ]33%
' Stream 4- Grade 1 Grade 2 _ 4 3%
| 1 -+
} i !
Age

Figure 9. Career Prospectus at 1971
Source: G.A. Keenay, R. W. Morgan & K. H. Ray :
The Camel Model : A Mbdel for Career

Planning in a Hierarchy. Personnel

Review, Vol. 6. Number L Autumn 1977.

The horizontal éxis represents age and-the vertical aiis in-
dicates the four career streams. ~ The verfical lines show at what
age.recruitment, promotion énd retirement take place : for example
14% of the total employees will evenfually retire from grade four
(unless they leave before rétirement) and are promoted from grade

2 to 3 around age 41 and from grade 3 to 4 at about age 52 years.

The second cohcept used is: Age Distribution of the Stéff -

-see figure 10,
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' Figure 10.  Age Distribution at 1971.
Source Op cit
Together these two concepts constitute the framework for
describing the manpower system. The age distribution diagram

not only gives the actual age distribution of staff at the beginning
of the period (1971) but also shows the steady state one. (The
steady state qistribution being " that age distribution which

woﬁld be reached in the long term if the present conditions of -
growth, recruitment and wastage were maintained). Using the data
from the Career Prospectus and the Age bistribution the numbers in
each grade can easily be calculated: e.g. in Stream.z there are

392 staff of age 52 years and over which gives 55 staff in grade

L (lh%.392). The grade sizes calculated this way must, however,

correspond to the actual grade sizes.
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‘Both the Career Prospectus and Age Distribution change with
time.. The author projected the Age Distribﬁtion forward year
by year for about 20 years to enable forecasts to be made about

the future manpower size; &he numbers that leave indicating the

number of recruits requifed and the ége and grade of these recruits).

The Career Prospectus is similarly projected:' the model is usualiy'
run with the propqrtibns of staff, represented by the streams,‘
remaining fixed (see again figure 9){ The output from this model
is calledICamel Curvés. These curves indicate promotion_té gradéé
2, 3, 4 and 5. Aniexample for promotion to grade 3 is‘shown in
Figure ll.“ Camel Curves plof.grade sizég against time for a
variety of policies concerningvpromotion age (the vertical lines

in -the career prospectus): the curve PR in Figure 11 shows the
number of staffnin grade 3 and above if there were no changes in

career prospects.
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'When promotions are made earlier than those'times‘reflected.
in the Career Prospectus, the proportion of staff in the tarious'
grades is increased‘and the curves now drawn. lie abovevthe original
one. If grade.sizes are kept constant then the effect would be
for promotionvages to fall; that is where the line PQ (representing
these constant grade sizes) cuts the different camel cnrves. TIn
.the above example promotion ages will fali by 4 years in 1976 and
by 8 years in 1980 for promotion to\grade 3. Moreover, it can
be seen that grade sizes have stabilized, thus determining the
long term ages for promotion to this grade as 38 years in stream
3;_ 33 years in stream 2; and 28 years in stream 1! Two of
many possible policies are presented: maintaining promotion ages
and grade sizes. It is a great advantage of this nodel that all

these alternatives can be looked at using only one diagram!

_Camel Curves can also be used to discover the range of possible
- policies for management and of estimating the initial promotion
prospects. In the.long term the age distribution will converge

to a steady state age distribution if present patterns_of growth,
recruitment and wastage are continued. Such information is clearly
"ﬁostvuseful since the steady state ages of'promotion indicate the
direction in which the present patterns are taking us". . Should
this direction not be to one's liking then changes in either

recruitment or wastage patterns or different proportions in

grades can be introduced in good time. This model, therefore,
has great'merit: it is indeed simple; it is explicit and it
portrays promotion policies graphically - a case of seeing is

believing!
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Within the limits of our dissertation; where models'fbrm
only a part of a formally structured career plan, not all published
models can be examined. We, therefore, conclude our present
exanrination by giviné a summary, based on BRYANT's (47) evaluation,

of the usefulness of nine mathematical models.

In the Hyperbolic function (Tavistock—Glacier mOdel) fhe
curve does not describe the actual start of the leaving process
and the existance of a concealed mode in the first périod."The
Exponential distribution makes a bad fit to the actual data,
whilst the Pearson Type X1 distribution (Silcock) is computation-
ally complex. The Force of Seﬁaration (aétuarial model) is
basically a mixture of the exponential distributions with different
parameters. Young's Matrix—multiplicétionvapproach gives tran-—
sitipn probabilities befwéén one status and the next: .if ié‘usé—
. ful in predicting promotion. | Markov chain mﬁdels have been devel-
oped by Bartholomew using the idea that the expectation of completed
length of service depends on the length of éervice to‘date.
Bartholomew's Multi-stage renewal process was a further develop-
ment of earlier studies on the 'force of promotion' idea which
have béen applied to‘hierarchical organisations . » Forecasts, of
the structure have been made using different wastage rates for each
rank (grade). Lane and Andrew's log-normaldistribution provides
a good fit tb data in many employing organisations. Lastiy
Bartholomew's Double-exponential distributién is a special case
of the mixed exponential family of functions which is'derived
"from a renewal theory approach. This distribution gives a good
fit to observed data and yields a simple solution to the reﬁewal

equation.
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The South African Air Force employs one quaiified statistician
who can interpret and use mathematical models to predict promotion
vacancies and monitor personnel flows. He is required to present
his findings, firstly to the.Chief of Staff Personnel and then tov
the Chief of the Air Force in language that is completely understood
by these top managefs. Both the latter, however, are veteran
airmen with long énd varied years of practicai rather than academic
service behind them. -They,canvonly be convinced of the validify
of the statistician's findings if it is presented in a lucid énd
intelligible mathematical way. Thus the more complex the model,
the more difficult the statistician will find his task. A simple'
straight-forward mathematical model is desired. One?satisfying
such a requirement, has apparently been developed by W. V. WEBB (h8)

of the Ministry of Defence in the United Kingdom.

WEBB'S MODEL. In a paper titled: "Some aspects of manpower

planning models for staffs with an ordered hierarchy" Webb illus-
trates the application of his ﬁodel by using the following five
elements found in manpower planning: a staff of only 4 grades is
cénsidered; recruitment is to the lowest grade only; ;roﬁotion,

to the next higher grade, is only made when these. posts fall vacaht;
rétirement is on the grounds of age,.which takes into account length
of service, continuing efficiency, needs of fhe organisation and
wishes of the individual; and lastly that staff may leave through
death, ill-health retirement, voluntary or'involuntary resignation,
br redundancy. Such an approach to the problem is particularly
relevant to a Universih&;administrative staff structuré of
Administrative Assistant; Administrative Officer; Senior Adminis-

trative Officer; and Principal Administrative Officer or to an ‘Air
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Forcé one of: Captain; Major; Commandant; énd Colonel. .Webb's
basic'tool, used in the calculations, is the service table - akin
to a life table, but limited to the maximum working life-time of
staff within thelorganisation. In his example he uses a work-
span of 17 years to 65 years - once again very close to both the
University's (18v; 60 years) and the Air Force's (20 - 60 yearé)

career structures.

A briefllook at the workings of Webbfs model gives us a good
idea of its usefulness to the military and answers the question
whethef it would, . in particular, be suitable in solving the Air
Force's career planning problems. Firstly the mean strehgth :
at each age, the wastage and retirement at this age of the members
of the organisation is calculated yielding crude values of'mkx).
Smoothing out these results é'graduated set of wvalues, m(XL is
derived and fested by means of the:normalvtests of graduation{
Webb underlines the fact that a separate treatment ishnecessary

for those ages at which normal age—-retirement occurs.

The chance of qgrviving'in service from age "x" to "x + 1w
he denotes b& p(x), which is calculated by the approximate formula:-
| p(x) = ZE -m(x)/ / /2 + m(x)/
The‘number of members sﬁrviving at eaph age, denoted by Z(x), is

then calciilated by:
£(x+1) = p(x).£(x)
A suitable radix (10 000 in this case) is used for the value
of ﬂ(x) at the youngest age; the mean number between "x" and "x+1v
is denoted by L(x) in the formula:

L(x) = %+ f2(x) + £(x+ll7
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and the total number of members aged "x" and over, by T(x) in:
T(x) = S£(x)
Based on this data a service table is constructed. See Table 1 .

on page 75;'

The author Prpceeds:to recruitment‘in thé sfeady étate situé—
tion.  This case represents that uniform number of recruits
required; at a given age (or range of‘éges) each year for an
indefinite period, to support avgiven staff strength.  This
number is based on wastage and fetirement occurring each year in
accordance with the service table figures. Furthermore the :
‘required number surviving at each age, 4(x) annually, will support
a strength of T(x)a Thus with recruitment occuring at a definite
laid down age, "z" and whose streﬁgth, "N",Vis‘gxpeqted to remain
. constant (orrfairlyiéd) in - the future, thisxreCruitment—total
TR(Z) is given by: | | | |

TB(Z)‘= N. £(x) / T(x)

‘The expected ages at promotion can also be calculated : if
ty" jis the average age for promotion from.one grade td‘the next
higher and the proportion‘promoted is C(h) - say - (laid down for
example as a pfomotioh'policy), then the numﬁer of given posts

above the lower grade is given by:’

4TR(Z)-C(4). T™(y) / £(x) = given posts.
Now given this proportion A_c(h);7, tyn can bévaund,by inspection
. of the service table. Moreover, with some rearrangement of this
formula the proportion of posts in the;grades above four (4)'— say -
can also be determined.- c(4) is, in additioh,vthe career factor

for the fourth gfade: the career factor being defined as the
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chance of promotion to the next grade for those who reach the age
for promotion. The cumulative career factor is, of eoufse, the

product of career factors for the grade being considered and all

the lower grades.

‘Tables linking career factors, promotion age and the.numbervof
posts can be constructed'for any given entry age. Conveniently
such a table can aleo be portreyed grapﬁicallyv— a significant
advantage in portraying the problem and so assisting the under-

standing of the problem. See Figure 12 on p. 76.

Webb develops Jhis model logically_on.the principles enumerated
above but does not deal with transfers and feVersions,~ This model
has. potential and could prove.attfactive to Air Force manpower
_plenners. eAMbreover,‘it is baeed on actuariel princibles which'

are very aceeptable to the Air Force's statistician!

-TABLE 1 : Service Table (single decrement) - in part only

Age x - P(x) £x)  L(x) (x) ™ (x)
17 0.910 10 000 - 9 550 137 955 135 435
18 0.865 9 100 8 486 128 405 125 885
19 0.850 7 872 7 281 119919 117 399
64 0.800 240 216 216 -
65 0.000 192 - - -
"Source : W. V. Webb, "Some aspects of Manpower Planning

Models for Staffs with an ordered Hierarchy."
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PIGURE 12: _Graph linking Posts, Career Factors, and Promotion
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3.6.2 Actuarial Models

E. JONES (49) states that poe51bly the earliest example of a
manpower model for management purposes is an actuax 1al model of
- careers in»the Royal Marines, sketched out by the first actuary
John Rowe in 1793. v The actuarial approach was‘found.to be
acceptable to the relatively small scale career;ﬂannlng problems
then and should be more so today, nearly two hundred years ‘later,

w1th our complex organlsatlons.

The timescale of a present day career spans nearly 50 years
in age: such a period can aptly be called one's.-lifewo_rko
BARTHOLOMEW, HOPBS & SMITH.(50) states that the uncertainties
.when operating on this time scale.are incalcuiable but even plan-
ning 10 or 20 years ahead, which ie of the order to make sense in
a career context, involves considerable uncerteintiesoe "Never the

less, and in spite of the hazards, we do attempt long term planning
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but not as a once-for-—all.exercise° Planning is a continuous
process in which policies are adjusted as objectives change
and new information becomes available. "Clearly én actﬁarial
technique is appropriate to thé development of a modern career

planning model.

Furthermore it was nof surprising to discover that the Royal .
Navy.héd been concerned in developing and applying manpower
planning since the 1940's. A paper by ELFRYN JONES (51) on
officer career planning in the Royal Navy is particularly-fele#ant'
to our thesis aim of drawing up a career plan and.appiying it to
the S.A. Air Force. | Bécause these two military organisations
are based on strikingly similar organisational and @anagerial
structures the application of proven Royal Navy techniques»to

- the Air Force situation would be greatly facilitated.

The officers! strength in the Royal Navy consists of three
groups: the General List; the Special Duties List; and the Supple—.
mentafy List officers. The pilot strength in the S_.A. Air Force
is also made ﬁp of three grbups; the Permanent Force (or Long
Service)§ the Medium Service; and the Short Service officers.

For both the RN and the SAAF there are thus three different entry
streams. The Permanent Fdrce, or Long Service, are made up of
officers who have selected the Air Force as their life wgfk. They
comprise about 40% of the tofal aircrew and are destined to .occupy

the managerial positions of the service with the advance of time.

The Medium Service (MS) scheme for aircrew was brought in with
the intention‘of providing the Air Force with a group forming

about 55% of the aircrew strength. Their sole task was to be the
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manning of.Air Force aircraft. They did not form part of the
managerial core of the Air Force. After about 20 years service
these aircrew would retire on pension and start a second career
elsewhere. The Short Service (SS) scheme provides the Air Force
with a group of aircrew forming aboﬁtv 5% of the Aircrew population,
Their.task was also. the manning of aircraftbut only for a very short
time : 4 years in ﬁhe regular Air Fofce'fbilowed by 6 years in a .
‘citizen force squadron. Thevflying done here would be carried

odt during the weekends and flying camps’ : they thus tried to

maintain their operational proficiency.

lThese three groﬁps make up the aircrew Strength of the‘Air
Force. Using the steady state career structure (supra p.57) as
‘a bésis the whole of fhe aircréw strength structure is‘determined_:
.when,ﬁe_ére given by the pqlicy makers‘:»the total strength required
in-each fank énd the.spécific career.factor for Permanent Force (PF):
officer piiots in the Air Force. The career factor is the propor-—
tion of the number of promotion vacancies to the numbér of sufvi?ors
who are promoted at the appropriate promotion age; orhit is the
chance of promotion tp the next grade for those wﬁo reaéh the age
fbf'promotion° Medium and Short Service officers can transfer to
' the Long Service (PF) stfeam.: in this case they too become subject

to the laid down career factor.

The fbilowihg informatidnvis necessary in coﬁstructing the
model: the proportion of offiéers' strengths in the various ranks
of 2/lieutenant, Lieutenant, Captain, Major, Commandant, Colonel,
Brigadier, Major-General and Lieutenant-General; the wastage as

the result of death; resignations, transfers, in#alidings,
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compassionate releases etc expressed as a proportion of the mean

strength over the period concerned; wastage due to initial train-

ing failures expréssed as a proportion of the number of starters;

wastage as the result of age retirements and exits on completion

of medium and short service contracts; and lastly the expansion

and/or contraction of total strength (if_any). Armed with this

data we can formulate the exponential formulae required to set up

- the model.

thus

S

Pi

n
v

<

o~V
‘the number of Survivors per l-starter after n—-years -

at a v-wastage rate
n

cféfkvdk = 1-e™) /v

o : - : _

Total strength af the end of h—yeafs if in every
yéar'l—ihtake is diminished at the rate ofbv—wastage
‘Average nﬁmber of Promofions in the particular rank-
group.

i= 1, 2, 3, cereeennaasd

where = 1 for LtGen; 2 for MajGen; 3 for Brigadier;
L for Colonel etc.

Authorized strength in that rank group (laid down

as policy) | |

B (1-™) /v iz 1,2000000000as?

A.v

i _ e—nv

The survival rate of members in the various ranks at their

average promotion ages can also be calculated using :

R

p; e iz 1,20 00eenecess
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The career factor, as a percentage is:

Il

Cf. ' (Number of Promotions at average promotion age).lO%/
Survivors in the rank

x% at the average promotion age,

A Career Factor can be used as an instrument of policy to ensure
and to better career prospects in a specific rank-group : a higher
career factor increases promotion chances and reduces intake and

strength in the lower ranks.

On the compietion of the célculations involved a graphical
hierarchical structure can be constructed. One such was'drawn~up
for Permanent Force pilots in the S.A. Air Force at the end of 1975.

- See Figufe 13 | |

PFigure 13: Career Structure for S. A. Air Force Pilots - 1975
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Explanation of the Career Structure: 24,32 2/Lieuts, of

average age of 20 years must be recruited in 1975, at the average
.age of 30,7 years only 11,5 of this numBer will femain (all Captains
now) and can be promoted to majof; at the average age of 36,5 years
only 9,45 of the original number remain of which 5,89 could be
~promoted to Commandant - fhe remaining 3,56 majors are not prohoted
“and those who eventually reach 55 years of age, will retire; at
the average age of 48 years only 7,09 of the original'Zh,jZ entries
remain in the Air Force - 3,66 of them could be promoted.to‘Colonel
and 0,76 Commandants will be retired on reaching 60 years of age;
at the avefage‘age of 52% years 1,84 Colonele can be promoted to
Brigadiers whilst the remaining 1,57 Colonels will retirevat 60
years of age ~ at this stage 0,7 Commandants and 2,48 Majors are
also4sti11'in fhe pipeline and will not be promoted; at the. average
ege of 55 yeérsithe remaining 2;39 Majors wili retire;'at the
average age of 60 years (with 40 years! serviee).only‘3;65 of the-
original 24,32 remain of which 1,63 Brigadiers and higher, 1,39
Colonels and 0,64 Commandants fetire.

On the basis of this exemple, the Mediuﬁ and Short Service
data could be caiculated and brought:into play so cempleting the

whole aircrew career structure in the South African Air Force.

. 3.6.3 Computer Simulation"

We now complete our consideration of manpower planning models
by discussing computer simulations. Any model that 1ehds itself
to computer simulation increasee iths acceptabilit; and attractive~
ness to the potential user; This is because ehanges in data can

easily be fed into the computer and rapid responses obtained.

Tedious manual calculations are avoided and situations involving
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long periods of time and personnel moves, can be given with ease,

accuracy and speed,.

Sets of decision . rules are.elways involved in any process
.of personnel movements through a hierarchical structure. Logically
these decision rules can be classed as being in one‘orAcher of the

following three categories: Structural; policy; or individual,

DILL, GAVER & WEBER (52) said that the Structural category
referred to rules which modified and controlled'the_structure of
the organisation, -This would also include rules about flows of
information, influence and products. Furthermore this category
dealt‘only ﬁith the formal organisation and ignored'infdrmation
about tne differences which may exist between individuals who |

occupied the positions.

The Policy cetegory, on the other hand, referred to those
rules which were used to select and allocate personnel and must,

therefore, have takenvindividual differences ihto consideration.

" The Individual category; continued DILL et 51, included those
rules which decided whether an individual would join,'remain in,
or leave the organisation. They may also have dealt with an
individuel's decision to change one of his attributes (efg. :

productivity).

Bearing in mind that the top management structure of the Air
Force consists of practical and experienced airmen; it is impera~-
tive that decision rules be explicit;‘simple and operational.
Mathemafical methods will answer some questions that naturally.'

arise, but in order to study the sensitivity of results to the
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basic assumptions made and used, to observe the actual time
evolution of the processes involved and to construct large scale
models, computer simulation suggests itself: and one that is

particularly designed for the Air Force personnel situation.

Applying these three seté of decision rules to the Air Force
we find that structurally the pilots (officeré) comprise fanks 2
from 2/Lieutenants through tovLieutenant;General, and of positions
varying from‘pilot to flight-or squédron-or station-or base-com-
mander, to staff officer etc. Such an organisation is formally
structured with clear linés of responsibility,authority and account-
ability. | The positions, occupied by the various ranks, are under—
scored by the visible signs of the ranks signifying the authori-
tative standing of the bearer.  Assume nbﬁ,»for argﬁments” sake,
vaﬁd‘to illustfate the'psefulnéss.ofvcomﬁqterﬁlSimulatianin the
| Air Férce,rthat it hés béen decided-tb maintéiﬁ a Steéaylstate
situation of 170 seniqr officérs: 110 Commandants;‘ Lo Colonels;‘
and 20 Brigadiers. Further assume that it has also been decided
that the rate of entry of the Majors be restricted to the levei

neceésary to give Specific career factors to Commandant, Colonel

-

and Brigadier. In 1975 (see figure lh) the career factor for

promoting Majors to Commandants.was 6233% at the age of 36,5 years

(i.e. gL%% 100 = 623)); for promoting Commandants to Colonels 82,8%

H .

at age 48 years (i.e. 2'22 100 = 82,8%); and for promoting Colonels
i

to Brigadiers 54% at age 52,5 years (i;e.'% Si 100 = 53,96%): an
. ?

average career factor of 69,7% at age 46,3 years, which is very
good and should be maintained if possible. A further policy
decision was that all promotions up'to and including Majors would

be automatic, subject only to the obtaining of the necessary
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qualifications required for the next higher rank: the career factor

here was thus 100% and independent of any vacancies.

The Individual category decision rate, in this case, was

- aimed at trying to instigéte a.greatef rate 6f movement, by pro-
'motion, thr0ugh the wvarious ranks from Majér upwafds to'Brigadier.
Thus a "new" promotion policy is now under consideration‘ in an
attempt to make the Air Force more attractive and so'draw more
young men to a career in the light blue uniform of the Air; In
order to implement this scheme it was decided that half of‘the 113
Majdrs would be eligible for ﬁromotion tb Commandant and that |
20% of each of the Commandants, Colonels and Brigadiers would
‘retire annually i.é. 22 Commandants; 8 Colonels; and 4 Brigadiers.
Thirty-four (34) promotion vacancies for Majors would thus be

_created each year so ensuring a career factor of about 61%.

In addition to the retirement policy it was decided to promote
20% of the Commandants to Colonels - i.2, 22 new Colonels - and 10%
of the Colonels to Brigadiers -~ i.e. 4 new Brigadiers, annﬁally.

With the aid of this data a flowgraph is constructed.  see Figure 14

110 Lo - 20
2/Lt-Major j— 34 —» Commandant < 22— Colonel|—U4 7 Brigadier
2 : ‘ ‘
e\ 8 s

RETIREMENT

Figure 14 : The Flowgraph

Source: Own research
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Before this new scheme could be put into practice an evalua-’

tion must be carried.out in order to determine what the ultimate

distribution of officers would be and whether this promotion scheme

would be acceptable to the pilot branch of the Air Force. The

method employed was the following:

Let k+c+b=T

then in year = O

where k =
c =

.b )

and T =

k+c+b=T"1T

110 + 40 + 20 = 170.

the next year = 1

1
and Yl =
and Zl =
Generally X{ =
Y. =

i
Z; =

llO'Commandants
L0 Colonels

20 Brigadiers

k- 0,2k - 0,2k + 0,2T

0,6k + 0,2T

0,6k + 34 = 100.

0,2k + 0,7c = 50

e

b - 0,2b + 0,1c

0,8b + 0,1c = 20

Where Xl

Where Yl

Where Zl

Where i

170 Total senior officers

Commandar
in year 1

Colonels
in year 1

v Brigadiers

in year 1
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Solving the three simultaneous equations for a stable distri-.

bution we find that:

k= 0,6k + 34

= 85 Commandants

c= 0,2k + 0,7c

= 56’7

57 Colonels

b= 0,8b + 0,1c

= 28,3 = 28 Brigadiers

In addition to this information we would want to see when
this situation is likely to stabilise and we therefore programme
this problem on a computer and let it simulate the experience for,

- say, 16 years. - The printout is given in TABLE 2.

TABLE 2. Computer Print-out

Source : Own research

5 SET DIGITS 3
10 READ K. C. B.
20 PRINT "YEARS", "KOMMANDANTS", "COLONELS", "BRIGADIERS"
30  PRINT
40 PRINT O. K. C. B.

1 T.0 16

=
il

50 Fov

]

60 LET X 0.6K + 3L
Y

70 LET 0.2K + 0.7C

It

80 LET Z 0.8B + 0.1cC

Il

90 PRINT I. X. Y. Z.
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100 LET K = X
110 LET ¢ =Y
120 LET B = Z
130 NEXT T

140 DATA 110. 40. 20

150 END
RUN YEARS - COMMANDANTS | COLONELS _ ' BRIGADIERS
o 110 ho 20
1 100 ' '50 ' 20
2 ok | o 55 21
3 90.4 - 57.3 22.3
L 88.2 58.3 7 23.6
5 86.9 3 58.4 ' 2L .7
6 86.1 58.3 - 25.6
7 _ 85.7 58.0 : ' | ‘26.3
8 | ~ 85.4 o 57.8 . 26.8
9 85.3 57.5  27.2
10 | 85.2 57.3 -~ 27.5
11 - | 85.1 57.2 27.7
12 - : , 85.1 R 57.1 _ 27.8
13 85.0 57.0 | | 28,0
14 . . 85.0 | 56.9 | 28.1
15 o 85.0 - 56.8 28.2
16 |  85.0 | 56.8 28.2

From this printout it appears that the situation is stabilising
itself in the 16th year of operation: clearly the proposed scheme

is a longterm one, Furthermore the maximum time any officer
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could stay in the sénior officers ranks would be about 10,8 years
becausé if 0,2 Brigadiers retire annually, then the maximum time
in this'rank'will be 5 yeafs; andbif 0,2 Colonels retire énd 0,1
are promoted annually the maximum time here would be:3,3 years;
and finally if 0,2 Commandants retire ahd O,2varé promoted annually
then the maximum time in this rank would be 2,5 years;

Thus a Major, being promoted to Commandant, would reach the
top in 10,7 years. However, Majors are at pfesent being promoted
to Commandant at the avérage age of 30,7 yvears which means they
will reach retiremenf,as a Brigadier at about 41 years of age.
Cleariy a policy of this nature is not practicable and would also
not be aécepfable to the pilots as it would not offer them a long
venough career. Promotion would be rapid but the rank inflation
is too high - a case of too many "Chiefs" (Colonels and Brigadiers)
and too few "Indians" (Commandants). A rethink of policy is thus
timeousiy'called for before embarking on a costly scheme whose -

benefits are largely of a short term nature.

Finally the question may be asked why the top position‘of Chief_
of the Air Force (Lieutenant General) and the two Major General
pOSitibns have been omitted from the above deliberations. | The
answef is that the filling of these positions is subject to strafegic
and political considerations which do not materially affect the
persoﬁnél flows in the lower ranks of the hierarchical structure

of the S.A. Air Force., In brief they are posts of confidence.

This concludes our review of the three types of models and we

now embark on reconciling demand and supply forecasts.
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3.7 Reconciling Demand and Supply Forecasts

’The aim of dur analysis of the constituent elements of manpdwer
planning was one of exposing all areas of sﬁch planning and, in
particular spotlighting those which are needed for the develop-
ment and proof of our hypothesis, The study of the demand and
supply of organisational personnel should provide the data for»
revealing to ménagement the exteﬁt and nature of shortages or
surplusses within certain laid down objectives. Demand forecast-
ing we know uses a blend of statistical'analysis,and management
judgemento It is trﬁe that uncertainty occurs in both instances
but it is in the latter one that the main weakness lies: a case

of "it is human to errt},

Supply forecasting, on the other hand, "is mainiy concerned
with predictingvflows; such as recruithent énd wastages required
to achieve the desired stocksﬁ, BARTHOLOMEW, HOPES & SMITH (53).
Furthermore it is by now well established that thé tendency of staff
té.leave an orgénisation depénds strongly on the length of service
and to a lesser extent on age énd other facfors like promotion,
incentive schemes etc. This fact is particularly applicable to

hierarchical organisations like a University or the Air Force.

The calculation of the size of a manpower gap will be illus-~
trated by reconciling the demand and supply forecasts of a thinly
disguised hypotheticaf case in the Air Force, We consider two.
situations: a steady-state one and a general case - both covering

a period of 5-years.

I

In the steady state case the wastages for the 5-year pefiod

have been determined and the intake of personnel (recruitment
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to the lowest level only) calculated so as to make good these
wastages. This is an.intake of 64-pilots per year which.will
maintain a pilbt personnel strength of 783 in the Air Force,
providing retirements, resignatibns, transfers, discharges, deaths,
training losses etc., remain constant. Any change ih the totél:
strength, for example, will necessitate a new intake of recruits.
As already stated this ideal ié unlikely to be realised in prac-
tiéé, but such a case is very useful as a standard‘from which to
measure departures from the ideal and give warning of future
problems that may be inherent in present age and grade distribu-

tions, WEBB (U.K.)

With regard to the general reconciliation case a fairly simple
éxample is given. The wastage rates per year are: resignations
and transfers—'l,?%; discharges - l,l%;-deathsv— 1,3%, and training_if
ldSses - 3,5%. Age retirements are assumed to Vary and early |
retirements could be contemplated as a way of reducing the age
bulge amongst pilots who.stayed on in the Air Force after the

last World War.

As'explanation of the example we consider that firstly in the
demand case we shall want to know:how many pilots are needed at‘
the beginning of oUrvaccounting period (normally one calendar year),
- plus any additional pilots we estimate might.be required during
the year.. This sum;provides the numbers required at the end of
the vear. Secondly, in the Supply forecast,vwe start with the
number of pilots available at the beginning of the year. All being
equal this should be the same as the number réquirea at fhe begin-

ning of the year. To this total is added the number of pilots
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’

qﬁalifying at the schools during the yéar. ~ The expected wastage
due to retirements, resignations, transfers etc. is subtracted to
- give us the available number of pildts at the end of the year.
The difference between the Demand and Supply estimates prédicts
the additional numbers required during the year. Table 3 on

pP. 91 portrays this state of affairs.

TABLE 3. Recruitment need for Pilots in the S.A. Air Force
(hypothetical)

Source: Department of Employment and Productivity:

Company Manpower Planning, Lohdon, Her Majesty's

Stationery Office, 1968, p.3k.

DEMAND 1979 1980 1981 1982 1983 TOTALS
1. Number required at 783 786 788 790 792
beginning of year
2. Additional require-~ 3 2 2 2 - 9.

ments forecast.
during the year

3. Total requirement 786 788 790 762 792
. at end of year :
' (1. + 2.)

SUPPLY

L, Number available at 783 786 788 790 792
beginning of year )

5. Intake from Flying 64 70 64 65 70 333 "
Training Schools 847 856 852 855 862

6. Wastage: :
a. Retirements 15 14 10 12 .16 ) 72
b. Resignationsl1O 14 15 15 15 . 73
' & transfers-
1,7% p.a. o .
¢c. Discharges~ 9 9 9 9 9 L5
1,1% p.a, . .
d. Deaths ~. 11 11 11 11 11 . 55
.. 1,3% p.a. > .
e. Training 30 30 - 30 30 30 90
losses ~ . | 75 - 78 75 77 81
3)5% p.a.
-7. Total available at 772 778 . 777 778 781
end of gfar . )

(G +5.~

8. Additional pilots 14 10 13 1L 11 62
required during

year (3.~ 7.)
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it is interesting to note that the tétal additional pilots
(62 in number) needed in this period is roughly equal to about
one intake of pilots from the flying schools. Thevhigh addi-
tional number required.in 1979 could be attributed to military
involvement againstSWAPO-terforists in SWA and Angola and the
.tense political situation on the‘borders. The point of.this
.conciliatioﬁ is that with more than one year's warning of4Such‘
shortages, costly recruitment campaigns can be avoided and new
approaches embarked upon - for example men due to be retired
could be persuaded to stay on for a year or more or the intake

from the flying training schools could be increased so reducing

the demand for additional aircrew.

Because forecasts of both demand and sﬁpply may turn'out to
be far off the mark, the main assumptions on which they are based
would then feQuire subsfantialbrevision. In order to allow for
this poésibility the peféonnel division of the‘Air Force would
néed to monitor the forecasts closely, comparing.them with what
actually happens. Early warning of the neceésary adjustments
vrequired, is given whilst at the same time the planne;.ié placed
in awpositiOn to test and improve the forecasting methods used.
Moreover, a system of review of manpower development is called
for: to be done regularly during the forecast period. Su@h
action will provide an assessment of organisational performance
in the light of laid-down objectives and forecasts. With this
experience, forecasts can be improved and methods made more

effective.
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308 The Manpower Plan

The reconciliationvof'demand and supply forééaéting is the
culminating'point of our manpdwef evaluation. It follows
logically ffom our discussion and leads us to thevmanpower plan.
Thus the diagrammatic- presentation of manpower planning we gave
at the beginning of Part 2, is nbw also confirmed - see figure 5
on page32.i' A plan, within the framework of organisational"
bbjectives, can nhow be drawn up laying down policy guide-lines
regarding the relafed problems, procedurés of recruitment,
training programmes, development, overtime, wages, utilizatibn,
incentives, staff relations, redundancy, retirement, welfare and

career planning.
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L. CONCEPTUAL CAREER PLANNING | -

h.1, fIﬁtfoduction._
Although only.a small number of organisations do career
plannlng,GLUECK (l% many career :plans have two purposes. One
is tihat a career is a job-placement rather than a llfelong .work
experience and secondly that it is a task. of fitting the indivi-
"dual in a careervslot in the oréanisatioh. The career slot is,
furthermore, based on some form of manpower plahning and pfescribed
careef‘programmes. DiSappointingly there is no real effert
evident that the needs of the individual are matched with the
needs of the organisation..  SCHEIN (2) underlines the fact that
organisations are dependent on the performanee of their people,
-and people, ih turn, are dependent on the organisation to provide
jobs and career opportunities;_ DERR (3)'s definition of a
"career is, thus, most apt:-
'"A cafeer is. A sequence of work-related experiences
which reflects how a person thiﬁks and
acts over time regafding his own |

internal definition of work success.!

Clearly a career is longterm»and comprises many job experiences
over time including changing careers in an‘organisation; e.gf a
pilot can.ehange'career to that of an administrative offieer etcf
" Basically the needs of individuals are.to find work situations
which provide security,'chailenge and opportunities for self
' development throughout their entire life cycles. -~ On the other
hand the eeeds of the organisation ere to recruit, manage and
develop human.resoﬁrces in order to maintain itts effectiveness,

survive and grow, SHEIN (4). The harmonious matching of these
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needs would greatly enhance the effectiveness of the organisation
and the satisfaction and dighity of the individual. The best
way to ensure the attainment of this aim is to use formally struc-

tured career plans.

Before a specific career plan can be.designed and defeloped
thé theoretical implications contained in such a planvhave to be
studied. The results of this study may opén an approach to the
method of reseérch required to discover ways of enhancing reten-

tion, satisfaction and productivity.

4.2 Theoretical Tmplications

An analysis of the results of a literature review spotlighted
‘the following five.commonly accepted concepts, DERR (5): career
success; caréer énchors; career life stages; family career con-—
cerns and career politics.  These concépfs are promising theore—
vtical premises enabling us to:study the individual;s perspeétive

on his career.

L,2.,1 Career Success.

There are many definitions of career, HALL. (6). All

careers are not, however, successful. A successful aircrew
careervis one Wherein the new entrant, onvqualifying for his
"Wings?" is commissioned and then rises steadily fhrough'the
various flyihg and administrative levels until he retires at a
rank and in a command position which repfesents the attainment
of his personal aims and.the fulfilment of his aspirations»in
the South African Air Force. This steady rise thfoﬁgh the

management levels traces the path of success of the career. Two

aspects are evident and should be included in all successful
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careers: the steady advancement and a defined path of advancement.

According to DRIVER (7) there are fouf‘types of career concepts:

transient; steady-state; 1ihear; and spiral.

He relates these

concepts to five career characteristics: (1) When one chooses a B

career; (2) The degree of permanence of the career; (3) The

direction of a change of career when it occurs; (4) The central

motive behind a certain career orientation; and {5) The cognitive

style that typifies the career. DERR (8), building on DRIVER's

.ideas,

~that there

was a

cocncluded from interviews among US Naval officer students

fifth concept: that of a second career. As we

are alsc dealing with military persornnel, it is possible that.

-DERR’S findings could be applicabkle to air crew in the Air Force.

Takle 4. below illustrates these relationships.

- Source:

A Theory and Research Instruments for

CAREER CONCEPTS "DERR
Career Transient Steady-  Linear Spiral Seccnd-~
Character— ' State Career
istics
CHOICE TIME Continuous Youth Youth Cyclical Mid-~Life
: ' Lo-U8 years
PERMANENCE Yearly For Life For Lifm 5-7 years Bi-Life~
, Changes . ‘ time every
20 years
CHANGE Usually None Upward . Lateral Lateral
DIRECTION Lateral Mobility Mobility Mobility
CENTRAL Indepen~ Security Achieve-~ Growth Growth, or
MOTIVE dence ment Crisis or.
Forced S{it-
_ — uation
COGNITIVE Flexible Decisive Hierarchic Integra- Searching
STYLE tive
TABLE_h{ Driver's Career Concepts and Derr's deduction.

Studying U.S. Naval Officer Careers

by C. Brooklyn Derr, August, 1977.
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Studying Téble 4. it 48 clear that it is important that we
find out which concept is predominent and under which condifions
each appears organisationally appropriafé. Knowing the defini-
fioﬁs of a successful career enables us to understaﬁd the various
intentions and underlying motives of career behaviour. It is, of
course, of pafticuiar importance that we know which definition

of career success is preferred in the.organisation ~ be it . that

.0f the University's administrative staff or that of the aircrew

in the Air Force.

L.,2.2 Career Anchors.

These are'fundamental values, needs, motives aﬁd talents
which keep persons attached to specific careers. These gqualities
were termed "career anchors" by SCHEIN (9). A caréer can Se said
to be'anch§£ed over time in a set of needs or motives which the
individual continuously attempts to fulfill through work and
rewards obtained froh work, The-five primary career anchorsi
postulated by SCHEIN are: (1) Managerial competence - this is a
sense of satisfactioé in building something; getting something
accomplished, influencing people, planning and controlling
resourceS'an& supervising others. (2) Technical—functiénal com-
petence —~ i.e. exercising onet!s technical knowledge and skill
such as quantitative knowle@ge, buman relations and corporate
planning rather than the managerial process (3) Security - a need
to stabilize a career by linking it to a givén organisation.
(4) Creativity - a strong need to create something on one's own

such as a new business, a new product, a new service or a new

.method of achieving a specific result. (5) Autonomy and Inde-

pendence ~ this is a primary and overriding concern for one's
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~ own freedom and autonomy.

Interviews with edminietrative staff in the University and
officers in the Air Force reveal that both these communities
have predominent career'anchors as envisaged by SCHEIN. It is
possible, howerer, that there may be some career anchors which
are peculiar to these communities and which‘are different from
those_discovered by SCHEIN. These ahchors represent basic
factors in promoting retention, satisfaction'and\productivity
in pereonnel. - They will heve to be taken into‘consideratiOn,

either implicitly  or explicitly when‘eareer plans are drawn up.

4L.2.3 Career Life Stages.

~Some definite career stages, corresponding to various ages,
were identified by HALL & NOUGAIM (10) as well as by MILLER &
FORM (11). DALTON & THOMPSON (12) have revived the ideas of

carecer stages.

4.2,3.1 Career Stages.

 In a recent study, by DALTON & THOMPSON (1977). into what
distinguishes the high performance from the low one,vthey found
that "as individuals'successfully]move through their careers,
they progress through a sequence of stages. High performing
individuals whe confinue to be ranked high by their supervisors
throughout their careers tend to cope well with the differing
demands of each.of these various career stages, while individuals.
who do not cope as well with those specific demands tend to be

ranked lower by their supervisor with respect. to performance.

As a result of DALTON & THOMPSON's research four career stages.
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became evident; Stage 1 -~ this involves helbing,.learning and
following the direction of others in the organisation: he is the
apprentice.v Stage 2 -~ he moves from a subordinate to a colleague
typejéf'relationship and becomes an "individual contributor;"
vStage 3 - he broadens his outlook and starts training and bringing
others along - kqown now as a "méntor"° Stage 4 —.he moves to a
position of providing future direction for the organisatibh as a
wholeior fdr some,major section of it; in effect he becomes a

"senior statesman".

MILLER & FORM (13), on the other hand, identify five periods of
life~Work (career) patterns which compare closeiy with the above;
Preparatory stage; Initial stage; Trial stage; Staﬁle-stage; and
Retirement stage. Aircrew in the Air Forée g0 through five stages
as well: Initial stage; Intermediate development stage; Advanced
deveiopment stage; Staff Stage; and the Executife/Leader'étage.
These stages are, moreover, related to ranks; " The fanks are
determined by the type of career the individual follows. In a
 steady-state career structure the ranks will be: Lieu?enant -
initial stage; Captéin - intermediate development stage; Major -

: paftially intermediate and advancedstage; Commandént - advanced

and staff stage; Colonel - executive/leader stage;

L.2.3.2 Life Stages

Cloéely related to career;life stages is the area of life-stages.
DERR (14), feminds us that in recent years much attention and‘
interest have.been generated in both the popular and scientific
literature regarding the brbad issue of adult life-stage developmeht.
ﬁe points.out that the general thesis of this field of inquiry is

that the wvarious developmental stages of children do not end at
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adolescence but continue on throughvthe adult years.s Tnere are
stfess points  in adult'years (stages) which adults experience

and with which they must deal. | The exact timing and impact of

_ these.Stages differ considerably from person to person because
they are influenced by the.individual's sex, occupation, mental
status, physical condition, marital status etc. According to this
theory these adult life stages exist and do not occur entirely
.atbrandom or idiosyncratically. See below a table depicting these

life-stages.

LIFE~STAGE AGE ' ~+ " PROCESS

1 17 - 22 years Individual moves into the
Adult world

2 22 -~ 29 years Thdividual gets established
in Adult world

3 29 - 32 years There are inner pressures
' C ' : - to change and become one's
own person

L ' 32 -~ 42 years | Settling down to a career
' ' and personal/family concerns

5 L2 - B0 years . Mid-life transition : indivi-
: dual must resolve critical '
issues of mortality and
decline.

6 o | 50 + years Mellowing and settling down
' : period : looks back with a

sense of satisfaction or
regret.

TABLE 5. Life-stages

Source: A Theory and Research Instruments: for

Studying U.S. Naval Officers Careers. by

C. Brooklyn Derr, August 1977.
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The underlying issue behind studying career life stage dimen-
sibps of work is the ekteht to which these stages corresbond and/ér
conflict at fhe vafious points and the concomitant impact of theif
incongruency on retention, satisfaction and productivity, DERR (15).
This could be an especially important area of exploration for
thoée Air Force officers who pursue a lineaf definition of careér

success. ' , ' S -

4.,2.,4 Family.- Career Concerns

" Wives and children play a significant and influential role
in an employeet's éareer sﬁtisfaction, productivity and behaviour
_patterns. . A supportive study has already been made in thé
U.S._Ao : "Navy Career Counseling Research: Navy Wives Study.!
GRACE, STEINER, & HOLOTER, (16). Tﬁe role of parents, relatives
and even cloée friends aiso has an impact on careers KANTER (17)a
These famiiy matters are of particulariinterest in sfudying-the
careers of aircrew in the Air Force.. While much‘has been written
about family difficulties when the men are away 6n active duty,
no ﬂﬁdepth study has'jet been made of the effects family have on
the airérew careers or on the Air Force. The interrelationship
and. conflicts between.family expectatibns and Air Force demands,
;specially now that a low-intensity guerrilla warfare'situation
exists in South Africa, requires such a comprehensive study! »Whilst
such é study cannot be undertaken within the'scdpe of this thesis
some of the iﬁplications of family-career éoncerns will be taken

into consideration in the planning of aircrew careers.

4.2.5. Career Politics

SHEIN (18) defines organisational power as: "A's ability to
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modify the behaviour of B in Afs desired direction without altering
his or her own behaviour." KORDA (19) says, "Power is the ability
to.bfing about our desires", The politiés‘used'in an organisation

aré, therefOre; the intentions, means and actions used by an B

individual or group to gain power,

Career politics, according t6 DERR (20),‘"are the intentioné;
means and éctions used by aﬁ individual-in an ofganisation té
attain, (givenvhis career anchor, his career lifestages and family
vconcerns) his definition of career success". The opportunities’
available to'indiﬁiduals‘to achiéve their desired careersbére,
in'é large meésure; a function of their fortune and skill in the
. area of career-politics. How.they’understand'the politicsf“their
fortuitous circumstance", their abilities to behave politically
and their achievements will determine who will continue to work
hard-;nd gain mutual benefits. Knowing how and why thefe was

political failure might provide insight on caréer changes and

unproductive behaviours DERR (21).

453 The Conceptual Career Plan

In our hypotﬁesis we advanced a prdposal~regardiné the desira-—
bility of adopting a formally ééhstructed career plan céntaining-
four distinct divisions: a development prégramme; a counselling
guide; an appraisal sYstem; and a way of prédicting.promotion
vacancies, We intend to match these divisions with the previously
argued career-concepts, illustrating the advantages of incorpora-

ting the particular divisions in a career plan.

4.3.1 Career Development

\

According to GLUECK(ZZ) career develobmentAschemes develop
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.staff to their fullest and\provide satisfaétion and dignity to
employees., Moreover, such.schemes reduce turnover and costs

as well as reducing the hoarding.of high calibre perSonnel; To
justify such an assertion, the fivé»concepts DERR (1977) identified:
(see page 101) career-success; career-anchors; career-life stages;
family éareer—concerns; and career—politics, should be present;
Ciearly a pfbgramme that can satisfy such needsvmusf be good and

viable!

DRIVER (1977)'5 four types of Career concepfs: (see page 102):
‘transient; steady-state; lineaf; and-spiral immediately suggest |
a framework within which a developmenf programme could be deve-
loped, In the Air Force two types of careers predominate: the
steady~state and thé lineér ones. thiceabl& these career struc-
tures exhibit all the characteristics poffrayed in Table &4 oﬁ page
.,102‘ Not surprisingly‘the same is apparent in the University's
administrative Staff structure. -In intefviewsand discussions
with personnel it was fohnd.that both ofganisations'preferred
GLUECK's definition of a successful career - "the steady rise from
one management level to the next", The hierarchicalqorganisational
structure of the.Air Force and the University is thus once more

undérlined!

SCHEIN (1974)'5 career-anchors (see page 103)are furthermore,
partiéularly relevant in the Air Force. Managerial competence
relates to the officer role of.the Aircrew. Technical competence,
on the othéf hand, is associated Qith the role of piloting and
navigating aircraft. Aircrew stabilize‘their careers by linking -
them to the Air Force through their love of flying and the militafy

way of living - the security career anchor. Creativity is virtually
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always present.in aircrew as the flying and navigating of aircraft
in peace and war roles and in all types of weather conditions
tend to make them devise unique means andeays to reach their
goals and destinations. Finally the last anchor, autonomy.and
independenee, is a pfimary quality invaircrew who are trained
from the beginning of their careers to lead, take action and
be an inditidual who is an example to his juniors and a worthy

associate of his peers.

The connection between the'Air Force's career-stages and these
_identified by MILLER & FORM (1964) have already-been shown (see
pagelQS)._In a development programme these stages (or phases)
have to bevclearly delineated as they present the boundaries
_ where one:rank (grade) changes to another. A promotion, indicated
by a change to a higher rank (grade), brings with it greater
'responsibilities and authority. The preparation of personnel
v to_cope with these. new demands, has to be carefully planned and
phased into the Vafieus stages of the programme. Like-wise the
life—stages of aircrew are related to the attainment of higher
ranks,'to the phases of.ﬁanagerial development they pass through
in time, to age and to the length of service completed. This
: prepafationvis done by means of seleeted training; education and

postings to various units throughout the individual's career.’

An in-depth study of the implications of family-career concerns
has " not yet been made in either the Air.Force or ﬁniversity. That
the family plays.an important, albeit a covert role in a person's
career, is undeniable! Considerations of the effects a career

"programme has on the wife and ehildren should be taken in the
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design of a career plan. Fof instance, as far as possible the
planner should aim at maintaining an individual's family life when
postings fo the various units are beiné contemplated: it is a
selfdefeating exercise to post a married pilot to a.unit where
.there is no accommodation available for his family at the unif

or nearby.

vProbably the finest bit of advice that couid be given to any<
person seeking a successful career, is to heed DERR (1979)’5
definition of career-politics (sée pagelOS).v' A thorough undér—
standiné'of how and why there was political failure might indicate
the need for career éhanges and provide‘insight on unproductive
behaviours. In designing the content of the career plan, those
behavioural aspects which are neededbto support the politicai
aépects'shnuid be carefuilyvphased in. So for'instance, it is
" important that the‘individual gives the impréSSionvof being an
"organisational person' and "of finding ways to make it appéar
as though he is personally committed to organisational objectives?
DERR (23). Although this concept may sound Machiavellian, it is
never—the;less essential that the individual should pieventidis—
playing a."negative image®. VA study of the personal attribntes
of seniors is one way of gaining valuable insight in how to present

an image that is acceptable and organisationally positive.

The integration of these career concepts in a career develop- .
ment programme require knowledge of and the effects of other

critical factors. These are:-

a. The age at which to promote, rétire, terminate or move

a person.
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b. The length of service at which to promote, retire,

terminate or move a person.

C. The ranks (grades) the individual attains as he moves

through the management levels.

d. The stages (phases) of developmenf of the individual
in his career.
e. The positions occupied or positions moved into.
- . The educational qualifications needed for the various
' stages of advancement.
g..-  The technical and specific job (role) training required

for fhe efficient execution of the job.

h. The measure of experience necessary for futher advance-
ment,
i. ' The periodic assessment of performancé to enable the

placement of persohs in the pipeline for further

promotion or otherwise.

Je . Lastly a model of a design depicting the path a person
should follow to achieve a successful career in the
_Organisation. By the nature of_things this design.would_
'servevas a guide to the progress an individual makes

of his career over a period of time.

\

In Summary a tabular design of a career development programme
can be drawn up.containing all these critical career aspects,
The requirements, (age, education, training etc.) the individual

has to meet in order to follow his planned career, can be inserted
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and his career path mapped out. A design for a pilot's career

is given in Table 6. below. BURGER (24):-

Essential Promnotion Courses Air Staff Course Joint Staff | National Defence Course
Military & Co & Course Symposiums: Seminars &
Education Junior Joint ! Senior Joint ) : Study Periods for Senior
Warfare Course Warfare Course Officers
Military )
Training Flying Training Courses, Operational Training Courses; Specialist Courses.
Education [Bachelor Degree: : Masters Degree Ph.D.
(Behavioural - (Specialising in a major taken (Research topic related -
Social or in his Bachelor's degree) his field of employment)
Scientific or ’ C MANAGEMENT SEMINAR
Technical Field)
Postings Pilot in Flight & Squadron Senior Staff - |Base Comnander .
Operational Commander Officer : &
Squadrons : & at ~ ]Sen.Staff Off.
Junior Staff Officer Commands &
AFHQ
RANKS i Lieutz Captain - Major v Cormandant 23 Colonel
Development|Initial Intermediate [Advanced Staff Executive
Phases Development Development Development
Years of 3 5 10 15 . 20 : 25 30
Service : . ' ' - ,
or Age - 22 27 32 : 37 42 L7 52

TABLE 6 : A Lohg‘Sefvice Pilot's Career Development Guide.
Source: United States Air Force for format :

Own research in content.

This programme is, however, only a career progress guide. It
is designed to meet the organisations's (i.e. the Air Force) goals
for all.pilots and so contains a large number of elternative
choices which could be followed. The actuélvcareer development
programme for e particular type of pilot (say a fighter—pilot),
is a matching‘mixture of the individual's choices and the Air

" Force's expectations of him as a fighter pilot. The planning
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of the final career pfogramme should be done by>the individual in
consultation with eithér his commanding officer or a staff officér
from the Air Force Headquarters. The.career-decision taken is
crucial to both the pilot and to the Air Fprcef the latter'sv
effectiveness is in the balance and the pilot's productivity is

. at stake. This decision should, however, not .be irrevocable.

' The piiot (or thé Air Force) should be free to change careers if

circumstances so dictate.

4,3.2 Counselling

The important factors whiéh affect.persohnel policies and
organisational effectiveness in career development:and counselling
are the folldwing:'

a. ‘A stable operating environment is found to be cbnducive

to the development of career plans in an organisation.

b, There is a tendency in large and complex organisations
to use formally structured career plans for their

personnel,
Co The interest an employee has in his career, -

d. The extent to which an organisation is interested in

its personnel,

e, Lastly, the willingness of the superior to counsel the

employee. sympathetically, wisely and completely. GLUECK (25).

In both the‘Uhiversity and the Air Force there is a stable
Ooperating envirohment Whichvshould assist the development of
formally‘structured career plans. Because of the lack of such

plans, the organisations!' interest in their personnel is suspect.



115

Most employees are interested in their careers; especially those

that would prove to be successful.

Orgénisatidnal‘intricacies are mysteries to the young career
seeking individuals. They need to be guided in evaluating their
choices of a career. Theif superiors (a natural choice) should
counsel £hem in a manner indicating sympathetic'understanding of
the individuals' problems. The advice about what path to take,
should furthermore be given wisely, and, more important, completely.
As usual, the validity of advice depends on fhe creditability of
the counsellor,v If the latter had "gone through the mill
suécessfully" and this fact is knowﬁ,'then his advice would be

more readily accepted than from one lesser known and experienced.

An aircrew's superior, his commanding‘officer, is the most
obvious choice as counsellor.. However, whether he is a better
choice than a staff officer, who has access to the complete organ-—

isational picture, needs to be determined.

The piiot, already qualified, has selected his flying cafeer.’
~Air Force flying includes many different roles and refinementso
So the pilot needs advice onvwhiphAof the preferences to exclude:
- should he become a fighter pilot?; a bomber pilot? a maritime patrol
'pilot?_a transport pilot? etc. The counsellor, possessing an
intimate‘and accurate knowledge of the general career development
.guide (for ﬁilots, say) should be in a sound position to advise
the young aspirant abouf the relative attractivenesé of all flying.
careers. Furthermore, for his advice to belmore authoritatively
based.he needs to know the implications of the four main theories

of vocational choice: Trait and Factor Theory; Needs Theory;
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Development Theory; and Self-concept Theory.  For thn Holland

significantly hypothesises:

"People with inadequate occupational information
make inadequate  career decisions more frequently
than people with more adequate occupational

information.,"

Cleafly the tOpiC‘Of counselling is great and comélei. Fﬁll
justiée cannot be given to it in a paper of this_nature. Suffice
it to point out that counseiling is fundamental to career develop—
ment! Counsellors should be nominated and trained to give advice

on the application of career development programmes.

L4L.,3.3 Evaluation of Personnel

An employee’s strengths and wéaknesses‘shoqld be measured in
order to defermine his contribution to fheiorganisation's effec-
tivenéss.b .In addifion an appraisal helps to decide who should
be promoted, demoted or giveh a raise in pay; it helps to assign
work‘in accordance with the worker's ability; it stimulates ?eople
to improve; it develops morale through stimulating cohfidence in .

the fairness of management; it acts as a check on employment pro-

cedures; it finds the exceptional talents; and so on. . These
‘evaluations can be formal or informal. The informal system is
based on political and inter-personal prOcessés: some individuals

are bettér liked than others; some belong to the "right" club or
party; The formal system, on thé other hand, makes evaluations
" more rational and equitable., Briefly it indicates to the organi-—
sation how the individual is shaping up; to the individual how he

is progressing along his selected career path. The major factors
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affecting the.aspectvof career planning - appraisals - are: the
task being performed - this influences which method of evaluation
should be used; the size of the organisation ~ this normally
determines whether a .formal or informal system of evaluation is
needed (normally the bigger the organisation, thevmore fbrﬁal

-the system); what the employeé‘s expectations are as a result of
the selected evaiuation system;»énd lastly fhe superidrs‘ attitudes

and beliefs in the evaluation of their employees.

The four general aspects of formal evaluation are: who.
evaluates?; what to evaluate?; who to evaluate?;'aﬁd what evalﬁav
tion technique to use?. Evaluators can be: the superior; the :
rating'¢§mmittee; peer evaluation; the subordinate; the field'
review; the employee himself, The criteria used in evaluation
'depends on the task to be performed_— for example the quality and
qUantéty'of work, the personality of the employee , etc. All
ﬁersons need to be evaluated. "Evaluation techniques could be
one of the following: the graphic rating scale; ranking;bpaifed
comparison; forced distribution; weighted checklisf; forced choice; .
éssay evaluatioﬁ; the critical incident tédlnique; perfqrmance
tests; the field reviéw teéhnique; management by objectives,

assessment centres; etc.

Many qualities and characterigtics can be rated depending on
the values accepted and pracfised by'an.ofganisafion. Thus there
are many. different appraisals tO'bevfound; the one for administra-
tive officers at the University will be differént from the one
used for assessing aircrew in the Air Force. So, for instance,

at the University)for the administration staff}there would be a
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4

need to assess the‘quantity, guality and knowledge of work;. perso- .
nality; appearance; sociability; leadership; iqtegrity; co-opera~
tion; dependability and intiative. On the other hend in the Air
Force, aircrew are rated on temperament; ser&ice and genefal know~-
ledge; power of expression (writteﬂ and oral);_quality of work;
adaptability; initiative; analytical.ability and judgment; décision-
.making; planning ability; organising ability;'control; teamwork; -
receptiveness‘tq communicatioh;.integrity; sense of discipline;

care of subordinates; and social adaptation.

Wheﬁ these measurements are translated inte numerical values,
the assessment could become a dengerous'tool. It is to be remem-
bered that.virtually all assessments are of a subjective‘nature
and when numeriealvvalues are given, people are ihelined to believe
they repfesent absolute measurements e.g. an assessment value ef
75% could Be.interpfeted‘as e personvwho is only 25% from being
perfect! There is,;thus, a great need to be circumspect end
rating values should be substantiated by peefs, superiors and assess-

~ment committees before being put into use.

In sum, appraisals assess current performance, estimate future
potential and identify what developmehfal actioh is reguired for
improved performance and enhanced potential. The subjeet is vast
and cannot be dealt with in depth in this paper; Suffice»it to
say that it has been shown there is,vin general, a need for such
‘a system; A specific appraisal will be discussed when the Air

Force's assessment of aircrew is argued in the following section.

h.3.4 Predicting Promotion Vacancies

Promotion is an upward change of position for a person, normally
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involving greater supervisory,responsibility and differént duties -
from those of his present position, GLUECK (1974). In military
circles_promotionvié identified with a change of insignia: e.g.

a Lieutenant hés two - stars and a Captain three stars on each
shbuldero’vSome staff are not, however, promoted‘although this is
a rare occurrence in the military organisation. Furthermore,not
everyone can reach higher positions because of the narrowing of

the promotion pyramids top.

Staff are promoted within bofh the formal and the informal
systems. In the Air Force the formél_one is'mostly ﬁsed and
promotions take place when vacancies occur as the result of other
promotions{ retiremeﬁts, deaths or any othér form of pérsonnel
wastage. ‘Two of fhe most-important formal criteria used for pro-
motion aré‘merit and seniorify. On the informal side, however,' :
there is the.personélify of the aspirant and‘his peréonal influence
and lifestyle: lhe comes from a prestigious family, went to the
"right" school, béiongs tQ *tone énd only" élub, political party and
so on. In the past members have been promoted to higher positions
in the Air Force through the informal system and more will, no doubt,
be promoted in a éimilar way again, but generally the formal method
is thevoperative one. Here the'top management have a continuing
task to maintéin an acceptable énd fair balance between merit andv

seniority promotions.

It is taken for granted that promotion is an integral and vital
part of a2 career plan. But for it to be a logical and consequential
event a career development programme must have been worked out. Such

a progfamme will indicate the points in time in the course of an



120

individual's development at which he can expect promotion. The
frequency of promotion depends on the number of wvacancies

occurring and on the career factor. The career factor is that
proportion of’survivors to promotion age who receive promotion.
A favourable career factor is one of about 60%, JONES (26).
Career féctors are, moreover, also influenced by the time a
_person holds a specific rank: if minimum and maximum times in
ranks‘are.laid down, then career factors are increased -~ an

individualt's chance of promotion is increased!}

Vacancies are created by retirements, losses and by promotions»
,from fhe rank above, Career prospects are a function of age
disffibutions, wastage rates and of fluctuations in'the size of
anvorganisation. Iﬁ order to plan the growth, reéruitment and
allowrfor wastagés, it is neéesSary to prédict ﬁrombfionvvacancies
occurring in the career-span of the individual. This involves

long-term career models and short-term forecasts.

Mathematical, aétuarial and computer simulation mﬁdels, some
6f Which.haVe alfeady been discussed, can‘be used to ﬁfedicf
promotion vacancies. Close statistical control is necessary.
-The selection.of the most appropriate model depends on the éxper—
tise avaiiable ih the.organiSatiqn. We found JONES' method |
particulafly suitable and comparatively easy to haﬁdle. An added
vadvanfage is that this method is still being used by the Royal
Navy -~ a hierarchically structured organisation like the Air Force.

and the Administrative staff of the University.
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L.h A Pilot Study: The Administrative staff of the University

of Cape‘Town.

Within the framework of our thesis we héve now developed a
concept of career planning. Our hfpothesiied elements are there.
There is a need to try them out to see if they are feasible befbre
Ideveloping a career plan for the Air Force, A pildt'study was
called fof and the administrative staff 6f the University of Cape

Town was selected.

The choice was ﬁot a random one. There are many similarities
bétween the organisation of the University and that of the Air
Force. Firstly both organisations are bureaucratically and
hierarchically stfuctured._ .Neither possesses formally structured
career plans for fheir staffs! Lastly having served ovér four
years on the administrétive sfaff of the TUniversity and over
thirtyéeight years in the Air Force gaveime a significant insightv
into these organisations that would facilitate analysis. Further-
‘more it enabled me - to deal with their prbblems with knowledge and

understanding.

The firét step in this comprehensive study BURGER (27) was tp
determine what was needed in the administrative branch to initiate
La Viable career plan, It was found that all vacant positions were
advertised outside the University in the néws media., Thus any
'inside' applicant had to see this advertisement before applying:
he then had to compete with this’lérge field. Internal advertise—

ment of vacant posts was not practised.

A Vviable career structuré is, however, only possible when‘there

are a known number of posts available to the staff when they move
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from one management 1evei to the other. To make this possible
meant that outside applications had to be limited: a tentative
10% was proposed. In turn, this meant that 90% of vacant posts

could be opened up for staff within the administration. Based

on this, a viable career structure's foundation could be laid.

. Next the elements containedvin a'cereer development programme
were investigated. This resulted in the foliowing proposals being
suggested. Retirement age.— 60 years.  Length of service (related
to pensionable serviee, grade and position of incumbent) - QO years;
Grade at which to retire - prineipal\administrative officer.
,Qualifications: Educatienal ~ bachelor degree through DOCtorafe;
Diploma in either personnel management, mahagement accounting,
commerce,.theory of accounting.or in business science. Training -
specific trainihg courses to learn the jobs oandminietretive,x
senior administrative and principal administrative officers.
Assignments and transfers - to provide cross-—training and enable
a wide spread of knowledge and experience to be'assimilated.v
To facilitate understanding the interactions and relationships
between_these elementcs, a career progress guide for administrative

staff was constructed - see Table 7.

TABLE 7.  Career Progress Guide : Administrative Staff : U.C.T.

Source : Own research (1977)
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The selection of the most effective combinations of times,
studies, extra technical and academic qualifications, transfers,
etc. in a career plan, is a mdst difficult and complex task. |
Someone, well vérsed in administration, should provide this guidance.
Such a person is normally the supervisor: a senior member who-should

also have received some tfaining in the application of counselling

techniques.

The system of appraisal used was woefully inadeqﬁate. Investi-
gating what standardsneeded to be maintained and what qualities
had . to be measured enabled me to draw up a more comprehensive

appraisal form - see Table 8.

TABLE 8. An Appraisal Form

Source: Own research (1977)

AN APPRAISAL FORM

Name:

Position & Grade:

Department:

Reason for Appraisal:

Date: ..............(day)...;........(month)...........;..(yeér)

Instruction: Tick 6/3 the appropriate box, Maximum score 4 x 7 = 28 points.

Outstanding Good Satisfactory Fair  Unsatisfactory

(4) ' (3) (2) (L) (0)
Quality of Work () () () () ()

Thoroughness, neatness, accuracy

Comments:
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Quantity of Work () ()

Volume of acceptable work under
normal conditions

Comments:

Knowledge of work . () )

Clear understanding of the facts
or factors pertinent to the job

Comments:

Personal Qualities () ()
Personality, appearance,
sociability, leadership,

integrity.

Comments:

Co—operation

() )

Ability and willingness :
to work with associates,
supervisors and subordinates

toward common goals

Comments:

Dependability | ) ( )I

Conscientious, thorough,
accurate, reliable with
respect to attendance,
lunch periods, reliefs, etc.

Comments:

Initiative ) | )

Earnestness in seeking
increased responsibilities.
Self-starting, unafraid to
proceed alomne. -

Comments:

)

()

()

()

()

)

@) @)
) ()
O SO
() ()
@ \ ()
) O
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8. Rating
OUTSTANDIN Merit promotion or additional annual
' : 25 ~ 28 increment.
GOOD -1 Promote normally or additional- annual
' 20 - 25 | increment,
()
SATISFACTORY Full annual increment
17 = 20 -
= , _
() :
FATIR » NOT promotable — reduce annual increment.
t 6 - 17 ' :
()
UNSATISFACTORY Dismiss or remove from line of promotlon -
0~-6 no increment.
Note: Increments increased or decreased by 10% for every 3 points

above or below 18,5 points with a maximum deduction of
2 complete notches.

9, General Comments

PO e TSR OCPIOEPOOPOERESIOEOEQPROEOPIOEPPSLIEOETRLS PP O OCPOCLEPLPOELIOEPRLPIOGSEROEDIOOEOPEOEPRIELEOLEOLES

Head: Department of..eceecececioceannes ASSESSOL: ecuvresvesnssscarcssccsanns

DAate: ceecesescsoscccsscccsoscnss Grade:

e v osOePPOEPOELSEOEOIQPPOCEOEPIESESLEGEDS

S 0000 L P PIETLILOEPLIPIOLEPIIEOEOLEEST OIS

Position:
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This appraisal enables those in authority to draw up an internal
"order of merit". This merit iist could be used when considering
‘individuals for oromotion.: taken in order of ranking. A Selection
Committee, constituted to recommend the filling of vacant positions,
could use such a list without any members, eligible for advancement
making a formal application for the vacanoy. Advantages of using
such a system wonld be the increase of morale and loyaltyt the
University would be demonstrating that it is looking after its

perscnnel -~ a case of seeing is believing!

Finally the prediction of the number of staff vacancies was -
attempted. -~ A steady-state career structure was assuned to be valid
and the two suggested entry streams (the incumbent staff and the
outside applicants) incorporated in the model., The number of
personnel in the administrative branch (i.e. from the Registrar
to the Administrative AssistantS) was downnardly-adjusted fromvioh
to 100 in order to present a smooth and.balanced hierarcnical struc-~
ture. The average promotion ages in the various grades werevcal;
‘culated and the subsequent graph smoothed out by adjusting some.of
them. Wastage losses, dne to age retirements, termination,_train—
ing failures, death on duty, invalidings, voiuntary withdrawals,
compassionate releases; dis:missals.etco were extracted from staff
records and expressed as a proportion of the mean strength over
the periods concerned; e.g. over the period 38,97 - 65 years of
age the wastage rate wasti% per annum; for 37,20 - 38,97 years of
age it was 3% per annum; for 31,78 - 37,20 years of age it was h%
per annum; and lastly for 20 ~ 31,78 years of age it was 3% per
annum. Age intervals,Afor the various grades, as the result of

these wastage rates were then determined.' “Armed with this
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,information, promotion vacancies for the next year were computed
using JONES (1967)'5 model (28). The resulting vacancies predicted
were; None for Registrar.or Deputy Registrar; 1 for an Assistant
Registrar;xl for Chief AdminiStrative{Officer; 2 for Principal .
Administrative Officers; 3 for Senior AdminiStrafive Officers;

4 for Administrative Officers. Altogether 16 promotions predicted
for the next year. Also the.strength of Administrative Assisfants
'requiyed to maintain the steadystate model was calculafed to be 25.
Furthermore at the proposed retirementAage of 60 years, it was
computed that:‘l Chief Administrative Officer, 1 P.A.0., 1 S.A.0.

and 1 A.Q. could be retired.
The results of this investigation were:

a, - Job specifications, .job descriptions and evaluations were
to be started in order to determine’the job content,

incumbents grade and the number of posts necessary.

b. It should be'accepted that grades of Administrative
Assistant through to Principal Administrative Officer

are viable career ranks ih the administrative branch.

C. It should also be accepted that a career length of 40
years or one ending at 60 years of age (whichever comes

'first) be used.

d. - That staff appraisals be rendered at regular intervals
(2t least annually) and a merit list be compiled and

updated regularly.

e, That administrative vacancies be filled by 90% of internal
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applications and 10% external ones.

f. Adopting a promotion policy of: "Up, Hold or Outh" -—
"details of this policy are described elsewhere.

& Appointments of a Careers Staff Officer who should also
act as the training officer.

h. The drawing up of a career development programme in
conjunction with the staff involved.

i A formally structured Career Plan for Administrative
Staff should now be drawn up and circulated among all
concerned.

Finally it was interesting to note that the actual number of .

promotions and

appointments the next year (1978) were as follows

'(my_prediction in brackets):—

Four Administrative Assistants were promoted to

Administrative Officers, | (%)

Two A.0's were promoted to Senior Administrative

Officers, ' ' , (3)

Two S.A.0's were promoted to Principal

Administrative Officers, ' B (2)

One P.A.0' was promoted to Chief Administrative

Officer, o | ‘(1)

No C.A.0. was promoted to Assistant Registrar, (1)
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f. One Academic Registrar was appointed
(a new post). : : © (0)
g. No Assistant Registrar was promoted to Deputy
Registrar : : | (0)
h., A Deputy Registrar was promoted to Registrar (o)

The concept of Career Planning in hierarchically structured
organisations is viable, It should be applicable for use in the-
South African Air Force and is dealt with in detail in the next

section.
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PART 4. THE SOUTH AFRICAN ATIR FORCE

5. CURRENT - CAREER PLANNING IN THE AIR FORCE

5.1 Introduction.

There are no formally structured career plans for aircrew
in the Air Force. It is a comparatively large organisatioh:
the aircrew (pilots and navigators) alone make up a total of
834 officers otit' of a total of 1 526 (1979). |

Aircrew meﬁbers hoidbranks, varying from Second Lieutenant
up to Lieutenant-General; they occupyvpositions covering the
spectrum from aircrew to that Qf Chief of the Air Force. Even
as  junior officers, they contirol and are responsible for aircraft
worth many thousahds of rands.v Furthermore; the higher the
ranks they hold the higher the positions they occupy. This
Kenfails greater personnel and‘equipment fesponsibilities: e.g.
aﬁ Air Base commander (normally.a Colonel) has several,squadrons
on his base as well as servicing,aircraftﬁ— stofage and stores
. facilities worth many millioné of rands; moreover theré are
about 1 500 officers and men (excluding wives and childrenj on
an avérage sized base. Furthermore the families of the personnel,
housed on base, entail additional responsibilitiés.

Loooking at the various ranks and positions offered by the Air
Force, it is evident that there should bé a large number of
potentially execiting and rewérding careers for aircrew to follow.
An exciting career is not necessarily a successful one. Aircrews!
chances of following successful careers are- enhanced if their
career plans are formally strucfured and committed in writing.

‘A lack of such a career plan does not imply, however, that the
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aircrew are uwiproductive and the Air Force ineffective. We‘shall
show, as stated in our hypothésis, thaf if a formal careér»plan |
V(for aircrew) containing thé package of a career_developmenf
programme, a counselling guide on the application of the programme,
an appraisal system to measure perforﬁance and a model for bre—

dicting promotion vacancies, is proved to be desirable, then its

adoption should be seriously considered by the Air Force.

We inténd evaluating.the above career plan facets and then
testing fhe accepfability_of the principles invplved by means of
a pilot survey at a typical Air Force installation. | The findings
of this survey will éubéequently be tested by.means of. a second_

survey.

5.2. Career Development.

The conéepts we derived in our ﬁrevious section have to be
applied to aircrew. Types of careers encountered ip the Air Force
are either steady—sfate or:lineapﬂhey possess the characteristics
as laid out by DRIVER (l). See Table 4 page 102 The_cafeer
coﬁcepts have already.been discuésed and we accept them as
feasible points of departure. Specific factors, applicaﬁle
to the development of Aircrew, must be determined and their

relationships to the abovementioned career concepts demonstrated.

5.2.1 Age.

This is the age at which to promote, retire, discharge or

post aircrew members. Clearly the ages at which the above actions
- occur differ from each other.  There is a minimum age for joining
up: 18 years. There is a maximum age at which aircrew retire:

60 years. Within this spectrum an aircrew member may be promoted,
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his services terminated or he may be posted. Such actions are
not only dependent on age, but also on a member's capabilities

and career opportunities.

Aircrew members who joined the Service before 16 August 1963

are elig;ble to rétire at 55 years of age, or any age after 55

up to 60 years of age;(Z). All ‘'newer' members have to retire

~at 60 years of age. From my own expefience.and from‘interviewsﬂ
with aircrew there is concern that this aée (60 years) is too

old for active flying. 'it is conceded that all aircrew do not
remain as active as they were when young with the passing of time:
they fly less and spend more time behind a desk. Eventually
.such aircrew become aircrew in name only and iose the support

of their juniors who look up to them for flying leadership.

vMilitafy flying is regarded as more exacting,'under higher
pressure énd more dangerous than civilian flying. Airline pilots
retire at 55 years'of age. The_aircraft they fly are bié, fully
automated with the most médefn electronic landing and navigational
aid systems.  Their militéry counterparts, particularly those
in our Air Force, are not so well equipped and consequently
reduire'more manual manipulation. Hence a greater strain én

the aircrew!

It is a well-known and éccepted medical fact that increasing
age causes a deterioration of physical reaction .time and co-ordi-
nation of faculties. Airline‘authorities are, no doubt, convinced
that, as a result of this fact, the risk of an accident due to
a pilot's slower reactions was Jjust not accéptable. Cdntribu—

ting facts, like the number of paSsengers carried (nearly 500 in
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a Boeing 747) and the fantastically high cost of such aircraft
(a Boeing 747 Super B cost approximately R51 million) support

this decision.

The Air Force estimates that the cost of tfaining a pilot
is about R120 000 (1977) ~ more so now with the inevitable infla—
tion factor applied! A Mirage jet aircraft cqsts R2,5 million
.(1977) and ié, of course,.irreplacéabie today with the United
Nations arms embargo in force againStSouth Africa. The cost ofl
tréining a.Mirage pilot éo that he is operationally effective is
R1,7 million according to Lieutenant General‘Ro H. D. Rogérs,
SSA, SM: DSO, DFC, Chief of the South African Air Force (SA Air
Force Association dinner on 16th June, 1978)° Clearly pilots

_in the Air Force and in the Airlines are extremely expensive

investments in human resources.

Granted an Air Force pilot does not have to fly as exﬁensively
at a later age as does his'Airlihes counterpart, he never-the-
vless has to provide flying leadership throughout his career in
a more dangerous and invidious environment. Thus if there is
a case for one retiring early -~ Airlines — then there is, ipso
facto, a case for the other - the Air Force. Should this view
bé substantiated by aircrew, then there is a néed_to examiﬁe the .

implicationé of decreased retirement benefits and the prospects

of a second career.

Retirement at any age earlier than 60 years, means a reduction
in benefits due to the lesser amount of service. Consider, for

example, an aircrew member retiring at 50 yearé of age having

/
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served 32 years in the Air Force and having earned an average
pensionable salary of R10 000 over his last three years. (The
inflation rate and standard of living are ommitted for the sake

~of clarity)

Gratuity : G 6,72%. R10 000. 32 = R21 504

il

1

It

Annuity. . A

1 (32 years x RI10 OOO) 2> 55 = R5 818 per year.

If the member retired at 60 years of age - i;e; L2 years of

service:—

it

Gratuity : G 6,72%. R10 000. 42 = R28 224

2
Annuity : A

Il

2 (42 years x R10 000) + 55 = R7 636

The member loses R6_720 in gratuity and R1 818 per year in
annuity due to early retirement. Oﬁe waykor'another these losses
have to be made up or their effects oh the individual reduced.
Increasing the gratuity by an ad hoc amount for each year served
is one way: e.g. an additional amount of R210 for each year served
would make up the loss in‘gratuity. The provision of fundé
depends, however, on a political decision fakeﬁ in Parliament.

The assessment for the needvfor such funds is also a political

activity resting on value judgements.

The accepfance_of‘the concept of a second career and the
preparation for one, present greater diffidulties. The Airb
. Force isvwell aware éf this problem: a pertinent case ﬁas that
of the Mediuﬁ Service (MS) pilot leaﬁing the Service at age
40 - 45 years old.: In a confidential lettef(reference LMH/C/951/1
of 8 Sep 69) (3) éddressed to the Public Service Commission, it

was poinfedly stated thét: "An appointment of this kind, for
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suéh a short and broken-up éareer, contains no advantageé for
the individual.® (translated from Afrikaans) and further:

. fieeeeso. On retirement he will be too oid to begin a new
career elsewhere...;.'He..;will uhdoubtedly be able to obtain

an appointment in the private sector, but with regard'to extending
‘his career there can be no question (of doing so);. The fact
that the-aspiranf MS officer may be unaware of these limitations),
places the State under a still greater moral obligation to Jjusti-
fiably compensate him for the possiblé career.and salary expec—
tations which he must give up.in order to devote the bést part

of his productive work-life to a dangerous and short careér
éxclusively in the interest of State sécurity."' (translated_

from Afrikaans. op. cit.)

If the retirement age for aircrew is to be broﬁght down from
‘6Q years of age then the concern expressed above for the MS. pilot,
will be voiced anew but for the Permanent Force (LS) pilot this
- time. Clearly the remuneration of aircrew and their‘preparation
(whilst ih'the Sérvice) for another céreer,.should be seen as

tasks of primary importance. in this event.

Age is also relevant in promotion and the occupying of certain
. positions: a member may be too young (emotionallyvimmature and
inexperienced) for a particular rank andbposition. Likewise he
may be too old and set iﬁ his ways. Whilst it is concededvthat
-ali persons dé not conform in the same way in their age charac-
teristics, it was never~the~less felt that some guidelines,
regarding this important attribute, had to be laid down. So

the minimum ages and periods in ranks for promotion to the next
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higher rank and the maximum period a rank may be held were
recommended by the JOUBERT (4) committee: a summary is given in

Table 9 below:

‘Minimum Youngest Maximum Maximum

Period(yrs) Age in Period(yrs) Age in

in Rank Rank in Rank . Rank
General " - 54 5 60
Lt. Genl. 1 53 4 60
Maj.Genl. 2 51 L 60
Brigadier 3 L8 . '5- 60
Colonel 5 L3 7 60

Téble 9. Récommended Periods in Ranks and Compulsory
| Retirements.
Source.  Appendix F to HSP/C/502/2 over HSP/110/2/2 dd
2 Sept 75. Report: Committee of Inquiry into
the Flow of Retirements and Promotions in the

' S. A. Defence Force (translated).

The average ages of the three top ranks in the Air Force

are given in Table 10 below;~

AVERAGE AGES AT

1975 V 1979
Maj. Genl. ' 47 years 51,25 years
Brigadier 52,5 years ~52;5 years

Colonel L8 years Li,74 years

Table 10. Average ages of Senior ranks in S. A. Air Force

Source: Own research of Personnel Records.
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When these ages are compared with the recomﬁended maximum
and minimum ages in Table 9 it is noted that, on the average,
Maj. Generals would be retired at 55,25 years, Brigadiers at
57,5 years and Colonels at 51,74 years:of age instead of the
legal 60.Yeérs.’ It is also'evident that the.Major General group

is too_young - a sign of the times perhaps.

It is also important to note the ages at which promotion
topk place in order to evaluate their validity and acceptabilityﬁ
see Table 11. The average age at_promotion to a Lieutenant's
rank is 23,2 years old. This supports the Pérmanent Force pattern
where a new aircrew entrant joins the Air Force.at age 18 years,
completes a yéar'sA"wings" training, three years graduate educa-
tion attaining a Bachelor of Military Science degree (B.Mil) and”
being promoted to Lieutenant‘a yealr after léaVing the Military |

Academy. Slight variations are apparent in Table 11 below.

PROMOTTITON

For : To Rank At Age j Period Between

. Ranks

Major Generals Lieutenant 22,75 Years ’ -
Major General 49 years 26,25 years

Brigadiers Lieutenant 23,58 years -
- Brigadier ' 50 years 26,42 years

Colonels ~ Lieutenant 23,14 years ' -

Colonel S 41,84 years = 18,7 years

Table 11. Average Ages and Periods Served for Senior Ranks
in S. A. Air Force.

Source: Own research of Personnel Records.
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Comparing Table 10 with 11 we find that Major Generals
_ have been in their present rank 2,25 years; Brigadiers 2,5 years;
and Colonels 2,9 years, all having been promoted within a short

period of each other. Age and years of service are inextricably

linked together.

5.2.2 Years of Service. . It has already been pointed out that
the length of service on retirement determines the magnitude of
a member's annuity and gratuity. Length of service is not only

krelated to age, however, but also to rank, experience, stages of

development, qualifications, training and.the incumbent's position.
!

It identifies thé career period: i.e. the period. from joining
-until retirement. during wpich a member reachés a satisfactory
rank and position iﬁ the Air Force, Furthermore the years of
service or age (of both) define the limits or boundérieé withinv:
which the career development activities, for a member, are formu;
lated and.plaﬁned: e.g. it attempts to answer the question of
when should~a member be pfomoted to the next higher rank? or
when should he be made a flight commander? or when should he be
posted to another unit? etc. Manifestly it is an important and'v
pervasive variable in career developmént programming. With
retirement at 60 years of age, the maximum number df years of
service an aircrew mémber can serve is 42 yearé. Career period

end-pdints are defined.

The United States Air Force define their Career'period to be
30 years of service with the end rank of Colonel (5). This 1is
the career cycle for those Colonels who are not selected for

General's rank. In the South ‘African Air Force, Colonels are.
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promoted to their ranks.at average age of 41,84 years after about
22,7 years of service. Should the rule (proposed) of maximum
service in‘ rank of 7 years (see Table 9) be applied, then Colonels
would retiré at about 50 years of age and after about 30 years

of serviée. v Such a state of affairsvwould reinforce the U.S.A.F.

policy and lend credibility to S.A.A.F; career planning.

In the case of thé Brigadiers, who are promoted to fheir
ranks at fhe average of 50 years of age and 26,42 yéars of service
(see Table 11) the maximum service rule would cause them to retire
at 55 years of age after aboﬁt 35 years éf service (see Table 9)
Once again this is a viébleiconcept'providing the basis of minimuﬁ
and maximum periods of service is accepted (6) and we accept
GLUECK'S('?) views on the U.S.A.F. career planning efforts.

"..._Thé Air Force is a large organization, of course, involving
" hundreds of thousands of employees. It has a véry sophisticated
'emplbyment planning system based on determination of needs and

a personnel»planning system for determining assignments. 1In
conjunction with these systems,.the Aif Force hasbdeveloped a
complex career development plan for its cadre of officers} The
purpOSe......is to assure that enough highly qgalified officers
are available and thét these officers are‘prbmoted to responsible

positions."

The S.A. Air Force is also a large organization, albeit not
as large as the U.S. Air Force. It isva like organization and
would.thus_unquestiohably endorse the.views expressed above about
Air»Force career development. A career length of 30 yearé service

is attractive even in the abnormal circumstances prevailing in
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South Africa today. "Soldiering" (i.e. flying) is, after all

the vocation for the youngf

5.2.3. Stages of Development. Another important variable to

be considered is that of the stages of development an aircfew

is expected to go through during hié”éafeer. SCHEIN (8) gives
ﬁine stages of the Career Cycle:- 'growth, fantas&, exploration
(agevO—Zl); entry into world éf work (ége 16-25); basic trainiﬁg

(age 16-25); full membership in early career (age 17-20); full

‘membership mid career (age 25+); mid career crisis (age 35-45);

late career in a non-leadership or lead;rship'role_(age 4o to
retirement); decline and disengagement (age 40 to retiremenf);
retirementl' DERR(9) postulates éix life stages:'early adult or
post adolescence (age 17—22); getting established in the adult
world andAexperiencing it (age 22—29); the age 30 transition where
adult life experiences and structure éome into quesfion (age 29-32);
settling down to career andvpersonal/family concerns (age 32-42);

mid-life transition (age 42-50); meilow/settling-period (age 50+).

These stages can be presented pictorially: (see Figure 15 below).
T 60 .
9 [reniae
8 DECLINE ond DISENGAGE
4 - LATE CAREER
1 qo| MNONLERQER or LEADER ROLE
FB-CAREER '
6 : . (-1 83-SV-N 4s - ¢s
T _ [P EMBER |35
5 MIO-CAREER 3
4 FuULL MEMAERSHIP |30
I 17 | eakLy cAREER
3 AAasiC %5
TRMMNING
ENTAY
% 16 | WoORK WD |,
2
t | GRrowTH, FARTASY, EXPLORE .
5 ) - ey 50 60 &5

Figure 15: SCHEIN'S CAREER STAGES.

Source: SCHEIN‘(1978)
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When career stages are presented like this, it provides a
framework of a career plan,GLUECK (10). Translated to specifics,
the Air Force (ll) expects an aircrew member to.participate in

five stages of career development:- .

StudentﬁOfficef (age 18—22)' Junlor Offlcer (age 22- 34),
. Staff and Comma.nd Officer (age 31-53); Chief and Senior Commander

(age 42-57); General Officer (age 50-60). See Figure 16 below.

S _ :  |GeneraL owq v
4 ' CHEF e
E’x 4 SEtion CoMMAaNDER
a
”5 53
3 STAFE & COMMAND OFFICER
r ' -
A o
u 34 ,
E 2 SUuNIoR OFFICER
0
'j 4%
Y
W 1 3-
o ¢
T . N . o ‘
'8 o 29 38 AGE 43 S3 &0 “YEARS
ro 2.0 .‘/EO’\RS oF %E&\ucE 40 HA

Figure 16 Aircrew (Pllot) Development Stages.
.~ Source: S.A. Air Force: Career Guides - LMH/lOS/l/Z/B

dd. 29 Jul. 77.

The foundation for career planning in the Air Force can clearly
be seen: the other elements need only to be added to th1s frame-
work to complete the plan .Age and Years of Service_are already

1ntegrated
/

5.2.4. Ranks. In a successful career, age, length of service
and rank are all happily integrated and satisfactorily balanced.

- The problem to be solved is to determine what end-rank readily
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and smoothly slots into the mix of age and service?  The United
States Armed Forces settled, after mﬁch deliberation, on the
rank of Colonel (or Captain in the U.S.Navy) in a careerfperiqd
of 30 years of service.' For promotion to ranks higher than
that of Colonel i.e. Brigadier General; Majof General, ~Lieu-~.

- tenant Géneral,4and General a sophisticated seléction board
 proceduré was adoptéd. . Those-Coionels'not sélected for
Brigadier General were notified and were retired at the end of
their 30 years ser?ice periods. On ‘the other hand the S.A.
Defenqe Force (and thus the S.A. Air Force) has accepted the
retiring age of 60 years as thé end point of é career period .
Wifhin this period the Air Force elected the top caréer_rank to

. be that of a General.

Patently this is unrealistic: there is but one General in
the whole of the S.A. Defence Férce. 'All the officers of the
Army, Air Férce and Navy theoretically compete for this position.
Moreofer, thiS'rank (General) is the rahk for the position of
the Chief of the S.A. Defence Force: an important post of confidence
which is not open to general competition. The Chief of the Air
. Force is a Lieutenant Generél and also occupies a post of confi-
dence: thus this rank is not open to competition"frém Air Force
Officers. At preSent fhere are four‘Major Generals and twelve
Brigadier positions opén to‘aircréw competition, _This means that
twelve (12).Brigadiers compete for four (4) Major General positions:
one chance in three. There are fifty Colonels who could compete
for the twelve (12) Brigadier posts - one éhance.in four. The

chance that an Air Force Colonel can become a Major General is
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thus one in twelve, (i.e. p = % X 5 = %2) - one out of every

12 Colonels could reach the rank of Major General. Ninefy (90)
Commandants compete for the fifty (50) Colonel positions: about

one Commandant out of every two could become a Colonel. .Diagrama—:

tically the rank structure is shown in Figure 17 below.

Lt Gen.

5] M.G.
12 Brigadiers

50 Colonels

90 Commandants

Figure 17. Rank structure in the Air Force.

Two ranks appear feasible as a possible career end-point:
Brigadier or Coloﬁel, _ The starting career-rank is that qf
2/Lieutenant. Between these two ends lie thevranks of Lieutenant,
Captain, Major and Commandant. In a career plan all +the ranks

should be related to the progress made by the aircrew.

.The Air PForce allotted the first four years of an aircrew members
to the role of student officer; i.e.. he is a Candidate Officer
(C.0.) first and is then commissioned as a 2 /Lieutenant whilst

still under training. Age wise this would take the student

officer from 18 years of age to about 22 years.

In the hierarchy of ranks, Lieutenants and.Captainsvére at
the lower end of the officer scale. Their flying experiences.
are limited and they undergo séuadron trainihg and flying exercises
in order to qualify‘as operational pilots in the role they have

been allocated: i.e. fighters,»helicopters, maritime, photographic,



151

transport etc. Decision making is limited to their immediate
tasks but would beéome more important as they gain experience

in administrative and staff work as well as in flying; They

are considered the junior officers of the corps and their advance-
ment is at a standard rate of.pfomotion: two years from 2/lieu- |
tenant to.Lieutenant; and three years from Lieutenanf to Captain
(at about twenty;five years df age). As a Captain he would be
“getting estéblisﬁed and experiencing the Air Force world for the
next.6 - 9 years by undergoing a variety of preparatory courses
and training programmes. The qualifications so obtained entitle
him to junior staff officer positions and flight commander in_a

squadron, senior pilot, etc.

The passing of promotion examinations and flying tests qualifies
the'officef for promotion to Major, between the ages of about 31
to 34 years. The member is now in an advanced development phase

and could be employed in staff and command positions,

Promotion to Commandant (and higher ranks) is by selection
which can be expected at about 38 years of age. Command and
senior.staff positions are now the order of the day. Moreover,
the rank of Commandant has tr;ditionally been associated with
the genuine command function: squadron commander, flight commander
in transport squadrons, and commanders of Air Stations, etc. This
is also the period of the "mid-career crisis" mentioned by SCHEIN
(1978); and the questioning of "life experience and structure"
by DERR (1977). Being a commander, therefore, with its infinite
variéty of social and érganisational resbonsibilities and attrac- -

tions (or a senior staff officer at a headquarters) provides a
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sound bridging of this difficult life-stage.

The selectién to the rank of Colonel takeé place at about
forty-three yeafs of agé and appropriately qualifies for DERR(l977)'s
epithet of Umia-life transition". - Senior positions, such as
squadron commander of a trénsport sqﬁadron, officef‘commanding
ah Air Force Base and senior staff officef at a comménd or Air
Force Headquarters, are logical ones for this rank in the executive

development phase of an aircrew member's career.

_Selgétion to the rank of Brigadier signifies the end 6f formal
training and schooling in the:Air Force. The appointments of
commanding officers of a Command and directors at Hea&quarters
are asséciated with this rank.. Promotion takes placé at about

the age of 48 years.

The four variables discussed so far can now be.cdmbined in a
tentative career development plan. This is presented schematically

in Figure 18 below.

5 bo
| GENERAL OFFICER ' . GENERAL.
. = 4 .
! '
. ) :
CHIEE RSEMION COMMANDER : : 1COL. | BRGADER
9 - ' i
. H ) ) 57
. . [} ’ .
STAFE & COMMAND OFFICER ' MATER :Connm&mmE COLONEL
i : TR &
“SunioR OFFLER Il ,CaltanN
. L] i
vl 2 3
BTUDENT 3-2:4_
R . . 2
YEAAS OF AGE
26
8 12 2% : 3] 43 5% &0
' YEARS OF SERNCE. ' :
o* a 10 20 30 40 &%
Figure 18 ‘Aircrew career ranks
Source: . S.A. Air Force: Career Guides - LMH/105/1/2/B .

dd 29 Jul 77.
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It is evident that the retirement age of 60 years has dictated
the maximum length of service and the periods within ranks.,.
This approach is not the best, because the needs of the'Air Force
to recruit, manage,.and develop its human resources in order to
\ maintain :its effectiveness,_survive and gr0w,'cannot rest on an
\arbitrary‘age determination," There are signs that the Air Force
%is seeking other wajs to overcome this disadvantage; An attempt
Eis being made to modify the old Medium Service (MS) System of
20 years service into a more flexible one known as Flexible Service
(FS)(lZ). Those;officers who display a pérticularly high flying
potential in relation to their command and staff potential, would

be retained as active aircrew, with rank not higher than that of

Captain, but with annual incremental pay fises up to the btop notch
of a Commandant}s pay scale; They would be retired at 55 years
of age i.e. at about 37 years of service. 1In a survey conducted
bybthe Air Force this scheme was positively accepted by tﬁe Per—~ -
manent Force members (52,5%), the present Medium Service members
(77,5%) and the Short Service members (69%). There is, hbwevef,
one aspect fhat needs looking into: the top rank of Captain. In
a rank-~orientated organisation like the Air Force, it will not be
- long before:this inéquality in rank could.becoﬁe a source of
frict;on and dissatisfaction, Even in S.A. Adirways a four-ringed
captain is senior in service, experience and standing fo a three-
ringed captain.' Moreover; senior pilots in the Aif.Force will

not all be of Captain's rank.

Periods within ranks are not consistent when compared with

the maximum and minimum periods recommended by JOUBERT (13).
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Ranks are higher than they ﬁould normaliy be. This is
probably due, in part to éircrew pay anomalies:.i.é. mémbers are
promoted, given better pay, in order‘to retain their serviées.
Rank escalation is also the reéult of military preparation for
a possible mobiliiation duebto the ténse military—political

“situation prevailing in South Africa.

Finally one more comment: the.Air Force has grouﬁed'ranks
and related them to development stages: e.g. Lt/Capt to Junior
Officer stage,'etc.A(see'Figurelﬁ); This could lead to confusion
regarding the authority;.respéﬁsibility and role'delegated to
the differently ranked officers. There is an anomaly when a.Major,
Commandant and Colonel appear to operate on the same stafﬁ;and
command~level: an impressioh is created that the same type of
work.is done albeit at different designated rénk levels. A
different grouping.of the development stages,with new pairings of
rahk associations would resolve this Uncertaihty. The example
in JOUBERT (14) would provide a guide - but also see Figure 19

below for another way.
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Figure 19, Suggested Aircrew Career Ranks.
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5.2.5. Military Development, Training, Educational Development

and Experience.

Four parameters of an aircrew's career plan have been identified

and evaluated. Within these limits the remaining parameters of

positional experience and on-and-off-the-job training have to be

developed to suit particular musterings of aircrew: i.e. for pilots"

or navigators. Job training can, however, be divided inte three

distinct parts:

Training'that is neceséary (mandatory) in developing
énd expanding the military knowledge of an officer so
that thé tactical and strategical deployment of the

Air Force are appreciated and understood. This type

of training is known as Military Education.

Training that is necessar& and some that is desirable
in developing the technical and professional expertiée
of aircrew e.g. mandatory training includes Wings énd
Operational Role training,'Desirable training includes:
Flying and Navigafion Instructors courses, Pilot Attack

courses-etc.,

Lastly, off-the-job training that will develop the officer
aircrew member in becoming a social asset in his civil
and military community. This is known as Academic

Training and takes place at Universities.

Positional experience is derived from experiences aircrew

gather on being posted (aSSigned) to the various locations and
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positions in their service careers. During this time they
would serve as understudies, be counselled and be coached by
their superiors - Moreover they would be assigned to different
positiohs which woald develop them and broaden their outlook of

the Air Force in particular and Defence Force in general.

These eight parameters complefely define the framework of a
career development plahn The last four mentioned constitute the*
body or contents of the plan.A The order and balance of these
elements and the phasing pf them into.the plan should be the
combined task of the personnel section and the individual aircrew .
member concerned. Early development of aircrew wili tend to be
rather standardized as. there are many similar positions to be
filled. As aircrew progress however, along the career path and
develop different competencies, the plan becomes more differentiated
or individualiied. Developing a plan for an individual aircrew

(with his participation) is an essential part of the process of

career development. GLUECK (15).

The Air Force has identified these parameters and "has =~ included

them in the proposed career guides (16) as follows:

a. Military Development.
b. Training.
c. Educational Development.

d. Experience.,

5.2.5.1' Military Development. This type of training is mandatory.
It includes topics such as: Officers Orientation; Junior and

Senior Land-Air Warfare; Staff and Command (for Juniors and Seniors);
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and qunt Staff training. These courses are phased thoughout
the career of the officer, the exact time being fixed by service

exigencies.

.5.2.5;2 Training.‘ This phase starts with two logicai and
compulsqry courses: Wings-~training followed by Operational
Role~training. Here-after a number of desirable cdurses are
offered: TForward Air Controller; Operations/Intelligence Officer;
Pilot Navigation; Flying and Navigation Instructor; Pilot Attack
Instructor; Survival Instructor; Test Pilot; Photo-interpretation;
-and Flying Safety. A particular course or courses are selegted,
depending on the career path a particular aircrew is following

and this is phased into his career pattern.

- 5,2.5.3. Educational Development. The Air Force has not been

very ambitious in advocating academic education for its members.
Only two degrees are suggested as desirable parts of training:
Bachelor of Military Science (B.Mil) in aeronautics and behavioural

sciences; and B.A. (Honours) in Strategic Studies.

5.2.5.4. Experience. This is the experience aircrew accumulate

from the various postings(assignments), be they work at various
rlocations or the attending of courses. So, for instanée, the.

" Candidate Officer or 2/Lieutenant will, during the Student Officer's
phase, attend an operationalvconversion course at one of the
Advanced Flying Schbols or at 11 Squadronfoperational training); »
or complete flying training for "wings" at the Flying Traiping
VSchools. Or duri ng the Chief and Senior Commander phase the

aircrew, Colonels or Brigadiers are expected to be appointed as
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Air Force Base commanders or Officers Commanding Air Force
Commands. Moreover at this level these officers would be
expected to attend the Joint Staff Course and could, if they wish,

study for their B.A. (Hons.) degree (if applicable).

Oﬁce again the details of these pOstings, during an officer's .
career should be worked out by the personnel section baséd on
the combinéd recomﬁendation of the aircrew and his senior officef;.
Fortunately this.is now the case; the postings aircrew want are
'frequently granted. Full implementation will take time but the
advantages accruing from such action is, of course, greater satis-—

faction, happier men and a more effective Air Force!

5.2.6. The Programme.' A career development programme could

now be drawn up. This should take the form of a formallyvstruc—
tured document authorised by the Chief of .the Air Force. Career
guides for the various musterings have been constructed, based

on the programme (see Table 1l - Career Guide: Pilot), and sent
to personnel concerned for their comments, suggestions énd:amend—
mentsé Lnd so the needs ef_the individual aircrew could be

matched with the needs of the Air Torce.

Career development contains, however, more thén just-the
careér development plan. .Counselling of Aircrew in his progress
in achieving career goals, is equally important. Part of this
counselling should‘come as the‘result of performance evaluation,
but the rest is counselling and coaching that is an ongoing part

of a senior officer's role for his subordinates.
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' 5.3. Career Counselling.

Because_there are no formally structured career plans in
existence in the Alr Force, liftle if any career counselling has
been done. There are strong indications that thi; matter will |
be corrected in the near future when career planning is developed -
‘more fully. It is, thus, not out of place to reView counselling
" and show hoﬁvthe Air Force can (and should) apply it to aircrew

for their and the Air Force's benefit.

LINDHARD (l7) defiqes a careers counsellor as one who "......is
'éalled upon to give more than infofmation and shduld-knowvhow
to give less than adVice." | A fairly detailed summary of coun-
‘_selling was given in the previous section of thé thesis. Here
some guide-~lines will be provided to assist Air Force career

counselling.

It is, of course, an essential part of a sénior officer's
role to helb Juniors develop.and reach their goals. One way to
help is by example whlcﬁ is then imitated;l However, senior and
Junior officefs must have a desire "to'creéte a 1earnlhg ;ituation,
if it is to work", (18). In this manner the junior is coached
and counselled more directly. Counselling.may be given formally
or informally. In both instancés the éounsellor must be approach-
_aﬁle and invite the confidence df the junior officer seeking

advice. This implies that'counselling is given during some

form of interview.

The method most often uséd in counselling interviews is the

unstructured, in-depth, or free association one. The Jjunior is
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"encouraged to do most of the talking: he hasvthe initiative and
runs the interview by getting his problem "off his chest;“ A
‘ fruitful discussion can then follow in advising the junior what
the best solution to.his problem would be, bearing in mind the

Air Force needs.

The outcome of performance evaluation (or merit rating, or
performance rating or performance appraisal) provides an exéellent
opportuﬁity for the senior officer to approach the junior with
advice and counsel, Normally this would take place during a
formal interview when the results of the appraisal are communicated
to the subordinate. It is true that poor coﬁmunication destroys

the counselling function of evaluation.

In the Air Force not allAevaluations are communicated directly
to the‘aircrew. Usually only negative or adverse evaluations are
communicated.to the members‘concerned. The advantage of discussing
the strong and weak points, bfought out by the aircrew's annual
evaluations.is So evident that it is difficult to understand why
it is not being done on a regular basis. Both the individual
and the Air Force can only benefit if weak or poor performances
in aircrew are aired, discussed and ways Shown hbw to-improve.H
MAIER (19) formulated three types of evaluation interviews:
"Tell and Sell", "Tell and Listen", and "Problem Solving".  He
believed that the latter approéch was the best. The Air Force .
counsellor could evaluate these three types and seléct one that

he feels is most suited to a particular aircrew member or instance.

5.4. The Appraisal System.

In 1976 the Air Forcé introduced a new annual appraisal
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system forvsenior officers: Commandants, Colonels and Brigadiers,
VAN DEN BOS (20). This was the result of an in-depth study of
appraisal systems used both by the militafy and civilian agencies
in South Africa,,and abfoad. The main objective of the new
appraisal was not only to "asséss current performaﬁce but also to
estimate future potential and to identify the development acfion
required for improved performance and enhanced potential®", Second-
Lieutepants, Lieutenants; Captains and Majors.are assessed using
the S.A . Defence Force Efficiency Form DD2170 (See Appendix B).

It is an accepted and tried appfaisal and will not be discussed.
The Air Force's appraisal sYstem is new, is still being tried,
but holds a promise of a valid evaluation of senior.members; \
Three forms are used: Personal Review; Appraisal Report; and

Appraisal Analysis form.

5.%4.1 Personal Review.

This form is to be fillsd in by the officer who is to be
rated. It serves as preparation for an interview with his
.immediate supervisor (see Appendix C) later on. Furtpermqre
.'it gives the ratee an opportunity to "think objectively and.
spéCifically about his work, his capability in handling his work
"and his future in the Air Force." The rating officer,>on thev
other hand, is given an insight into how the ratéd officer saw
himself and his Jjob and what aspects need to be discussed in
detail at the interview. Information gleaned from this form
also assists the Reviewing Officer, Personnel Division and the
Chief of the Air Force in their assessments of the rafed officer's

potential and in formulating plans for his future employment.
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5.4.2 Performance Appraisal.

. According to VAN DEN BOS (21) the pﬁrposes of the Appraisal
form (see Appendix D) were to provide a profile of the character,
achievements and potential'of the rateé,.to serve as a guide for
individual development action_and as a pointer to future employment.
Thevform is used, firstly by the immediate supefidr who rates
current performances, suitability for prdmgtioh and records the
main points of the Personal Review, Secondly it is,K used by the
- next higher supervisor Whovre&iews the assessment. Finally the
Chief of the Air Force decides on the promotability and future

employment of the rated officer.

In order to lend credibility  to the assessment.the rating
officer has to indicate the basié on which the assessment was
‘founded i.e. whether his association with the rateé,has been
:continuoué, frequent, intefmittent{ very infrequent, or only on
written and/or telephonic contact. - The twenty aspects of peFfor~

mance are rated on a 9-point scale: see Table 13.

Exceeds Requirements Meets Requirements Below Requirements
By Far : 9 - Comfortably : 6 Slightly : 3
Markedly  : 8 _Adequately : 5 Markedly : 2
Slightly. — : 7 Only Just : 4 By Par : 1

Table: 13  The 9-point rating scale.

Source: Appraisal Guide: LMH/HLSP/C/105/2/1 dd 31 Oct 78.
. { . :

Scores of 9, 8, 2 and 1 are to be substaantiated by quoting

_cirtical incidents. In the Appraisal Guide (22) an extensive
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lisf of rating definitions aro given for the 20 aspecto_to be
assessed - this is to ensure uniformity‘of.definition._ After
the interview fhe;rater indicates the fétee‘é soitability for:
accelerated promotion; normal promotion on seniority; no further
promotion; not being worthy of present rank. Likewise recommen;
dations are made for future aﬁpointments to Command, Staff or
Diplomatic posts and future development actions such as further
schooling, training, higher education etc. All these recommen-
dationé are reviewed and the final decision rests with the Chief

of the Air Force.

5.4.3. Appraisal Analysis.

Final comments about the appraisal are entered on the Appraisal
Analysis form. This is retained in the Personnel Division for

future statistical analysis and devzlopmental planning.

A'5.4,4. gomment‘u

The Air Force appraisal system is a most comprehensive and
thoroughly argued academic piece of work. It comfortably meets
‘the three principle reasons for developing a formal evolﬁation

programme. GLUECK (23): .
T

a. lA formal performance evaluation system, properly designed,
and implemented, provides the occasion for review of a
person's work related behaviourooo.o".aregulafly focuéses
.the superiorts and employee's attenfion on employee
development as an important part of their jobs which can
contribute to improvod organizational and personal efféc—

tiveness."
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b. It élso provides better data for promotion decisions.
"The formal approach attempts to make the evalﬁation R
process - more objective, and thus more falid, as well
as more comparable from one employee to others in 6rder.

to provide an equitable control over the promotion process.!

c., Lastly the analysis of such an evaluation system...."can
be used as an input when wage and salary increases are
"t
considered.
The last principle reason mentioned above, is not applicable, .

as wage and salary increases are a function of the Public Service

Commission.,

As in any new system, problems were experienced and remédial
actions applied. So VAN DEN BOS (24) brought out several changes
in 1978 for completing the new assessments that year. Since its
inception three applications of this éppraisal system have_been
used and according to VAN DEN BOS "..... somewhat modified as we
went along." He found that the usual tendencies of inflation
and poor discrimination were very evident. On analysing the
“three efforts he fduﬁd that-the average scores (based on the
9-point assessment scale) ﬁere: 6,12;u6,24;,and.6,36-with the
sfandard deviations less than 1,0 in all'runs; Thus distinguishing
the "best from the resth has proved to be very_difficﬁl‘t°  However,
the updafing of this system is an on-going task and_no doubt there’

will be many changes before a viable one for the Air Force is completed

~

One cannot help feeling that campleting this annual appraisal

must be very time-consuming for the ratee, the rater, the reviewer,
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thé Personnel Division and the Chief of the Air Force. At present
there are fifteen Brigadiers, seventy-one Colonels and one hundred
and seventy'two Commandants to be assessed in 1979’; And this is
only for the senior officeré. The bulk of the officers from
2/Lieutenants to Majors govthrough a similar, but somewhat shorter,
process. Mbreover, South Africa is in a tense military—pqlitical
situation with its Armed Forces (including the Air Force) on a
.ﬁéar—combative footing. Time must.bezrﬁa preﬁium for most officers
~and thus it may be possible fhat full justification for this system
cénnot be given at this time. | Should this be the case, then con-
sideration éhould be given to:

a. Simplifying the schéme°

b. Training all evaluators in interviewing, counSelling and

' developmental methods. |
¢c. Drawing up a "merit list" ffom the‘reSults of the evalua-

tions and so select the "best from the rest" for promotion

and positional development.

..Selecting the "righta person for promotion is faci@itatéd by
using the results of appraisals: the better a person's results
thé more likely the promotion. However, promotions are made to
fill vacancies which are caused byt_promotions; deaths; discharges;
 resignations; transfers; retirements etc. A:systém or model
which can forecast promotion vacancies, would;greatly assist in
the planning of‘aircrew caregrs - this_is the next topic for

discussion,

5.5. Promotion Vacancies Prediction.

Predicting promotion vacancies is -~ tantamount to working out
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career structure statistically! Several methods of forecaeting vacan-

ciee have been described previouelw Of them all the ectuarial method

advocated by Elfr&n JONES (25) appears the most attractive and

practical. By way of explanation he used this method to'illusfrate

officer career planning in.the Royal Navy (RN). Whilst the RN

has about 12 000 officers compared with the S AvAir Force's 1 700'.

officers, JONES (26) says that ..... " the techniques discussed in

the paper are of general applicability to any staff of reascmable

size which is subdivided into distinct grades.  They are known

to have been.used fer aisfaff of about 75.;;09" vSo clearly the

Air Force with its rank structure as distinct as that of the Royal

. Navy, Qualifies as a potential user of rhis method. Moreover,
JONES, continued stating that ...."The’plenning procedures outliined

ere designed to provide practical answers fo practical problems.

(e.g. how maﬁy recruits to enter next year) and‘have stood the

test of time." (27). The Air Force is made up. of practical people

and this method is made the more creditable by having;xbeen used

successfully (for more thanu20 years) by a sister_milifery organi-

zation of the RN's calibre.

The Air FQrce'e aircrewvofficers group is made up of three
distinct "streams" of officers who entered on different ferms with
differenr career prospects, viz., Long Service (LS) ~ the permanent
vfdrce elemenf; Medium Service_(MS) - the purely flying elemenf con—-
tracted for a 20-year service period; and the Short Service (SS)

- used mainly in manning the Active Citizen Forcequuadrons for
periods from I to 10 years. VAN DEN BOS (28) has proposed a new
scheme wherein the MS and the SS streams are to be phased out and
replaced by a more versatile one to be known.as the Flexible Service

(Fs). It seems more than likely that this new scheme will be
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‘accepted and introduced‘in the near future. The MS and SS
streams would gfadually fade.away-leavingvonly the Per@anent

Force and FS airérew group. The FS, in turﬁ, would take the
place of the cld MS and be the pure flying element continuing

in sefvicé until they are fetired, as Captains, at the ége of
55-years. A hypothetical study of the whole Air Force group of
officers (aircrew) will be presented to illustrate this actuarial
technique (with éome modifications) and demonstrate a statistical

way of predicting promotion vacancies.

The basis of this technique, which is also policy in.the Air
Force; is that the numbers in each rank are fixed and that promotions
occur only when there are vacancies in the rank above. The propor—
tion of posts.in each rank, is the predominant factor determining
careéf prospects in the long fun.whilst in the short'term the
position.will depend on the age disfributioﬁ of the present staff

and whether there has been an expansion or contraction‘lately°

The.Air Force is moﬁing towards ultimate stability in size
and age distribution of its staff - i.e. the Steady St;te poéition.
Staff projections, by age and rank should be made up to about 10 |
years ahead in order to forecast retirement and wastage losses and
heﬁce promotions and recruiting needs. Planning decisions based
on these two concepts, would minimize the risks of solving short-

térm problems by measures which may create long-run problems.

5.5.1. The Parameters.

Four parameters have to be determined before this technique
can be applied: the proportion of posts in each rank; the average

ages at which officers were promoted; the wastage rate in the
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various age groups; and the age intervals. Detailed calculations
are given in Appendix E.

-

éo Posts iﬁ ranks.

Ranks No. Authorized % Authorized Actual No.
Lt. General : v 1 : ) 0,1% -1
Major Generals _ ' 1 0,1% ' L
Brigadiers o 12 o 1% 12
Colonels ' 34 L 50
Commandantsv : 92 ' 10% " 90
‘Majors - 139 ' 15% 149
2/Lieutenants—~Captains 642 : 70% v 528

921 o - 834

b. Average Promotion Ages.

These are the actual and adjusted ages at which the under-~

mentioned officers were promoted to their present fanks;i_

Average Ages

Ranks | v ‘ Actual Age Adjusted Age
Lt. General ' , 54 years 54 years
Major Generals ' ‘ : | 46,5 years 52 years
Brigadiers o 50 years 48.years
Colonels . 41,86 years L2 years
Commandants o , 37,32 years ' 38 years

Majors . : 31,91 years 32 years
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c. Wasiage Rates.

The wastage rate in age'groups - tyt 2 s the result of death,
resignatiéns; - remusterings, discharges etc. but not retirements.
These have been caléulated over 5-years. fhe actual'rate has been
modified and smoothed to fit in with.long—term trehdsland is ex-

'pressed as a percentage of the average Strength over a.given age

group.

Actual Age Group ' : Modified & Smoothed Age Group

Between 20 -~ 31,91 years : 7% ' -Between 20 - 32 years : 5%
31,91 - 37,32 years : 2,85% 32 - 38 years : 2,5%
37,32 - 41,86 years : 2,5% 38 - 42 years : 2%
41,86 - 60 years : 1,6% o 42 -~ 52 years : 1,5%

52 - 60 years : 1%

"d. Age Intervals with Wastage Rates.

Between 54 - 60 years = - n, = 6 and v, = 0,01
52 - 60.years n, = 8 v, = vy = 0,01

48 ~ 60 years - ng = 12 vy = 0,015
42 - 60 years oy, o= 18 V), = Vg =,O,Ol5

38 -~ 42 years n5 = 4 v5 = 0,02

32 ~ 38 years ' né = 6 Vg = 0,025

'20 - 32 years ‘ n, = 12 v, = 0,05
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5.5.2. The Formulae.

The following formulae are used: (Source: E. JONES -
"Officer Career Planning in -the Royal Navy" Paper presented :
September 1967;Conference of the Operational Research Society)

n -nv
S = e
v

= number of Survivors per 1 beginner after "n"-years at
Vs

a wastage rate of "y

v > kv -nv
N = e dk = (1 -~ e ? v
n .
o

= Strength at the end of n-years per 1 entry per year
e = 2,7182818 = constant
N = authorized strength of ranks

=Db, N i=1, 2, 3eceens

n ' :

]

' —o . | .

- e 1 :
bi (1 Y lWhere bi is the averago number of

v promotions at a given average age

in a rank-group.

4

5.5.3. Promotion Prediction and Recruitmént.

.Starting with the highest rank, the promotion base (bi)‘is
calculated for each rank group in order to obtain the required

strength that would make such a promotion possible.

a. Lieutenant General

Number of Promotions x Strength = Authorized Strength

. =LV
e R | _
bi X 1l-e¢e ; 1

V1



172

1 _6.0,01. © 0,17~ NO PROMOTIONS.

b2 Y 1l - e“2 2 = 1 Major General + 1 Lt.General = 2
RV
‘2
- 9,02 X0 '
b, = - = 0,26 : NO PROMOTIONS.
2 1 - 38.0,01

Brigadiers and Higher.

-0,V

- 33 _ ,
1%3X~é—:—2— = 1 Major General + 1 Lt. General + 12
v o
3 Brigadiers = 14
: 0,21 ) . ,
b3 = . = 0,78 1 PROMOTION TO BRIGADIER
| ~12.,0,01 - . '
1l - e :

-.Colonels and Higher.

~o Yy | o
b4 X1 -e = 1 M. General + 1 LtGen + 12 Brigadiers
Yl + 34 colonels = 48
b, = 0172 .
b T Z18.0,015 © 3,04 3 PROMOTIONS TO COLONEL

1 -

. Commandants and Higher,

bEW(l—:—E + b5><e > 5 X 1-e_ 92 Comdts + 48 Higher
v5 v,
= 140
‘&'O’OZ -4.0,02 -18.0,015
b 1-e + e 1-e = 140
5 . % -
0,02 - 0,015 -
b, = 7,6 o 8 PROMOTIONS TO COMMANDANT




173

f. Majors and Higher

ceIl V ’ - . -Nn _Vv
66 -n,v 55
1 - 1676 1 -
b6 X;____i + (b6X e - b5)X °
'V'6 'V5
' ~n6v6 ' B --n5v5 1 -_enhvh
+ (b6x e ‘ - b5)>< e 'Y
. . v
Yy
= 139 Majors + 140 Higher = 279
-6.0,025 _ o
by l-e -6.0,025 L k0,02
6 +_(b6xe = 7,6)%
0,025 0.02
| ~6.0,025 _ -h.o,02 , _ T18-0,013
+ (b6xe - 7,6)¥e X _
0,015
= 279
be = 19,56 , 20 PROMOTIONS TO MAJOR

g. 2/Lieutenants to Captains

It is assumed all Caﬁtains will be promoted to Major at
32 years of age.

2/Lieutenénts receiveA their promotion at age 20 years
Lieutenants receive their promotions at age.22 years
Captains receive théir promotion at age 25vyearso.

‘h. Recruitment or Promotion of Candidate Officers to 2/Lieutenant

b7x e 17 _ Captain promotions to Major = 19,56.
b7 = 19,56 = 35,64
0 e—12.0,05

i.e.. 36 2/Lieutenants to be taken on annually.



174

i. Strength to Maintain the Structure.

N .=bxl_e-“7v7.
5 7
M
~12.0,05 |
Ny = 35,6b 1-e Z  321,6Lh )
0,05

= 322 2/Lieutenants and Captains are required to

maintain this steady state structure.

 5.5.4. career Factors.

| Survival rates at the various ranks and at the ages of

32,/38,'42, 48, 52, 54 and 60"years have been‘calculatéd (see

Appendik E). This was doné in order to compute the career

factors for Majors, Commandants aﬁd dolonelsu ‘A career factor is

the proportion of_survivors to bromotion age who receive promotion,

or put differently:' it is the number of Promotions to the next highér

rank at the average age of the promotion

divided by the number surviving in the rank.

a. Captains to Majors: 100% - assumed all Captains are

_ promoted.
_ ' ' b, 7,6 |
b. Majors to Commandaﬁs:—ﬁ— = ’ = L45,2% at 38 years of ag
’ : s © 16,83
: v
5
SN by 3,04 .
v, Commandants to Colonels : — = ? = U3,3% at 42 years
S > 7,02 of age.
v .
5 _
, by ' 0,78
d. Colonels to Brigadiers: —= = —— = 33,6% at 48 years
of age.
Yz

These career factors are low. A 60% career factor is considered
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goodvat the level’of‘Major té Comméndant because promotion from
Commandant upwards is by competitive selection.. Such a decision
(i.e. the 60% career factor) would'beﬁa'policy‘one. However,
career faétors could also be increased for the Long Serﬁice air-
crew by takihg into consideration the Mediumvand Short Service
elements and by the introduction of minimum and méximum times in

ranks.,

Itvis e&ident that céreer blanning for the Air Force can“be ‘
done statistically. Manyvmodels‘are available, of which JONES
is only one. Furthermore,>it is often difficult to détermine the
.implications of policy changes, iike the fixing of a 60% éareer o
factor, or laying down minimum dr maximum times‘in rank or premature
retirements, etc,vwithout the help of a mathematicélly based‘model°
The steady-state career model, which was discussed in only one of
many situations, illustrated the long-term caréer, Frequent
statistical updating of the numerical values involved will ensure
the validity of the pfediétions° It is only a matter of time Before
a computer simulation model replaces the tedium of‘the exhausting‘
statistical calculations involved and provides quick and frequent
answers on the "how goes 1it?" query. A diagramatic illustration

of the hypothetical, structure is given in figure 20 below.
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6o o _
0y Jt2) \ Brlgadxét , \ Colonel | Zcmmndc\nks 25 Md&ors retive.
g
x
d
S4 4 Z 30y HA)
o
52 14 () [2)
g
o
49 —m-;—u) \2) \ Colonal pfomohec\ Yo ﬂr\gadkcr
CoLoNe )
a2 I Y% @) > Commandants promoted to Colonel
COMMANDANTS
32 @) < t'\a&orr. \:romoxoc\"('o Commandant
MAJoRS
32 (20) 20 Cetaine prometed to Major
2lrzuts - CAttang
3L 2llTe entrice p.a. (26)

1o : 20 30 36

Figure 20 Hypothetical S A Air Force Career Structure
Source: E. JONES., ®rOfficer Career Planning in the Royal Navy,!"

Conference of the Operational Research Society,

September.l967,,

It is believed that the Air Force uses a dynamic. promotion
prediction model called "Rytuig". vDefails have not beenbreleased
for discussion. Whatever model the'Air.Force, or a like organisa-~
tion uses, the main advantage must surely lie in the fact thét
career planning can be refinéd by using mathematically based

techniques.
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5.6. Conclusion.

From a management point of view, our approach so far, career
'planning appear;' well advanced in.fhe Air Force. Itvcertainly

is so in comparison with the»Administrative Staff of the'University
of Cape Town and most other big organisations. - However; aircrew.
continue leaving the Air Fofce, in disturbing numbers, for careers

in the civilian sector. This indicates that career»planning:
matters, at the grass-roots level,.;are not as well understood.

-as thef aﬁpeared frdm the top; | With the approval of thé Chief

~of the Air Force an investigation of the acceptability of the career
planning principles involvéd was made“at fhe~Air;ForcevBase Ysterplaat
This investigation constitutes the final section of this dissertatioﬁ
on career planning in hierarchically structured organisations in

South Africa.
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6. THE INVESTIGATIVE STUDIES

6.1 The Investigation

‘The S.A. Air Force is following the example of the U.S. Air
Force in céreers management;>If ié in the process of building up
a manpower planning system which is‘baséd on the defermination of
the needs of the Air.Force and onva personnel planning system for
determining postings; In conjunction with thése 3ystéms the Air
Force is developing a career development programme for its officers -~
particularly for aircrew members.: The acceptability of the prin-
cipél components of such a programme had‘not been tested at aircrew
level and there arose doubts whether they were in fact accepted. -
by.aircrew. The solution to this préblem appeared fwéfold:i”
desién a method that would best measure the acceptability of
formal céreér plannihg (which_in;lﬁdes all‘the compenents of the
programme) and secondly determine how these principles conformed.

to values and views held by the aircrew.

In the event it was deéided to split this investigative‘study
in two sections: setting up a career planning questionnaire wifh'
the aims of: determining the acceptability of a formal career devel-
opment programme; defermining the relative impbrtance of career:
.variables; and lastly to show how a properly constituted career
. plan would develop.aircrew to their fullest so ensufing that the

Air Force reaches its_goals.” The second section of the study
was to follow the first by the aircrew answering a validating
questionnaire based on the first one's findings; The result of

- these investigations would be the drawiﬂg up of a career pian
which would be acceptable to both the Air Forée and the individual

aircrew member.

’
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The reason why the mailed questionnaire method was chosen was
becauée the Air Force is dispersed over a wide geogmaphical area.
~Secondly the airérew are intérested in the area of research, and
thirdly there were time limitations attached to the study. Finally
we werebattempting to validate our hypothesis and thus héd to

-ensure that the exact content and meaning of the questions posed
-_twere understood by writing them down so théy-céuld bevstudied in

the aircrew's own time.

6.2. The First Survey.

For the purposes of this study, the population is represented
by all the officer aircrew (pilots and navigators) in the South
African Air]Fdrce in 1978. The populatinnvsize was 718 aircrew
which included all ranks from 2/Lieutenént to Liéutenant General
-and all ages from 19 years up to the retirement age éf 60 years..
These'persons were Based ih Qarious localities throughout. South

Africa and South West Africa.

| The Sam_ple° The size, the dispersion.of Air Force units and
the.iocation of bases.as well_és the operational commitments on
the borders ﬁrecluded a cbmplete census of all aircrew; Consequent-—
ly a representative Air Force Base had to be chosen. There are
six Air Force Bases in the Air Force: A.F.B. Bloemspruit; .
A,.F.B. Hoédspruit; A.F.B; Pietersburg; A.F.B. Swértkop; A.F.B.
Waterkloof; and A.F.B° Ysterplaat. These bases house a variety
of units which perform duties such as flying and ground training
and operational tasks in support of ground and navai forces.
Moreover all bases have technical and maintainance units as well

as stores facilities.
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| A.F.B..Ysteeplaat-was chosen; About 15% of the Air Force's
aircrew were stationed here; it houses fi&e squadrons, a flying
conversion unit,.an Air Navigation School, maintainance and store$
~depots and é central co-ordinating headquarters.b Furthermore it
was the closest base to me; Moreovef; Y have an ihfimate_knowledge
of thisJBase, having spent several-Yearsfthere, first as officer
commanding the Air Navigation School and latferly as Base Commander.

The sample size was 110 aircrew including 11 student navigators.

Unit commanders were interviewed and briefed on the aims of
the Survey. One hundred (lOO) queétionnaires were distributed.
Eighty-three (83)4completed qugstionnaires were returned: a 75%
response. The remaining seventeen were partially completed,

- some not at all and some were taken by officefs who were posted

away and did not return their questionnaires.

The complete survey report is attached at Appendix F.. 1In
the thesis the analysis of the results obtained from the questionnaire
will be discussed..l The conclusions reached will be given and

will serve as the basis er the validation study later on.

A comparison of the populationv(Air Force) and the sampling

unit (A.F.B. Ysterplaat) is given in Table 14,
' v ' Air Force - A.F.B. Ysterplaat

Number % . Number %
2/Lieuts - Captains Y 65 77 78
Majors 121 16,9 11 | 11
Commandants 68 9,5 10 10
Brigadiers Qh : 6,1 1 1
Maj. Generals A 3 0,4 - | -
Lieut. Génerals i 0,1 - - -

718. 100% : : 99 100%

Table 14, S.A. Air Force and A.F.B. Ysterplaat Officer Strengths in 197
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It can be seen that the proportion ofofficers in the wvarious
ranks at A.F.B. Ysterplaat follows the pattern of the S.A.Air Force.
: Itvis.also'evident from the distribution of the ranks at Ysterplaat
that this is an operational base. As a samplevit is acceptable:
the survey emphasis falls in the right place.— operations;

The chéracteristics of the samplé were:’

63% were pilots; 37% werenavigatoré°

. 51% were single; 49% were married.

90% were matriculated; 10% were graduates of Universities.

Avefage age waé: 28,11 years with a Std Deviation of 7,5years-.

Avérage flying experience was: 8,9 years ﬁith a Std.'Deviétion

of 7,1 years . |

Average Operational experience was: 7,7 years with a Std.

- Deviation of 7,1 years.

The units who took part in the survey were: Headquarters;
16 thadron; 22 Squadron; 25 Squadron;v27 Squadron; 35 Squadron;
88 A.D.F.S; and the Air Navigation School;_The quéstionnaire could

how be analysed.

60231o The Analysis of the Questioﬁnaire°
a. In_order to determine whether the'differehée between a
career and a successful one was.uderstood. the definition of
a-sﬁccéssful one was‘given. Thebrespondents were asked
to indicate if their progress had been satisfactory so

far. 90,4% said it had been.

b. The progress of a career is along a path towards a defined

goal.: In working out a career plan for aircrew there
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- should be a rank that would be attainable to most and

that most would consider as an adequate reward. When

asked which of three proposed ranks: Commandant; Colonel;
or Brigadier the respandents considered as the top one,

49,4% chose the rank of Colonel; 48,2% the rank of Brigadier

‘and the rest (2,4%) that of Commandant.

Ranks go with positions, and three redlistic positions
most aircrew could occupy were presented to them with the

request to them to state which one they would like as the

fulfilment of their careers. U41% chose the position of

Unit or Base Commander; 31,3% an active flying member and

27,7% the position of Chief of the Air TForce.

The majority for position (hl%) correlates with the majority

for rank (49,4%). Moreover a Unit or Base commander is.

.normally of a Colonel's rank. A Commandant is the mdst

active flyer of the senior ranks in the Air Force and yet

~only 2,h% chose this rank althaugh 31,3% wanted to continue

an acfive'flying career, Clearly the respondents considered

a Commandant's rank as too low fdr such a career. The

' ;majofity“selected'thezrank of Colonel in command of a-

unit or base in the Air Force as the fulfilment of a

successful career,

Having determined how successful a career has been to

date and what rank and position were considered appropriate,
the next question had to establish where these objectives
were laid down i.e. in a Career Plan. 96,4% said they

had not seen their Career Plans and of these 98,7%
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reckoned they should see it. In effect the respondents
were in the dark about their careers. This led logically'

to the next question;

When career programmes are drawn up by organisations,

4 théy mostly reflect the needs of the organisation; - The

~Air Force has needs to recruit, manage and develop its

human resources in order to maintain its effectiveness,
survive and grow. Aircrew members have needs to find in

their work situations : security, challenge and opportu-~

‘nities for self development and advancement. SCHEIN (1),

Clearly these needs have to be matched. All respondents
indicated that they would want to participate in planning

their own careers as this would make them happier in their

work and so more productive. 97,6% said that the Air

Force would then also be better equipped to achieve its:
own aims. Aircrew participation in planning their career

is overwhelmingly supported.

The next question iﬁtroduced the four mutually dependent
elements of our hypothesis: a progréss guide; a counselling
service; a system of aﬁpraisals; and a technique for predic-—
tinhg promotion vacancies contained ih a good career plan;
Balahced career plans!need to be workéd out in conjunction-
with.a person ih the Air Force.who,has comprehensive

knowledge of the various careers open to aircrew. 62,7%

favoured the Personnel Division at Air Force HQ whilst

.the remainder (37,3%) elected their immediate senior ,

the Commanding Officéro Such a result is wvalid, because



187

most commanding officers do not know the specific details
of the various career-~combinations that are available to

aircrew in the Air Force.

A part of our hypothesis is concerned with the appraisal
system's use in drawing up a "merit-list" which could be
.consulted.when officers afe selected for promotion.

87,9% agreed with this proposition.

7/

The present Air Force system of promotion is that of

. seniofity.> A "merit" system could have major fepercussions
if this traditionally accepted system was changed. And
there are occasions when seniority in rank is more appro-
priate than the younger, lesser-experienced officer. With
this in mind, two realistic possibilities were presented

to the aircrew for their décision.  85,5% indicated that
seniority in ranlkk should be rewarded by promoting the
officer if his speciality were the criterion... The remain-—
ing 14,5% said that such a person Should be promoted six
months later. This implied that those officers promoted
on merit would have a time advantage (seniority) in their
‘new raﬁke before the older, more experienced and. efstwhiie
- seniors Jjoined. | It is'evident that-fhe majoirity decision

is the more fair and logical one of the two.

Promotion is an integral part of the career prospects of
individuals. These in turn are dependent on the number
of posts in an establishment and the proportions in each

rank group; the'wastage rates as the results of death,
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resignations, retirements, discharges etc., and the
expanéion or contraction of Air Force strengths. 86,7%
said that they were aware that their career prospects

depended on the variables mentioned above.

‘g. Five important elements whiéh have to Be considéred in
career planning are: Age; Years of service;vExperience;
vHigher education; and Assessment of capabilities.. An
effective way of determining the relative values of these‘
wariables was to‘fequest the respondents to rate them as
follows: Most Important; Important;  Unimportant;

Most Unimportant; and Undecided.. vBecause'of the close
relafionships existing betweeh some of these_variables,

an analysis of responses of pairs was made. e.g; Age/Years
of service; Yéars of service/Experience; Age on promotion/
Higher education; Experienced/Assessed regulafly;. Higher
qducation/Wider experience.‘ The detailed statistical
analysis is given in Annexure .2 to Appendix @
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Figure 21: Histogram for Age & Service.
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H

The close.relationship between Age and Service couldvbe. seen
graphically..' |

This was confirmed by fhe‘statistical calculation 1 iﬁ Annexure 2
to the Appendixvﬁsing the 7{i stétistic: .there was no différence
in importance between these two elements. We concluded that Age
and Years of service on prqmotion were "equally" important.
However, in order to see how close thié relationship was, we
"applied Rensis Likeff's intensity scale to our values as follows:A
Most Important-— 5; Important - 4; Unimportant - 3; Most Unimportant

- 2; TUndecided - 1. The following table was constructed:

AGE : : SERVICE

Weighting Responses Weighted.. Responses Weighted
: Responses Responses

Aspect (2) () @xm) () (a)x(c)

. Most Important 5 L : 20 » 12 , 60
’Importantv L | L o 176 43 o 172 
Unimportaht 3 31 : 93 : 21 63
]Mmtmummmmﬁ 2 3 6 oy 8
Undecided 1 1 13 3
TOTAL 296 © TOTAL 306

Table 15 Comparison of Weighted Résponses between Age and Yéaré
| of Service oh Promotion.
From this table it can be seen that; for practical purposes,
Age 6n promotidn‘(296ﬁsasimportant as Years of Serviée on

promotion (306).

g.(ii) Comparison between Years of Service and Experience.
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Figure 22 Histogram of Years of Service and Experience.

There was a disparity in responses indicating differences.
The statistical calculation 2 in Annexure 2 to the Appendix using
the X ?— statistic confirmed this by rejecting the Null Hypothesis
that there was no difference in importance between these two
variables. We cﬁncluded there was a difference. In ordef to
resolve which element was thevmore important,.we allotted |
weightings as in the previous comparison:; Most Important - 5;
Important - 4; Unimportant - 3; Most Unimportant - 2; Undecided - 1;.

We constructed the following table: -
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Service Experience

Weighting Responses Weighted  Responses Weighted
Responses Responses

Aspect : | (a) (v) (a)x(p) (c) (a)x(c)

Most Important 5 12 60 : L7 235
: Impértant L 43 172 | | ‘31 124
Unimportant 3 21 63 3 9
Mobst Unimportant 2 4 8 2 L
Undecided 1 | 3 - 3 o 0

TOTAL:~ 306 | TOTAL:~ 372

Table 16 Comparison of Weighted Responses between Service and
| Experience. |
From the above table it was clear that obtaining Wider ‘.e‘xperience
(372) was ‘considered more important than Years of Servic'e ‘(v306:

- .on promotion,

- g{iii). Comparison between Age on promotion and Higher education
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Figure 23. Histogram of Age on Promotion and Higher Education.
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'_There was é.notmeablé disparity of respoﬁses° The statisfical
célculation 3Vin Annexure 2 to the Appendix; using theX?~ statistic
confirms this by rejecting the Null hypothesis that there is no
difference in‘importance between thesevtwo variabies. We thus
concluded that there was'a'significant diffefence and constructed
.a table, like the previous bnes, in order to identify the most
importantvone; Age has already been determined in g;(i): 296;_.

only Higher Education needed doing:

Higher Educaticn

Weighting Responses  Weighted

. Responses

Aspect - (a) (b) (a)x(b)
Most Important 5 16 80
Important o ' _ L L6 - 184
Unimportant 3 15 o L5
Most Unimportant o2 , 1 2
Undecided: , 1 : 5 ' 5
’ TOTAL : ~ 316

Table 17 Weighted Responses of Higher Education;

We:concluded that the obtaining oleigher educational
qﬁalifications wés considered mére important than the Age on
promotion.

g(iv). Comparison.bétween gaining Wider‘experience and being

Assessed regularly;'
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Figure 24 Histogram of Wider Experience and being AsséssediRegulal
There was a very close relationship between getting Wider
eéxperience and being Assessed regularly. This graphic trend

was confirmed by the statistical calculation 4 in Annexure 2 to

the Appendix.' We conciuded.that both these wvariables wére "equally"
important. Exberience has élready been determined in gfii): 372,

sb we needed only to construct the table for‘being Assessed

regularly.
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Assessed Regularly

Weighting Responses Weighted

Responses
 Aspect - - (a) o (p) (a)x(p)
Most Important 5 L5 225
Important L 3 144
4Unimportant 3 1 3 _
Most Unimporfagt 2 0 0
Undecided , i N 1 1 ' 1

TOTAL ' - 373

Table 18. Weighted Responses of being Assessed Regularly.

It was clear that there was virtually no difference of
importance between these two variables: Expériéhcev— 372 vs
Assessed Regularly -~ 373! |

g,(v) Comparison between gaining Wider expefience and
Highér education. Both variables have been determined already:
Wider experienée - 372; Higher éducation - 316. The disparity
between the two was quite evident. More-~over this was_confirmed
~in the statistical calculation 5 in Annexure 2 to the Appendix
using thefx2~statistic. - We concluded that getting Wider expe-
fience was considered more important than Higher education.

g.(vi) We concluded the analysis of this Question by placing
these five elements in an order of merit:

1. Being Assessed regularly - 373, and

Getting as Wide an expefience as possible - 372.

2. Obtaining Higher educational qualifications - 316.
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3. Years of service on promotion ~ 306 and

Age on promotion - 296.

When the development programme is drawn up these elemenfs
should be ccnsidered in.the order determined abéve;

‘ho “The normal termination of service in the Air Force is by
retirement on reaching the retirement age of’60 years,v' This
age is a matter of controVersy - many servihg officers feeling
it is too high. - The respondents were given three possible ages
and asked at what age they would consider an,active éircrew member
should retire. 48,2% said the age should be 50 years; 41% said
the age_shduld be 55 years; and the reméinder (10,8%) opted for -
existing age of 60 years; The signifigant conclusion we made
was that aircrew opinion confirmed the feeling that 60 years of.
age was too oldvforvactive memberé. The retirement age"should
be brought down,

i. All career development programmes are divided intb develop-
mental phases such‘aé for instance: an initial'phase; an intermediéte
phase, an advance phase and an executive or leadership one. Some
of the typical activities associated with these phases were given.
Respondents were asked how long they considefed these phases should
last. - _ |

(i) The Initial phase, i.e. learning the job. 41,5% said

one year; 51,2% opted for 2 years and the remaindef

(7,3%) indicatéd that it should be more fhan 2 vears.
(ii) The Intermediate phase: i.e. getting on top of the job.

The majority (68,3%) chose 5 years from the end of the

initial phase. 24,49 chose 8 years and 7,3% selected



196

mdre than 8 years.
(iii) The Advance phaée: i.é. attendihg specialist and staff
courses.‘ The overwhelming majority (97,6%) chose
15 years éfter the end of the infermediate phase.v The
rest (2,4%) settled for a period between 15 and 20 yeafs.
(iv) The Executive/Leadérship pha#e: iQe.r Officer command-
ing a ﬁnit,. Station or an Air Force Base; 68,3%
chose a'pefiod of 5 years after the Advance phase;

31,7% said this phase should last until retirement.

~

It waé concluded from these responses that the lengths of
the development phases should be: Initial - 2 years; Intermediate
- 5 years; Advance -~ 15 years; and Executive/Leadership - 5 years.' 

This indicated a career length of 27 years of service.:
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Figure 25 Lengths of Development Phases.
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The.detérmining of these develdpment phases revealed some
éignificant matters. Aircrew are commissioned Z/Lieutenants at
the average age of 20 years. Thus avretirement age could now.
be about 47 year$ -~ considerably less than the legal one of 60
‘years;' This also lent substance to the previous question where

48,2% of the respondents ‘indicated that 50 years would be a moré

suitable age for}retirement;b Ranks could alsd_be_applied:

2/Lieutenants are promoted to Lieutenants after 2 years - i.e. at

the end of the initial phase. Three years later, the Lieutenants
: aré bromoted to Captains - i.e. towards the end.ofthg intermediate

phase. . The fitting in of specific ranks'waé the aim of the next
quéstion. |

Je .98,8% indicated the rank during the initial phése should
be that of a Lieutenant. 66,3% said that Captain and Majof couild be th
rank for the intermediate phase whiist 31,3% elecfed Captain and ‘
the remainder(2,4%) chose Major. In the ad&ance_phase L, 6%
 said that a.Major, Commandant or Colonel would fit inj; 32,5%
however, chose Commandant; and 14,5% Major. ‘The majority (4k4,6%)
Said Commandant, Colonel and Brigadier.went with the executive
phase; 24,1% chose Colonel;~.22,9% Brigadier; and 8,4% Cdmmandant.
Using a stratagem whereby the combined ranks of Captain/Major,
‘Major/Commandant/Colonel and Commandant/Colonel/Brigadier were
used as foundation blocks to build the other, rank~ responses on,
one was able to select the most apbropriate rank for the specific

phase. See Figure 26,
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‘Figure 26 Ranks in Phase of Development:

From.the figure if was clear that theranks should be; Lieutenant - for
the.Initial phase; Captain - for the Intermediate phése; Commandant -
for the Advanced phase; and Colonel for the Executive/Leadership
phase. This conciusion aléo agreed with the previoug one where
the respondents sélected the rank of Colonel as fhe end~-rank of
a successful career.— see c Qn page 184,

:k, It is known that the longer an‘officer occupies a givehi
fank (and thus a position) the worse the career prospects become
for his juniors. JOUBERT(2), chairing a Committee of Inquiry
into the flow of retirements and promotions in the S.AwDefenée
Force, fecommended the maximum periods of service in ' the various

ranks as asked in question 11 of the questionnaire. The purpose
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of including this question was to test aircrew acceptability of
the Inquiry's recommendations. 62,6% agreed that there should
be a maximum period in rank. Their responses tallied with the

Inguiry's recommendations:

General ~ 5 years maximum in rank - 80,8% (42) agreed.
Lt.Gen & Maj Gen -y years maximum in rank - 84,6% ‘f. agreed.
Brigadier - 5 years‘maximum in rank -~ 88,5% agreed.
Colonei v - 7.years maximum in rank - 92,3% agreed.
‘Commandant ' - 9 years ﬁaximﬁm in rank - 73,l%v ' agreed.
Major - 10 years maximum in rank - 61,5% .agreéd.
Captain v - 9 years'maxiﬁum in rank - 51,9% | agreed.

Candidate OFfficer-

Lieutenant . - 7 years maximum in rank 76,9% agreed.

A contingency questionvwas asked of thOée who'agreed to

there being a maxiﬁum period in rank in order to determine if

they wére aware of fhe impiications of their decisions. 48,1% of
the respondents replied that the position of an officer, who had
reached the ﬁaximum period of service in his rank, should be
reconsidered in 6-months time;_28,8% wanted him retired; aﬁd

23,1% éaid he-had to be removed from the seniority (merit)'list -
implying he remained on the job but would no£ be eligible for
. further promotion, The majority decision, reached by the aircrew,v
confirmed the promotion pclicy recommendation of the Inquiry
previously mentioned. JOUBERT (3). The results of this qﬁegtion
were particularly significant in the career development of aircrew.
A new career policy, in the form of maximum periods of service in

ranks and the reviewing of promotion procedures were endorsed at
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thé grass-roots level,

l; In preparing an officer for senior rank and position, it
is necessary that he should possess. a broad but comprehensive
understanding of how the Air’Force operates. This entails
postings to various units and localities. of the éight choices
offered, the respondents accepted four?

(i) To servé as aircrew on other operational aircraft - 97,6%

(ii) To be a Flying or Navigation Instructor - 87,9%

(iii). To be a Staff Officer at a Headquarfers - 75,9%

(iv) To serve in the Air Defence Unit - 56,6%

.And they rejected.postings to the other four:

(i) The Tecﬁnical training unit - 77 1%

(i) ThlevAdministrative branch - 75,9% |

(idd) Instructor at the Air Force College - 61,4%

(iv) Logistics branch - 57,8%

The flying-bias of the aircrew was cleérly discernable in
their choices. | |

m. The responses in Question 7 (i.e. in g.) indicated that
getting higher educational qualifications.was importaﬁt; Few
recruits, joining the Air Force with the infention of becoming
Pilots or Navigators, possess academic degrees or diplomas. The
majofity; who make the Service their career, attend the Militafy\
Academy at Saldanha Bay after qualifying for their "Wings?".
After a three year applied military'course, under the auspices
of Stellenbosch University, the successful candidates are awafded
their Bachelor's degree - BoMil; Those'aircrewbwho do not follow
this path and still wish to make their careers in the Air Force

are required to look elsewhere for higher academic qualifications.

(8
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Those who possess higher qualifications realize that_further
qualifications are desirable and sometimes necessary‘in order
to advance their.careers.- When such training should start and
now it was to be done ﬁas the basis of the question posed.
(i) Por a Bachelor's degree or Diploma: 45,8% seid after
| | | '3 years in service,
- 39,7% said before
‘10 years in service,
14,5% did not answer

. this question.

(ii) For a Master's degree'or higher Diploma:'53% said before
| | | 15 years invsertice,
' 32,5% said after 7
yvears in service,
14,5% did not ansﬁer

the question.

(iii) For a Doctorate : 63,8% said before 20 years in service,
21,7% said after 10 years in service,

14,5% did not answer the question.

We concluded that it was desirable to stert studying for
higher qualifications after 3 years in service (i.e° at the rank
of Lieutenant) qualifying at about the end of the sixth-year;

The following 5 years could be sﬁent in rounding of f military
expeftise and acquiring new aircrew skills by being cross—-trained
on other aircraft-types and operational roles. At about the

11th year further academic (or higher‘diploma) studies in Honours
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and Masteis degrees could be undertaken completing them after a
period of four years; Thus by the 15th year.of service, with the
‘rank of Major (and poésibly Cdmmandant), these aircrew members

could be expected to make significant academically based contribu-—
tions fo the effectiveness of the Air Force. Doctoral studies, for
the selecfed few,.could coﬁmence in the 18th year finishing by about
the end of the 19th year in service.: A‘highef academic educational

career path as suggested, is shown in Figure 27. .

(Commandant)
(Major)' o PH.D
HONOURg 18 ao
(Captain) _ MASTERS
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BACHELOR
DEGRES
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INVTAL, INTERMEDIARE . ADYANLED BXECWTIVE

PHASES  OF DEVELOPMEWT.
Figure 27. The Académichducafional Career Path fof Aircrew.
How such training was to be done was the next question.
60,2% said they wanted to do these studies full-time at a University
or College; 13,2% preferred a part-time study progfamme; and
12,1% indicafed they ﬁould like to do.their studies by means of
correspondence tuition; (14,5% did not ans&er thisbquestion).
The implication of full-time study, at a University or dollege,
three years after qualifying for their wi&gs, is that such a break
in service may well pfove to be detrimental'to their military careers.

They will be out of touch with the latest tactical and strategic
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developments of the last three years as well as being no longer
qualified in their specific operational roles. On Jjoining the
.Air Force again, such aircrew‘may well be confronted ﬁith an
adajﬂation problems. The bést mix, at Bachelor’'s level, appears to
be a partftime/cofrespondénce programme. For Honours/Master's a
fulltime attendance is supporfed; The doctoral (Ph.b.) study
would, in any case, be a research one.v This can be_done in the
aifcrew's own time with aufhorized part;time superyision at-a
University in the vininity;- |

n. Just as higher academic qualifinations increase an’
aircrew member'é promotionvprospects, so does Specialization.
However, o&er—qualification‘and over—Specialization for the task
on hand and positinn (and.rank) ocnupied; will tend to decrease
career prospects in the longterm: such aircrew have become too
valuable to be easily moved elsewhere! e.g.ba goqd.test pilot
would be kept in this role.for as ldng és possible and dnring this
periqd he maykwéll be by-passed on promotion because.he cannot be
spared:for release. This-problem is analogous to the economic
law of diminishing returné.v Moreover the investment in high calibre
officers is so high that they are hoarded (GLUECK (4)) in ofder.tq
recoup as much as possible,"This is detrimental to both the Air
Force and the aircrew and illustrates inadequate career éevelopment.
In order tn establish if this aspect of a particular career develop-
ment system is understood, the question was posed to the respondents.
55,4% indicated that over-specialization or over—qualification was
- not acceptable to them; the remaining 35,6%’accepted this aspect.
©. In order to lessen reéistance to potential'tactical and

strategic changes in role-employment, new or modified equipment,
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‘uniforms, etg;,'aircrew are normally "sounded out® about such
matters. Whether they are_really‘aware of these approaches, is
not éertain and so they were asked if they were involved in the
following areas of long~range planning.
(i) In flying trainihg - 50,6% séid yes they were involved.
(ii) In.strategic operational planning.— 90,4% said they were
not involved.v
(iii)_ In the.strategic planning of the size and shape of the

"Air Force - 97,6% said they were not involved.

Summing up the respoﬁses we found that only 20,9% of the
aircrew at A.F.B. Ysterplaaf were involved in long-range planning'
activities. This fact also confirms the operational bias of the
Base (see page 184).

p. All aircrew aré at é constant stafe‘ofvreadiness. This
entails going info actinn according to the requirements of con;
‘tingency plans which have been drawn up for a number of likely
emergencies. FEach unit has a plan (or should have one) in which
the details 6f the executioﬁfdf their parts of the plan are laid
down. v63,9% of the aircrew stated that they did not help develop
.a step-by-step plan of action to implement théir unit's part in
the long range operationai plan; however, 36,1% said that they
did help. The reasons for the large percentage of non-participation
may be many and varied.. It is'likely though that their unit's
‘plan was already updated and did not require any further work.,

g. Longrange planning is known as stratégicvplanning in the
Air Force.A' The planned actions are envisaged in a future dimension.

Units should be aware of their participation in these events and
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initiate timeous training programmes to cater for such eventualifiés.
The plans usually come in the form of policy statements from higher
authority. ‘ 92,8% of the aircrew said thét they had novmanual in
which Air Force and Defence Fofce policy Statemeﬁts and. their
suppofting procedures and rulesvcould be étudied. They further
went on to indicate that possession of such a manual would resolve

a lot of misinterpretations of policy statementé;

r. In ofder tq gauge how much their work mattered to aircrew
they were asked if they agreed that their work was crucial to their
satisfaction as a human being and to the development of their.
personalities. 96,4% agreed with this proposition and went on
to agree completely - fhat this meant that their careers must

possess dignity and meaning.

's. Flying careers are not always séén.as lifework in the Air
Force:~ é.go there are aircrew who belong to the Permanent Fcrce
who stay in for their whole worklife; Medium Service who spend
. about 20 yeafs in the Servicé; and Short Service who spend between
L to 10 years in the Air Fofce.' A1l (lOO%)_of the respondents
agreed, however, that Career Planning formed an integral part of

long range planning.

"t.,  Many aircrew leave the Air Force to seek employment in
private airlines or with the South AfricanvAirways. The costs of
training aircrew are exceedingly high - e.g. accordiﬁg to the Chief
of the Air Force (on 16 June 19'78)' it costs R1,7 million to train |
a Mirage pilot with about 700 hdurs flying on type! Every effort
is made to retain theée members for as long as possible and so

recoup some of .the funds invested in them. 96,4% of the respondents
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said if they knew that the Air Force had an acceptable career

plan for them, they would stay and make a success df fheir Air
Force careérs; Furthermore thistgrbup acknowledged that if Suchb
was the case (ioe.'possessing an acceptable céreer plan)_they
would develop a greater loyalty towards'the Air Force. = The need
for the design and development of aircrew career plans could not

have been more cogently expressed!

u. Finally,tq bring hbme to the aircrew that an exércise'of
this nature would help them in their career development, they were
asked this question: "Do you think that the answers yoﬁ'gave in
this questionnaire will help you in planning your career?". 91,6%
said it would and of these 95,2% expressed the wish that they would

like a copy of the results of this questionnaire;

6.2.2. The Conclusions. = v ‘ . .

On analysing the reSults.of the survey certain logical
cohclusions were reached when the impiication of one or more
quéstions (Q) were éonsidered, In the following_discuésion fhese
implications, with the relevant question in brackets (Q), are argued

and conclusion(s) stated.

a. The Career.,

90,4% (Ql) of the respondents found their progress satisfaétory
in spite of the fact that 96,4% (Q4t) of them had not seen their
or any particular career plan. The awareness of the need fpr
career planning is there: All 100% (Q5) would choose to participate
in this planning because then they feel they would be happier in
their work, be more productive and so énable the Air Forcevto be

better équipped to achieve its aims (Q5).
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Moreover, 62,7% (Q6.)vwc.>'&.’11d like to work out the. details of their
éareers with the Personnel Division at Headquarters thus assisting
in drawing up an acceptable career plan (Q6). (QZO).  This would

not only ensure work satisfactibn but would also help personality

" development and emphaéize the dighity aﬁd»méaning (Q18) of aircrew's
lifework. TUnder these circumstances 96,4% (Q20) of pilots aﬁd '
navigators indicated they would be prepared to make a success of .
their careers, whilst 92,5% (QZO) éonfirmed_that.étéying on in the

Air Force under these conditions would develop greater loyalty (Q20).

!

It is thus cohcluded that aircrew are aware of the advantages
and implications bf having their careers planned. They are willing
to participate in the planning of such careers and thus stay on in
the Air Force. It is up to the Air Forée to proceed expeditiously

in consulting aircrew about their career aspirations.

b. Rank and Position.

All successful careers aim at achieving‘a specific rank and
position. The majority, 49,2% (Q2) of the respondents selected
the Colonel's rank and the majdrity, 419 (QB)jif the next question
‘selected the position of Unit or Base Commander. It is cqncluded
-that a successful éareer would culminate in being promoted to the

rank of Colonel in commandvof the Unit or Air Force Base.

c. Promotion through a "Merit" list.

87,9% (Q6) indicated a "merit"-list, based on the results of
an appraisalvsystem, could be drawn up to indicate the "merit"
position of éotential promotees. .Such a proceduré would, however,.
be in conflict with the présent promotion by seniority system. 1In

consideration of the existing seniors, and thus by implication
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not amongst the highest on the "merit"-list, 85,5%7 (Q6(b)) felt
that they;the sehioré, shouid bevpromoted if their specialitieé.
were the criteria fqr promotion. Promotién ié, however, directly
related to career-prospécts. 87,7% of the respohdents realized that
" their career-prdspects wéfe dependeﬁt on the relative proportions
of officers strengths in the various ranks. :An expansion (e.g. .
mobilization) of.the Air Forcé,‘ﬁould créate'vacancies énd con-

sequently increase the chances of promotion.

It is thus concluded that promotion is dependent on vacancies
in the various ranks and that promotion based on a "merit" list is

preferred to the existing system.

d. Important Career Planning Elements.

Five important career planning elements (Q7) :»Age on promotion;
Years of service on promotion; getting as Wide an experiénce aé
possible; obtaining Higher educational qualifiéations; and being
Assesséd regularly, were rated. | Because these elements are
"naturally closely related to each other, paifed statistical com-
parisons (ét the 5% significance ievel) were'madé to determine
- their relati#e importance‘to eééh other. - The application of the
Rensis Likert importance scale-values determined the measure of

importance so that these elements could be ranked in an order of

merit:
1. | Being Assessed regularly and getting as Wide an experinece
as possible, -
2. Obtaining Higher educationai qualifications,
3; Age and Years of servicebon being promotéd.‘

_It.is concluded that when the development programme is drawn

up, these elements should be considered in fhe_above ranking.
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Retirement ége, another important element, was reduced to 50
yvears by 48,2% (Q8) of the respondents. This confirmed a previous
feeling that the retirement age of 60 yeafs was too high for active
aircrew;, The best solution lies somewhére between 50 and 60 years

of age.

Phases of development afe also impqrtant career planhing
élements (Q9)q ~ The chosen lengths of these-pﬁases turned out_to be:
Tnitial - 2 years;-'Intermediaté —-5 years; Advance -~ 15 years;
and Executive/Léédership ~- 5 years - a career length of 27 years.

. This implied that the retirement agé could be ébout 47 years of
age —'considérably differeﬁtﬁxnlthe legalbone of 60 years but

close to the previously selected one of 50 years.

Career phase ranks were determined in Ql10: Initial -~ Lieu-
" tenant; Intermediate - Captain; Advance - Commandant; Executive/
Leadership —_Cdlonel. This conclusion tallied with Q3 where'

the end-rank selected was also that of Colonel.

In this cruéial discussion cf the elementS’constitgting the
ffamework of a career development we summarize the conclusions
.that the aircrew:

(i) Listed Regular Assessment and gaining‘Wider Experience

' as first in their order of merit, followed by the obtain-

‘iﬁg of Higher Educational.qualifications, and finishing
.off with Age and Service on promotion as‘thirdo
(ii) Chose the age of 50 years instead of the present 60.
(iii)v Would have about 32 years of service on retirement at
50 years (Service usually starts at 18 years of age).

(iv) Would have about 27 years of active commissioned service
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progressing fhrough all the envisaged development phases.
(v) To be able to serve this 27 years of active commissioned
service on retiring at 50 years of age they would have
‘to start their careers as Lieutenants.
(vi) Confirm the retiring rank to be that of Colon.evl in their
determination.of the lengths of development phases.
(vii). In deciding on these issues.have laid down the elemente

of a framework for developing career plans for themselves.

e. Period of Service in Rank.

62,6% agreed that there should be é maximum»period of serfice
in rank thereby implicitly acknowledging that their career prospects
would be enhanced by such action. Thie Qas foilowed By endofsing
the suggested questionnaire maximum periods officers sboui&‘eccupy
 specific ranks. A solution to the problem of'what’foyégf%ith the
_ officer who has reached his maximum.time'in office, was.fe;}eeon—

sider his case after six months.

We cohcluded that the acceptance of the maximum periods of
service in ranks, at this grass-roots level,‘was particularly eig—
nificant. Net only was it a radical departure from established
policy, but it would also assist in removing static promotion

blocking personnel thereby increasing promotion prospects.

f. Broadening Experience.

In order to possess a broed and comprehensive understanding
of how the Air Force operates, aircrew should,.apart from their
"owﬁ miiitary speciality trainihg, receive higher education and
such wide experience as can possibly be fitted in by being posted

to many diverse assignments in their planned careers. The.
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disadvantage of overspecialization and ovefqualification were
understood - 55;4% (th) saying it was unacceptable.‘,Higher
education was certainly desiréble, starting after the fhird year ..
in service and ending after about the 19th year of service. The

" various postings choéen showed a.remarkable bias toward matters of
flying (QlZ). This is; however, a narrow field.and the usefulness‘
of qon—flying assignments ‘oughtvto be told them: +the Air Force -

cohsistsof more than just flying types.

g. Long~range Plahning. All respondents acknowledged that they
knéw that career planning formed an integral part of long-range
planning (Ql9). However, only 20,9%_were involved in long-range
planning activities (Ql5). This was underlined when 63,9% (Ql6)
indicated that they did not participate in developing a step-by-
step plan of action to implemént their Unit's part in the long-range
operational plan. Moreover, long-range planning activitieé (known
as strategic actions due to ifs_long term nature), are usually

made known to the participants by means of policy statements from
higher authority. In order to ensure that Units are aware of their.
"and others' roles in these activifies, it was thought wise that
Units should have policy manuals which would record these statements
and assist in avoiding.misinterprétations. 92,8% (Q17) said that
-their Units did not possess such a manual although they were
unanimous that the possession of such a manual would greatly assist

them in this regard.

h. Personal Aspects.

96,4% (Ql8) affirmed that their work as aircrew in the Air

Force was crucial to their satisfaction and to the development of
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their personalities. As such their careefs must have dignity and
meaning.v 96,4% (Q20) indicated that if the Air Force offered .
them acceptable cafeer plans (and thus careers!) they would stay
énd make a success. Furthermore such action would develop a greater
loyalty towards the'Air Force. Considering the exceedingly high
Aéost of training aircrew, the need for the design and development

of career plans, is manifest. Moreover, morale increases when

turnover decreases.

i Usefulness of the Questionnaire:.

91,6% (Q21) said that the answers‘given in this questionnaire
would help theh plan their careers. 95,2% of these respondents
expressed the wish that they would like a copy of the results of

this questionnaire. High praise for the researcher's effort.

Jo Achievement. .

We conclude that the effect of this'Questionnaire has been
beneficial énd the results obtained meaningful and decisive. It
has made aircrew at Air Force Base Ysterplaat aware that.properly
constituted.céreer planning could develop them to their fullest
and thét thé Air Force would be.better able to reach its goals if
it accepted such a programme. Furthermore the éareer variables
have been idenfified and some rafed. A validation studyvis
required to confirm the findings of this pilot survey{ Once

confirmed meaningful career planning. for aircrew, as envisaged,

could be proceeded with by the Air Force.

6.3. The Validation Study.

The population for the validation study is, of course, the
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officer strength of Air Force Base Ysterplaatvin 1979. The size
was lll-aircrew which included all ranks from 2/Lieutenant to

Colonel and all ages from 19 to the retirement age of 60 years.

The Sample,

All aircrew at A.F.B. Ysterplaat were numbered from 1 to 111.
A random selection of 25 numbers was drawn and 25 respondents

identified : this_was the sample.

The officer in phafge of flying, a Commandant and the secbnd~
in-éommand, was briefed on the qontents of the questionnaire.
Twenty five questionnaires. were given for comﬁletion by the randomly
: selected 25 respondents; Twenty-three completed questionnaires
. were collected two weeks later : 2 respondents had, during this
time, left Ysterplaét and .did not return their quéstionnaireso

Never-the-less thislwas a 92% response.

The complete.survey report is attached at Appendix G.
The aim of fhis study was threefold: to validate the findings of
the first study; to determine if there was-a different definition
of a successful career from the one given previously, and if so
what the implications were; léstly to determine the order of -
priority of the ten  job satisfaction variables which were par£i5~“
cularly relevant to aircrew careers. . The results obtained from
the questionnaire were.analysed and the cbnclusions reached compared

with those of the first survey.

A comparison 6f the population (A.F.B. Ysterplaat) and the

sampling unit (the randomly selected 25) is given in Table 19,
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A.F.B. Ysterplaat Random Sample

Ranks Number % Number %
Colonel N 1 : 1% - -
Commandants 8 7% 2 9%
Majors 19 17% b 17%
Captains 33 30% 5 22%
Lieutenants . 26 23% ' 6 26%
2/Lieutenants 24 - 22% .6 26%

n = 111 - 100% n = 23 100%

Table 19. Relative Distribution of Ranks at AFB Ysterplaat in
1979. |
It can bekseen that the proportion of officefs in the wvarious
ranks at A.F.B. Ystérplaét and the random sample are acceptably

close to each other.

\

TheICharacteristics of the random sample were:

22 were pilots; 1 was a navigator;

20 were matriculated; 3 were university graduates

Average age was: 29,65 yeérs with a Standard
Deviation of 7,4 years.

Average flying experience was:i8,8 years with a
Standard Deviation of 7,2 years.

Average operational experieﬁce was: 4,9 years with

a Standard Deviation of 5,4 years.

In order to determine whether the average ages of the first
and second survey differed significantly we applied a one-way

Analysis of Variation (ANOVA MODEL 1)(5)which is widely utilized
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in behavioural research. We checked the results with an appli-
cation of the t-test.  The method of analysis followed was one __ .
described by YA-LUN CHOU (6). See Annexure 2 of the Appendix G

for the detailed workings.

a. ANOVA MODEL T.

Fl 10# _ MSC h42,92 = 0,017
? MSE 2572,51
& P(El’loh £ 3,98) = 0,05
‘ i.e. at the 95% level of confidence
there is no significant‘

"difference between the ages.,

b. t-test

1;101‘t = Al - A2 /S =‘-1,2/1,76 = -0,68

at the 0,05 level t = ~1,99 > -0,68 .

Thus at the 95% level of confidence the t-test confirmed that
there was no significant difference in ages. It was thus concluded
that thé second survey was a representative sample of the first.

The questionnaire could now be analysed.

6.3.1. The Anaiysis.

a. ¥t is important to ascertain which concept of a successful
career is most prevalent in order to elaborate under which conditiohs
such a definition would be organizationally appropriate. Further-
more,knowing this definition will help ﬁndérstanding of the various
intentions and underlying motives encountered in career behaviour.
A synthesis of the 23 definifions given of a successful cafeer was

the following: -
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"A successful career is one wherein you attain your personal
aims and goals in a manner which brings you happiness and

satisfaction in your work.!"

This definition should make it clear to the Air Force that
aircrew are féeling the need of personally managing their careers..
It does imply, however, thatAthe-individual aircrew member should
"become proactive and an effective diagnpstician - able to identify
the problem, operate with a maximum of self insight, build up a
.repertory of possible responses, and know how to select the
appropriate response." SCHEIN (7). The reqﬁirement of matching
the needs of the aircrew with fhosé of the Air Force is ﬁnderlined
once more. Aircrew should seek responsible career counselling
from officers, who not only know the Air Force reQuirements, but

who are also trained in the role of counselling.

b. The néxt-question asked was to elicit the finding of the
previous susey:
"Would you, as an actiVe aircrew member, consider the rank
of Colonel and the post of Unit/Base commander a fitting -

~climax to: a successful, a fair or unsuccessful career?"

56% (13) said this was a fair career; 39% a successful one;

and 4% an unsuccessful career.

The majority (56%) said this kind of career was fair .which
paﬁtially confirmed the first survey's findings. The reason for
this was probably due to the respondents using their definitions
of a successful céreef as.a basié for their decision; In the

first survey a successful career was defined for them and then -
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the question posed; In this questionnaire the respoﬁdents first
stated their definition of a successful career before answering

the question. From the respondents' definition it is clear that
their personal aspirations ahd needs are foremost, whilsf preé
viously they were prdbably subjected to the organizational viewé

of what qopstifuted a successful rank'and position in the Air Force.
How much more senior a rank than Colonél.and higher position than

a Unit or Air Base Commander is expected for a successful éareer;

may require further investigation.

C. Previousiy the retirement age of 50 years for active aircrew
members was poSitively'supported. The implicatioﬁs cf suéh'early
retirement could, however, haﬁe sefious consequences on an aircrew's
life-style if he was not prepafedifor such an eventuality. So the

question posed was:

"If ycu could retire at 50 years of age instead of 60 years
of age, would you consider starting a second or non-Air Force

career?"
61% (14) said yes and 39% said no.

Those who answered "yes!" were further asked whether they would

find the idea of a new career;

(i) An exciting opportunity to look forward to? 57% yes.
or (ii) A prospect_to be accepted with equanimity? 36% yes.
or(iii) A necessary evil not to be contemplated before

its time? 7% vyes.

Early retirement is still popular and aircrew look forward
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to starting another career. This intention implies an Air Force
responsibility to make.the transitién a happy and-profitéble one.:
for both parties; Such a responsibility has already been admitted
by the authorities in the case of Medium Sérvice aircrew who retire .
after 20 years service: ".;;.non retirement he.will be too old

.to begin a new'cafeer eisewhere....laplaces the State under a

still greater moral obligation to justifiably compensate him for

. the possible caréer and salary:expectatiohé‘which he must give up
in order to devote the best part of his productive work life to a
dangerous and short ca}éer in the interest of State security." (8)
A similar attitude should be adopted if early retirement for all
active aircrew is accepted. It implies, furthermore, that air-
crew membefs should be prepafed for their_second careers (if th%s
is possible) and be compensated for losé in earnings by increasing
 their‘pay and allowénceé (thus also increasing their retirement
benefits). SCHEIN (1978)'says that....."it is obvious that the
incentives and constraints which can be created by government
through support of reséarch, scholarship programs, dissemination

of information about occupations and so on, can influence to a

cohsiderable dégree entry into a (second) career." (9).

d. Because "Merit promotion", based on regular appraisals was
highly supported in the first survey, confirmation of the accepta-

bility of such a decision was sought by further asking:

", ...would you consider this:
(i) A fairer method than the old seniority one? 83%(19) - yes
(ii) No better than the old method?" 13% - yes.

This'validates‘the previous finding where 87,9%'aircrew agreed
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that such merit rating marks should be used to complete a list of

merit for promotion.

e, In the Air Force promotion prospects are primarily dependent
on vacancies in ranks. Vacahcies are dependent on establishment
strengths. If a maximum period of oécupation of a rank or age

in a rank is laid down, incumbents will retire earlier and so
create vacancies. Respondents were asked:

"Which course of action would you support:

(i) Maximum periods in ranks?" 78% (18) - Yes
or (ii) Maximum ages in ranks?" 22% - yes.

This not only confirms the previous survey's findings but also
those of a 'study made by Major General C. J. Joubert (Confidential

'Report:‘HSP/C/502/2 over HSP/110/3/2 dd 2 Sep 75) (10).

f. The'relative importance of.five career planning elements:
'Age at which promoted; Years of service completed before promotion;
Widerexperience; Higher-educgtion; and Regular assessment had to
be determined. This was done by combaring each element with one
of the others so that_all the elements were compared with each
other. The results were as follows:-
AGE
(i) leO% said that Regular Assessment is more important than
Age at promdtion.
(ii)ﬁ 95% said that Higher Education isvmore important -than
Age at promotion,
(iii) 9L said‘that Wider Experience is more important than

Age at promotion.
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(iv) 74% said that Years of Service is more important than
' Agé‘at promotion.

YEARS OF SERVICE

(i) 87% said that Regular'Assessment is more important
v | than Years of Service.
(i1) 68% said that Wider Experienée is more important than
| Years of_Service. : | | : B
(iii) 58% said that Higher Education is more important than B
Years of Sefvice;

WIDER EXPERTENCE

(i) 73% said that Regular Assessment is more important than.
’ | ',Widéf Experienée;
(ii) | 35% said that Higher Education is more importgnt than
Wider Experience.,

HIGHER EDUCATION

.(i) 70% said that Regular Assessment is more important

than Higher Education.

When these responses wére summed up we found that the five
eleménts were rafed in an order of merit>as follows:r

1. Being Assessed Regularly.

2. Getting WiderExperienée.

3. Obtaining Higher Educationél Qualifications.
L. Years of Service at which promoted.
5

. Age at which promoted.

Those results fully validate the findings of the first.
survey.

g.  Respondents were asked to rate the undermentioned ten job
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satisfaction variables which are particularly relevant. Below
is given, in order of importance, a table of these variables as:
determined by the aircrew. - (the Rensis Likert importance scale

was used).

VARTABLE o o WELGHTED TOTALS
"Worthwhile Work : : : ‘112
Adequate Pay and Alléwances 109
Achievement - | 108
Advancement and Self Improvement , 105
Challenging Job | | 104
Allowed Responsibility | : - | 104
Able to Contribute | o 102
Given Recognition - , 95
Having Authority and Independence ' | 89
Peoplé in the Work Envifonment _ 88 -

Table 20 Rank order of Ten Job Satisfaction variables.

The order of importance of these variables appears significant.
When they are related to the respondents!' definition of a successful
career,tthen it is clear that those variables thatfcontribute
materially towards the attainment of personal aims and goals,
do in fact rate higher than others which dé not do so. Doing
"worthwhile work" by aircrew is understandable ~ the attraction,
adventure and the excitement of flying remains their motivational
force throughout their careérs. However "achievement" is

normally closely related to this and the fact that‘"adequate pay
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and allowances" were considered‘moré important, necessitatedAa
_ further test of the validity of such a plécing. Using the X? .
test (sée Appendix G for the detailed workings) at the 5%v1evel of
significance (of éhe 95% level of confidence) it was found that

there was no difference in importance between these two variables.

On the assumption that>a one point diffefence in the weighted
totals is not significant, a new rank order of these variables
was drawn up:

1.  Vorthwhile work._

2. Adequate Pay and Allpwances; Achievement.

3. Advancement and Self Improvement;.Challenging‘Job;

| Allowed Responsibility.

L, Able to Contribute.

5. Given Recognition.

6. HaViﬁg Authority and Independence; Peopie inﬁWork

Environment. .

The choice that "people in the work environﬁent" was considered
less important than the other variablés, once again underscored the
‘individual effort invblved in aircrew Jjobs: = pilots and naviggtors
are almost entirely ‘dependent on their own skills and expertise
in executing their fiying tasks. The Air Force should consider

these variables when drawing up career plans for aircrew.

h. As a natural follow-on from the last question, the respondents
were asked to rate their Air Force careers in terms of satisfaction/
dissatisfaction derived from them by choosing one of the terms below,

which most aptly described their feelings. They replied as follows:
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(i) Completely satisfied : 1
(ii) Very satisfied 7
(iii)  Satisfied ' : 11
(iv) Dissatisfied : 4
(v) Fairly, Very and Completely Dissatisfied : O

Clearly the majority have had satisfactory (and better)
careers. This also confirms the first surveyé findings where
aircrew indicated that their career progress had been satisfactory

so far.

6.3.2. The Conclusions.

On analysing the results of this validation survey, certain
logical conclusions were reached by comparing the answers given

with those of the first survéy.

a. The Career.

The 23 definitions of a suécessful career were analysed
and the results were as follows:
(i) Ten considered job satisfaction to be the most important
» variable for a successful career.
_(ii)‘ Five coﬁsidered happiness to be the most important
| variable for a successful career.
(iii) .Eight considered achieving oné's own personal aims and
goals to be the most important variables for a success-

ful career.

The aircrew's definition of a successful career could thus
be summed up as one where the personal aspects are considered

more important. The previously given definition stressed the '
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organisational approach of moving up the various managemeht levels .
Clearly aircrew feel that their needs are as important as those
of the Air Force;~ They should be consulted in all career planning

efforts. ‘ o ;

bc Implications of Early Retirements.

The majority (56%) of respondents indicated that retiring
at rank>of €olonel and occupying a position of Unit/Base commander
(Q2) ‘was a fair career. 39% on the other hand said such a career
would be a successful one. A fair to'succéssful career could
~ccnsequently be considered as‘acceptable to moSt aircrew. Seen
in this light our first survey's finding 4is supported. In the
_hext gquestion (QB) 61% said fhat they would consider starting a
second or non-Air Force career and 57% of these respondents indi~
‘cated that this would be an exciting oppoftunity to look forward
‘tof It is thus fair to conclude that active aircrew considered
the preéent retiriﬁg age of 60 years too old and that being a
" Colonel in command of an.Air Force Base is accéptable at a lower
retirement age. A second career held an attractive Qhallenge
for them. ﬁere the Service‘has an implied obligation: . should
early rétirements be~brought in then aircrew must be helped to
prepare themselves for this eVent; Based on the above conclusions,
it waé felt that no further investigafion into what rank other
'than that of Colonel or position other than that of Unit/Base’
Commander, would be justified. The -"contents" of a successful

career as postulated, is viable.

C. Promotion Prdspecté.

83% airérew indicated that they considered their positions
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for promotion on a "merit list" (Q4) to be a fairer (more just)
neasure than the ones indicated onvthe.old seniority list;
Prospects are also enhanced by increasing vacancies for promotion..
78%.respondents chose maximum periods in ranks (Q5) so that'a
greater turnover and hence.more promotion chances could be
generated._ It is concluded that these findings confirm tnose of
the first'survey as ﬁell as those of.Major General C, J; Joubert's

Committee in 1975 (2).

“d. Career Planning Elements.

The analysis of Q5 on which element was the most important

resulted in the following:

1. Being assessed regdlarly.

-2, Getting as wide an experience as possible.
3. Obtaining higher educational qualifications.
L. Years of serviqé at which you are promoted.

5. Age at which you are promoted,

"The first survey's finding is the same and is thus fully

validated.

e. Job Satisfaction.

In the first survey the overall najority of aircrew (96,4%)
affirmed that their work was crucial to their aatisfaction and
to the deﬁelopment of their personalities. This study (Q7) sét
out to have ten felevant job satisfaction variables fated s0 as
to indicate their relative importance in formally structured

career planning. The results were gratifying:
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Order of importance : 1l.Worthwhile work.

2.Pay and Aliowances; Achievement,

3.Challenging Job; Advancement and
Self Improvement:
Allowed Responsibility.

Lk.Able to contribute.

B : 5.Given Recognition.
6.Having Authority and Independance;

People in work environment.

83% indicated in Q8 that they were satisfied to completely
satisfied with their Air Force Careers. This agrees with the first
survey's findings where 90% indicated.that their progresg_had been
satisfactorY?sé far. In an interview with the officer in charge
of flying at A.F.B. Ysterplaat this question was brought up. The
‘answer given was that the respondents were "wary" of saying -“hat
their progreés has not been satisfactory so far and that they were
not satisfied with their careers. . It appears that they mistrusted
the anonymity Qf the questionnaires and was conéerned that they may
be discriminated against if they said otherwiset Whatever the
real reason, the subsequent anéwers to both questionnaires amply
demonstrated that their progress had not been as satisfactory as
it could have been, had the principles proposed in this study been
applied. In the event that the respondents were correct in their
" answers, then one could conclude that they would be even more
satisfied with their career progress when the propdsals contained

in this study are implemented.
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6.4 General Conclusion.

The investigative studies have been succeséful.- The findings
of the first survey have been validated by the second study. Mean-
ingful formal career planning could now be proceeded with in the
~areas indicated by this stﬁdy by not only the Air Force but also

"by other 1arge hierarchically structured organizations:

“a. »vDrawing‘up a career development programme ihn
conjunction with the individual concerned.
b. bDesigning a counselling guide on the apblication
of the dévelopment programme,
Co Refining appraisal systemsom the "merit!'"-list lines,
d; rUsing‘a model for predicting promotion vacancies (or

personnel flows).
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7. The Career Plan.

Our hypothesisvstates that if the desirability of a formally
structured Career Plan, containing a career development programme,
‘a counselling guide on the application of the programme, an apprai-

sal system to measure performance and a model for predicting
promotion vacancies, were recognised by an organisation, its
adoption should be seriously considered. Againsf the backgrdund'
of the argument devgloped in our dissertation, we propose to
evaluate each of the four elements of our hypothesis and confirm
-or reject them on the conclusions reaéhed._ Finally thé complete
hypothesis representing the formally structured Career Plan will

be tendered for judgment.

7.1 A Career Development Programme.

It.has been postulated by various scholars why career -develop-
hent and counselling should be done by organisations HALL (l);
HUGHES (2); SLOCUM (3): GLUECK (4) states that there are four
basic reaéons for career development: |

ni, By developing‘people to their fullest, the organization

reaches its goals.

2. It provides satisfaction and dignity to emplbyees.
3. It reduces employee turnover and thus costs.
L. It reduces the hoarding of high caliber personnel.®

vCareer development programmes, represented in brief by career
guides, have been discussed at length.  There are in fact two
- programmes: one catering for the needs of the organisation and

one for the individual. These two have to be matched so that
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the individual can reach his own goals throﬁgh achieving ofganiza—
tional goéls; This pointvwas amply demonstrated in,thé case of
aircrew career development.. An aircrew member's satisfaction and
dignity were considered iﬁ the questionnajxesunder the'headings
that his'career is crucial_to hig satisfaction as a human being

and the development of his personality.-‘ Aircrew strongly supported
these personal concepts;n . They also indicated very clearly that -
if fhe Air Force proVided them with acceptable career plans they .
would stay on and make a sﬁccess of their céreers as well as devel-~
oping a greater loyalty, which of course means greater morale.
-When moralevincreaées turnover decreases. Adequate career
development reduces the hoarding.of high caiibre people. An
example of a test-pilot was given and it was shown that the
hoarding of such a person was to the detriment of both pilot and

- the Air Force. Now it.is justifiable to assume that any orgéniza_
tion would, in its own interest, support the ébove L caree; develop-
ment reasons and would, therefore,seriously consider it mofe than
desifable to develop the careers of its employees. The Air Force

for one, would,I am sure,. : . :

7.2, A Counselling Guide. -

"It was predicted that if the desirability of a formally
structured Career Plan, containing a counselling guide on the
application of career development programme were realized by an

organization,lits adoption would be seriously considered.

The initiating of a career development programme requires
an astute measure of promotion. A well planned programme should

have been preceded by indepth discussions with heads of departments



232

and as many employees as possible in order to co-ordinate their
views and suggestions on the construction of viable careers for
the organization's personnel; Even such actions do not guarantee
the smooth introductionvand.running ef the programme. Career
development counselling for tne employee, who would be looking
for guidanee and advice on his career progranme, would thus be
expected to come from his immediate superior or supervisor° These
superiors or supervisors need to know the content and‘extent'of
the career development programme ; a difficulf task for sure. It
is not possible for one nerson to know all the details.of such

a programme in large organisations. For instance in->the U.S.

Air Foree ",..each_career speciaity has a career mansgement officer
whose function is to serve as an adviser on career development

for that gronp.of officexrs in order to help.assure pfoper utili-
zation of the men and to serve as an adviser tO'them.. n(5). More

important, howeﬁer, is the need to know how to counsel;

The responses to the questionnaires, in the case of aircrew,
revealed many career anomalies and inconsistencies which the
immediate supefiors were unable to solve for their subordinates.

" This is probabiy the reason why the majority of aircrew selected
the Personnel Division at Air Force HQ's as their best source of
counselling - this Division, after all, was the most likely initiat-

ting agency for career developmenti

Knowledge of the programme and being trained in counselling'
would make a supervisor suitable for this important role in an
organization. Such counselling would go a long way towards

‘ensuring that an individual's needs are considered and (where
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possible) incorporated in his career plan. The result would be
'satisfaction; happinese; increased loyalty and higher morale as
well as greater productivity and effectiveness for both himself
and the organization. \Clearly when an organization realizes the
benefits accruing to itself in providing an efficient-connselling
guide on the application of its career development programme, it

would seriously consider its adoption.

7.3, An‘Appraisal System to Measure Performance.

Without appraisals an organization does not fully know how
' well an employee is performing and, in turn;’the employee'does
not know how the organization values his contribution to the conmmon
weal. Properly designed and applied appraisals provide the‘
opportunity to review a person's behaviour at work. - The removal
.or correction of past deficiencies could lead to _improved organi—:
zatidnal'performance. Using;o;." past strengths can lead to
reinforcement of those tendencies that enrich the employee's
development and motivation" GLUECK (6). Furthermore'regular
appraisals focuses the superior's_and the employee's attention on
the employee developing as an important part of their jobs which
can contribute to improved organizational and personai effectiveness -
so GLUECK (1974). But appraisals also provide sound information
for promotion decisions. In this regard, the "Meritt-list argument
for Air Force aircrew promotion is most relevant. Aircrew feel
they would be more equitably promoted if their promotion—poeitions

on a'list were determined by means of appraisals.

From the questionnaires it was patently evident that aircrew

valued regular assessment above all other career variables. And

it is not because they are assessed at infrequent intervals: on
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the contrary they are assessed at least once annually and also-

on being‘posted; . Clearly a lot of value is attached to Air Force
'assessmenta;- This is a great credit to the Air Force planners

in the Personnel Division who designed the syStem and who impiement
it. More use is made of appraisais than just measuring .perfor—‘
manoe. | The Air Force uses the information to assess‘not_only...h
current performance but also to estimate future potential and h
identify the development action required for improved performanco

and enhanced potentiai" VAN DEN BOS (7).

In conclusion nearly all organizations use some form of
appraisal, The larger the organization, the more formal the
appraisal. | It is thus evident that.moat large hierarchically
structured organizations have already.realized the desirability

of having an appraisal system and are using appraisals in one

form or another.

7.k, A Model for Predicting Promotion Vacancies.

Career prOSPecté“in hiéraréhically“structured'organizations
are functions of the proporfions of étrengths in the various grades
(ranks); ‘the average age in the various grades (ranks); the |
wastage rate as the result of_deafh, remusterings, resignations,
discnarges, etc; and lastly.as the result of expansion and reduction
in organizational strengthso Career planning consists of regula-
ting the intakes (recruits),'remusterings (transfers), early
retirements (redundancies), sizes of specific grade (rank) groups,
etc, in order to ensure maximum stability of promotion prospects.
In order to forecast retirement and wastage losses and thus promotion
and recruitment, existing.étaff strengths.are normally projected

by age and grade (rank) up .to 10 years ahead. Thus predicting
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promotion vacancies is tantamount to working out a career structure

statistically.

Mény mathemafically based_models aré available. The choice
of a suifable one for an organizétion depends on thé composition
of its staff: if statiétically trained persdnnel are on strength,
then one of the sophisticated models is - likely to be selected;

If not, the old tried work-horse, the replacement table, is put

into use.

All big organizations use some form of predietion of future
strengths in their longrange planning activities in order to
maintain their effectiveness, survive and grbw. Moreover, any
job or role_planning process;;..."Sﬁould'sfart with some kind of
forecast, some attempt to look into thé futﬁre or to project out
~the impliéation of the presenf" SCHEINV(B). The need for étrehgth
predictions is recognised and implementéd; the method of doing
so depends on the organizatioﬁ's personnel inventory. Such
prediction systems are not, per se, included in formally structured
career plans, because....""Unfortunately, most 6rganizations are
not at present concerned with career development;" GLUECK (9),1
and so do not have such pians for their personnei° Strength .
brediction models are réadily acceptable by organizations. Whether
a formally .structured Career Plan'containing a promotion predictiqn‘
_modél.will be as acceptéble, is not clear. If organizations can 
be cbnvinced of the desirability of a Career Plan, then I bélieve
they would accept a promotion prediction mo&el with equanimity.

The Air Force is using a dynamic promotion prediction model:- "Rytuigﬁ

‘which has to be modified to cater for the demands of the newly



236

introduced Flexible Service Concept.

7.5. The Formally Structured Career Plan. \

Our hypothesis predicted that if the desirability of a formally
structured Career Plan, containing the four elements evaluated above

were recoghised by an organization, its adoption should be seriously

considered.

Each element has been confirmed in its own right. Our Career
Plan is made up of the four elements. Thus if the parts of a
whole are accepted, then the whole too should be accéptablea This
cannot, however, be said with certainty as most organisations do
not have formally structured career plans; and this includes the

" Air Force.

Our hypothesis waé tested on a representative sampie of 111
aircrew members of the.S. A. Air Force at Air Force Base Ysterplaat;
An analysis of the answers of the first survey and those of the
subseqﬁent validation éurvey, substantiated these elements, but
iﬁferred that if the désirability of a formally structured career
plan, as proposed in the hypothesis, were'realized, its adoption
cdﬁld be seriously considered., "Because such an action would not
‘commit an organization (including the Air Force) to a definite
coarrse of action, the conclusion was accepted i.e. the adoption
of a formally structured career plan would be seriously considered.

Thus our hypothesis was substantiated.

Moreover, the advantages to an drganization and the advisability
of adopting a Career Plan as proposed in our hypothesis, have also

been demonstrated. Thus we have achieved our aim too.



Finally a letter dated 23 April 1979 Was received from the
Chief of the Air Force, Lieutenant General R. H. D. Rogers,
SSA, SM. DSO, DFC stating that he agreed with the validity of

our hypothesis (see below).

81/172589
Y 3 U

REPUBLIEK VAN SUID-AFRIKA REPUBLIC OF SOUTH AFRICA

. Verw. Nr.[Ref. No.
 NAVRAE[ENQUIRIES: .
Tel. No. : 2"_‘9941
Extension : 401
Telegrams : DEFAIR

KANTOOR VAN DIE—OFFICE OF THE

Air Force Headquarters .
Private Bag X199
Pretoria

23 April 1979

TO WHOM IT MAY CONCERN

T wish to state that I agree with the validity of the
hypothesis as stated below: ’

U"If the desirability of a fermally structured Career Plan,
containing a career development programme, a counselling
guide on the application of the programme, an appraisal
system to measure performance and a model for predicting
promotion vacancies, were recognised by an organisation,
it's adeption should be seriously considered'.

T

(R.H.D. ROGERS) -~

-

CHIEF OF THE AIR FORCE : LT GENL

//

/MS <
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With our hypothesis substantiated and its validity agreed
to byvthe Chief of the Air Force, a formélly structured Career

Plan could be drawn up containing the elements of the hypothesis,

viz:- '
a. A Career Development programme,
b, A Counselling Guide on the application of the programme,
c. An Appraisal system to measure performance,
d. A model for Predicting Promotion Vacancies.
7.6.  Conclusions and Summary.
7.6.1. Conclusions.

It is felt that the Air Force data in this dissertation shbw

Elearly that:

a. fhé Aircrews! views of a successful career emphasize
their personal’. aspirétions: happiness and job satis-
faction are seen as the means to attain thgir aims and
goalslin life.

b. v FormalAcareér pPlans need to be drawn up and made known
to aircrew in order-to demonstrate the sinéerity of

- the Air Force in looking after their career expectations.

C. Aircrew Shouid be consulted on all career-influencing
matters and be allowed to feedback their changes in
plans.

d. Aircrew consider their work (flying) as'the greatest

source of satisfaction; all aspects connected with

flying should be foremost in the design of their career

plans°

ie. The order of importance of the career variables like::
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regular assessment; wider experience; higher education;
years of service and age on promotion, needs to be con-

sidered when they are being incorporated in the career

'plans.

The high regard in which aircrew hold regular assess-—

ments, indicates the importance  they attach to it as

a career success determinant. To strengthen their

" trust even more, they’feel'that a promotion "merit"-list,

based on the results of appraisals, would be a more Jjust
way of regulating promotibns° |
The.retirement_age of 60 years is considered too old

for active aircrew and should be brought down. In

this gvent there is an implied Air Force obligation

to provide adequate compensation for the shorter career
and also to prepare aifcrew for. the earlierFretirement
and second career whilst they are stiil in the Service.
The top career-rank of Colbnel and the top career-position
of Air Force Base commander were confiymed in tﬁo separate
determinations: one as the fésult of a direct question

and ancther as a deduction whilst matching the rank with

- the development phases.

Maximum peribds‘to be served in the ranks, need to be
loqked atvas a ﬁeans for increasihg promotion and thus
career prospects. The JOUBERT (10) Committee report
is supported; v '
Postings tolfiying units take top priofity, But other
non-flying ones.should also be considered in order to

broaden aircrew experience.
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k.‘ Higher educational training could be more ambitious:
there will always be aircrew.members-(like in the past)
who will strive te better themselves academically for
their and the Air Fbrce'svbenefit. A doctorate is not
impossible to attain.

1. Couasellors need to be nominated and trained, and
aircrew notified who they are and where they are te' -

be found: the Personnel Division's staff was considered
most appropriate to do this task.

m, Thevmaintainance of a step-by-step operations manual and

-a policy stafemeat hanual is not widely practised; it
could be encouraged.

7.6.2. Summarz’

In 1975 it became increasingly clear that the‘build—up of
intefnatienal political pressures oa South Africa could lead to
military confrontation with the Republic. Predictably such a
possibility accelerated Defence expahsion. ‘This necessitated
.the more effective use of human, material and financial resourcee
of, not only the military but also of the civilian secfor of the

country.

Better performance of personnel coﬁld be obtained if they
were able te fecognise_and appreciate the requirements for advance—
ment to their goals invtheir chosen careers; Viable careers are
formulated in career plans-. - those top management directives
containing details of career development programmes, job activities
and opportunities,  guidance, behaviour patterns aﬁd'the requirements
for advancement in the organisation. No_formally structured

career plans were found in a number of large hierarchically
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structured civilian organisations such as Shell, Mobil or the
University of Cape Town, to name but a‘few; Moreover,taccording

to W F GLUECK (l97h) a similar situation existed in the United
States of America.} Furthermofe this was also true of the Sbuth
African Air Force's pilots and navigators - that vital personnel .

section of the Air Force's air crews.,

This enigma is difficult td comprehendo The implementation
of the personal pfactices of manpower planning,-attraction,
Selection, rewvards, protection, career development,.manpower
control and evaluation increases the effectiﬁeness of an organi—_
sation. Likewise a formally sfructUred Career Plan woﬁld ensure
greater development of‘an organisation's personnel and give them
satisfaction and dignity. Moreover; the use of such career plans
reduces turnover (and‘fhus costs) and the hdarding of high calibre
personnel,  The integrity of the last two statements'led fo the

- formulation of this dissertation's hypothesis:-

If the desirability of a formally structured Career Plan,
éontaining‘a career development programme, a counselling guide
on the application 6f the pfogramme,,an appraisal system to measure
peffofmance and a model for predicting promotidn vacancies, were
recognised by an organisation, its adoption should be seriously

considered.

Thus the aim of this explorafory and descriptive study is to
demonstrate the advisability and subsequent advantages to an organ-—
isation if a career plan, as proposed in the hypothesis, were

adopted for use by their personnel. The applicability.to the
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Air Force's aircrew is shown throughout this study;

A successful career is generally seen as 6ne where the new
entrant rises steadiiy from one manageﬁent lévei to the next until
“he reaéhes retireﬁent.. The time span COvered'is longterm: -
career bianning is inextricably linked to the.existence éf and
to the long range planning activities of'an organisation: in
- brief a career plan is a long range plan.for personnei. A survey
of the literature on planning was ﬁade in order to determine and
show how the-long range planning factors determine and relate to
those of career planning°  In this investigation, however, career
planniﬁg emerged as an integrél part of manpower planning.  The
latter being diﬁtinguished és the human resoufces area of long

range pianning. ‘As such it required a separate analysis.

. The need for and the implications‘of manpower blanning
entailed an investigation of the personnel fﬁnctions.of recruitment,.
redundancies, training, selection, promotion, managerial develop- |
ment and career development. This led to a further analysis of
the demand and supply of peréonnel with special reference to Air
Force cases. In order to find a practical method 6f'forecaSting
for replacement of bPersonnel, an evaluation of mathematiéal, actua-
rial and compﬁfer simulation manpower—plénning-models was made
and a suitable modél selected - an actuarial one.

The reconciling of the demand and supply forecasts 1let té the
drawing up‘of the manpower plan, which included the. Concebt of a

career plan.
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A conceptual career plan was now argued, guided by studies
made by the U..S..Air Force, U; S. Army, my own experiences in
the Air Force and from relevant literary sources.‘ The qualita-
tive choices and quantitative magnitudes of fhe elements of sUch.
a plan were evaluated and formulated.’v The plén that emerged
portrayed the basic ffamework of éoncepts and requirements needed
for drawing up a viable career plan with specific relevance to
aircrew in the Air Force.  The acceptability of these concepts
and requirements were tested by running a pilot survey at the

largest Air Force base in the Cape: Air Fofce Base Ysterplaat.

The‘survey Was done by means of a questionnaire which was
handed to the six officers-in-command,.who after the briefing,
gave thém to their 63 pilots and 37 navigators to complete. The
questions wefe both openewended and multi—choice. They covered . .
~ the wide and detailed spectrum of the elements found in an Air
Force officers career; rank énd positién; promotion; regular
assessment; gaining wide experiences; achieving higher educafional
as well as technical qualificafion; age of retirementandlength of
service invconsidering retirement and promotion.bA The results
wefe statistically analysed and graphically illustrated.' They
indicated'that the elements of career Planning were acceptable
to a significant section of the hierarchically structured Air
Force -~ the aircrew at AFB Ysterplaat. Moreover, it was found
posSible to rate the importance of these elements to each other
éo that a system of grading could be introduced at a later stage.
The Air Force is however, not the only hierarchically structured

organisation which could benefit from adopting structured career
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plané.‘ So a test study was made to inveétigaté the.applicabiliti
of these elements in an organisdtion other than the Air Force.

The Administrative seétor of the University of Cape Toﬁn ﬁas
chosen. The outcome of this evaluation corroborated the principles

accepted by the aircrew of AFB Ysterplaat.

Finally a validation study was run on a randomly selected
nhumber 6f aircrew at'AFB Ysterplaaf. The hypothesis was confirmed,
Mbreover,'fhe Chief of the Air Force agreed with the validity of
the hypothesis. However, a different view of a successful career
emerged as one "wherein you attain your pefﬁonal aimsvand goéls
in a manner which brings you haﬁpiness and satisfaction in your
work." This indicated the wish of aircrew to participate in careef

planning and will no doubt receive serious consideration.

~Many career anomalies and inconsistencies were identified
and listed for Air Force consideration. The argument of the
dissertation clearly illustrated the need for the Air Force to

bring out formally structured career plans for its aircrew.
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9. GLUECK, 1974, Op. cit. p. 271.

10. . JOUBERT, C. J., Report; Committee of Inquiry in the
Flow of Retirements and Promotions
in the S;A. Defence Force.

HSP/C/502/2 over HSP/110/3/2

dd 2 Sep 75 (translated).
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Pretoria, Pretoria, -

APPENDIX A
DETERMINING THE UNLQUENESS OF THE THESIS
1. A letter: "SUBJECT FOR DOCTORAL DISSERTATION : CAREER
PLANNING" (see Annexure l) was written.in 1978 to 61
organisations in order to determine the uniqueness of
the thesis, A list of these organisations and a summary
of their comments follows:
2. Organisations written
No. Organisation Comments

1. Council for Scientific Inquiry referred to National
& Irdustrial Research, InstituteAfor Personnel Research
Pretoria. 'in Johannesburg.

2. University of the Inquiry referred to H.S.R.C.
Orange Free State,

" Bloemfontein.

3. University of Natal, No knowledge of similar study
Durban. done or being undertaken.

4. Rand Afrikaans No knowledge of similar study
University, - done or being undertaken at the
Johannesburg. University; referred to H.S.R.C.

Pretoria.
5. Universiteit wvan No knowledge of a similar study

done or being undertaken.
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Organisations

Comments

- 10..

11.

12.

Westville,

University of Manches-

ter, Manchester,

England.

»

Manchester Business
School, University of

Manchester, England.

University of
Stellenbosch,‘

Stellenbosch.

University of Sussex,

Brighton, England.

University of Kentat
Canterburx Kent,

England.

Massey University,
Palmerston North, New

Zealand.

University of Durban-—

Durban.,.

No knowledge of a similar study
done or being undertaken in

Manchester.

Inquiry referred to Professor
A.M.Bowey, University of

Strathclyde, Glasgow.

No knowledge of a similar, study
done or being undertaken; invited

to view related literature.

No knowledge of a similar study'
done or being undertaken at the
University; referred to Institute

of Personnel.Management, London.

No knowledge of a similar study
done or being undertaken at the

University.

No knowledge of a similar study

being undertaken at the University;

inquiry referred to specialists in

the military manpower field.

No knowledge of a similar study done

or being undertaken at the University;

suggest H.S.R.C. Pretoria.
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No.

Organisation

‘Comments

13.

14,

15.

16.

170
18.

19.

20,

" Northwestern University

Evanston.. U.,é.A°

Purdue University

West Lafayette, U.S.A.

University of
Rochester, New York.

U'SIA.

'The University of New

Mexico, Albuquerqgue,

" U.S.A.

University of Sydney,

Sydney, Australia.

Harvard.University

Boston, U.S.A.

The American Univer-—

sity, Washington D.C.

- U.S.A.

United states Military

Academy, West Point,

U:S.A.

. being undertakeh;

Unable to answer; referred to
Comprehensive Dissertation Index
& Dissertation Abstracts

International. -

No knowledge of a similaf study
suggest
writing to U.S. Air Force.
Inquiry referred to Dissertation

Index & Dissertation Abstracts

International.

No knowledge of a similar study -

being undertaken; will inform if

such a one located.

No knowledge of a similar study

being undertaken at the University.

Inquiry referred to Department of

the Army. (Dr Francis F Medland).

Inquiry referred to Office of Naval

Research (Dr John A Nagay). -

Inquiry referred to military

literatufe about career planning.
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28.°

Minnesota, Minneapolis,

U.S.A.

No. Organisation Comments
- 21. Massachusetts Inquiry feferred to Prof. Edgar
Institute of Techno- H.Schein, recommended 'Career
logy, Cambridge. U.S.A. Dynamics" by Prof.'Schein.
22, American Personnel & . No knowledge of a similar study
Guidance Association. being undertaken.
Washington D.C., U.S.A.
23. University of Melbourne No knowledge of a similar study
Parkville, Australia being undertaken (by implication);
included a paper written by the
Registrar himself on training,
~education & career management of
Regular Army Officers.
24, McGill University, No knowledge of similar study
Montreal, Canada being undertaken at the University. .
25. Brookings Institution; No knowledge of a similar study
Washington D.C., U.S.A. done or undertaken by the
Institution.
26. Cornell University, No knowledge (by implication) of
Ithaca, U.S.A. a similar study being undertaken.
27. University of Hartford, No knowledge (by implication) of
West Hartford, U.S.A. a similar study being undertaken.
University of Only a bibliography about career

planning done. Copy can be obtained

for 83.
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No. Organisation Comments
29. The Ohio State Univer- No knowledge of a similar study
sity, Columbus. U.S.A. being undertaken at the University.
Suggested reading of John L Holland.
30. Department'of the Navy, No knowledge of similar study

Arlington, U.S.A.

31, iInstitute of Personnel
Management, London,

England.

University of Alberta,

320
'Edmonton, Canada.

33. Grant Mc Ewan
Community College,
Edmonton, Canada.

34. University of Birming-

ham; Birmingham;

England.'.

being undertaken at the O0ffice of
Naval Research; technical reports

forwarded on work done for the

U.S. Navy.

No knowledge 6f a similar study
being undertaken;va list of
periodical article references

included.

Inquiry referred to'Dr Paul Otke,
a staff member with considerable,
experience in the military as a

psychologist.

No knowledge of a similar study
done or being undertaken: Dr Paﬁl
Otke sent his Ph.D. Thesis: "The
Relationship betweén Job Satisfac~

tion and Job Requirements" as a guide.

" No knowledge of similér study

being undertaken at the University.
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‘Maxwell A.F.B.,

U.S.A.

No., Organisation Comments

35. National Institute for Engaged in work in this area :

. Personnel Research, recommend Mr E G Aspeling be contac-

Johannesburg. ted. I wrote to Mr Aspeling on
17th July, 1978, but have had no
reply.

36. Royal New Zealand Air = No knowledge of a similar study
Force, Auckland, New being undertaken in New Zealand. -
Zealand:

37. Department of the Army, Topic of common concern to U.S.
Alexandria. U.S.A. Army personnel managers; reports

"~ sent by Dr Francis F Medland.
Considered as no knoWledgevof~a
_similar study being undertaken.

38. McMaster University, No knowledge of a similar study
Hamilton., Canada. being undertaken; 1list of likely

references sent.

39, Human Sciences Research Advises scrutiny of thesis Researdh_
council, Pretoria. Bulletin.

4o. Department of the Air =~ Inquiry referred to : Air University.
Force, Randolph Air Library, Maxwell A, F. B. Alabama.
Force Base, U.S.A.

41. Air University Library, No reply;



253

Organisation - Comments

University of - No knowledge of.a similar stﬁdy
Strathclyde, Glasgow, done or being undertaken;
Scotland. . sent book "A Guide to Manpower

Planning!" by Professor Bowey.

University Microfilms Suggests using Datrix II to answer °

L,

Ls.

L6.

Wy,

L8.

Lo.

Ihternational, London,

England.

Canadian Police College,No knowledge of a similar sfudy

Ottawa, Canada.

University of South

Africa, Pretoria.

National Institute of

Industrial Psychology,

London, England.

University of Leeds,

Leeds, England.

University of London,

London, England.

-American Institute

for Research and

Behavioral Sciences,

inguiry.

done or being undertaken.

No

No

No

No

Washington. D.C., U.S.A.

reply.

reply.

reply.

reply.

reply.
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No.

Organisation

Comments

50.

51.

52.

53.

5k,

55.

v56o

57.

58.

Alabama State
University, Alabama,

.
U.S.A.

Stanford University,

Stanford, U.S.A.

University of
California, Los Angeles

U.S.A.

University of
Connecticut, Storrs.

U.S.A.

Yale University,

New Haven, U.S.A.
Georgia Institute
of Technology;

Atlanta, U.S.A.

Wichita State
University, Kansas,

U.S.A.

University on Rochestern

Rochester, U.S.A.

Duke University’

Durham, U.S.A.

No

No

No

" No

No

No

No

No

No

reply;

reply. .

reply.

reply.

reply.

reply.

reply.

reply.

reply.
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No.

Organisation _ ‘ Comments

59. .

60.

61.

Pennsylvania State No reply.
University, University

Park, U.S.A.

University of Wisconsin,Nb reply.

Milwaukee, U.S.A.

Rand Corporation, - No reply.

Santa Monica, U.S.A.

Results.
a. Number of Organisations having no knowledge of

a similar study being done or having been done

b. Number of Organisations having a knowledge of a

similar study being done or having been done

c. Number of Organisations referring inquiry to

- another source ' L
d. Number of Organisations who have not replied :
e. Number of Organisations written to

f. EBffective size of sample (61 - 18)

Conclusions

‘It is concluded that:
a. The majority of organisations 28 (65,1%)knew of no

. similar study having been or being undertaken. -

28

14

18

61

L3

|
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Although the National Institute of Persoﬁnel Research

said they were.engaged in work in this area, they failed
to answer a letter written them. By inference it could
be accepted that mj‘study does not overlap their research

work.,

The organisationé who referred the inquiry to pthers
(14), and those who did not reply (18) constitute 32
of the total number (61) written fo, If this number
(32) was subtracted froﬁ the grand total (61) - then
the effective sample size would be reduced to 29, and
the positive responses (i.e. No knowiedge) would rise

to 96,5%;

In any event this study is unique.
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UNIVERSITY OF CAPE TOWN

(WITH WHICH |5 INCORPORATED THE SOUTH AFRICAN COLLEGE)

TELEGRAMS
“UNIVERSITY RONDEBOSCH™ .
TELEPHONE 69-4351

POSTAL ADDRESS
UNIVERSITY PRIVATE BAG
RONDEBOSCH 7700

ADMINISTRATIVE OFFICES - LOVERS® .WALK - RONDEBOSCH

SUBJECT FOR DOCTORAL DISSERTATION : "CAREER. PLANNING"

I am registered at the University of Cape Town for my doctorate
(Ph.D.) degree. My intention is to make a study of the long-range
planning problem with a view to developing a career planning model
that could be used by the South African Air Force. As a retired
pilot of 38 years' experience, I feel I could make a significant
contribution to the personal effectiveness of the Air Force if X
could design a Career Plan for their pilots.

I aim to use as a basis of study: that the personnel practices

of manpower planning, attraction, selection, rewards, protection,
career development and manpower control and evaluation are functions
of organizational effectiveness. When an organization implements
these practices, its effectiveness is increased. As my thesis
argument I intend using the corollary hypothesis:

"Career Planning, as a special mix of career development,
counselling, personal appraisal.and predicting promotion
vacancies, is also a function of organizational effectiveness.
If an organization like the South African Air Force adopts
and uses Career Planning, the effectiveness of its personnel,
and hence the Air Force itself, will also be improved."

The purpose of my writing to you is to enquire of you whether you
know of any one having done a study on similar lines to the one I
propose to do. If you do know I would be grateful if you could
provide me with either an abstract (Microfiche) of such a study or
tell me from who I could obtain this information. If, on the other
hand, you do not know, your answer will in any event be of great
value: it will help establish that my thesis does make a contribution
to the knowledge of Career Planning. Be assured that any costs
involved in answering this request will be refunded by return of post.

Your eafly reply will be greatly appreciated.

Yours sincerely,

BRIGADIER H. J. BURGER
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-APPENDIX C

PERSOONLIKE OORSIG : PERSONAL REVIEW

(SENIOR OFFISIERE) (SENIOR OFFICERS)
(Okt 78 Uitgawe) (Oct 78 Edition)

Nommer: ' Rang: Naam:
Number: Rank: Name:
Klassifikasie: Eenhéid: ‘ Pos:
Classification: Unit: Post:

STAFF CONFIDENTIAL (WHEN COMPLETED)
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Check the officer career history on the back page for accuracy. Please
list any errors in red on the history form. (This history will have
been completed by your orderly room from your personal file)

Gaan die offisier loopbaan geskiedenis op die agterste bladsy na vir
akkuraatheid. Lys aub enige foute in rooi op die geskiedenis vorm..
(Hierdie geskiedenis word deur u dienskamer saamgestel van u persoon-
like leer.)

In your own words describe your present duties (tasks not responsibi-
lities). If your job-description is attached delete this question

and answer questions 3 and U below. _

Beskryf u huidige pligte in u eie woorde (take nie verantwoordelikhedé
nie). lIndien u posbeskrywing aangeheg is, laat hierdie vraag weg en
voltooi vrae 3 en 4 hieronder. '

Your job-description is attached. What tasks are you presently doing
that are not included in the job-description? If not attached, delete
question. » , ,

U posbeskrywing is aangeheg. Watter take onderneem u tans wat nie in
die posbeskrywing uiteengesit is nie? Indien nie aangeheg nie, laat
.vraag wegq. : S

Whiéh of the described functions and tasks have become obsolete or
have been allocated to others? Draw a line through them in red.
If your job-description is not attached, delete question.

Watter van die funksies en take wat beskryf is, het verouderd geraak
of is aan ander toegewys? Trek 'n lyn deur hulle in rooi. Indien
u posbeskrywing nie aangeheg is, laat vraag weg. :

What part of your job interests you the most?
Watter deel van u werk interesseer u die meeste?

STAF VERTROULIK (WANNEER VOLTOO0!)
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What part of your job interests you the least?

Watter deel van u werk.interesseer u die minste?

~In terms of your personal objectives, describe brlefly your own outstandlng ,
work achievements in the past year.

Met verwysing na u persoonlike doelwitte, beskrywe kortliks u eie vitstaande
werkprestasies in die afgelope jaar.

In terms of your qualifications and the demands of your job, do you consider
your qualifications adequate for posts at your present level?

Met verwysing na u kwalifikasies en die eise van u werk beskou u, u kwall-
flkaSles as genoegsaam vir poste op u huidige v1ak?

Do you consider these qualifications adequate for posts at higher levels?

Beskou u die kwalifikasies as genoegsaam vir poste op hoer vlakke?

Are there any aspects of your job in which you feel you need more experiencé
and training? :

s daar enige aspekte van u werk waar u voel u het meer ondervinding en op-
leiding nodig?

STAFF CONFIDENTIAL (WHEN COMPLETED)
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Do you feel you have abilities which are not being fully utlllsed in your present
- job?

Voel u, u het vermo&ns wat in u huidige werk nie ten volle benut word nie? Kan
u aan die hand doen hoe hulle beter benut kan word?

List the changes you would like to see made in your present job which could help
you to improve your performance?

Meld die veranderings wat u graag in u huidige werk sou wil sien om u in staat te
stel om u prestasie te verbeter?

Are you satisfied that your suggestions and recommendations are achieving a posi-
tive result? If no, state why not.

{s u tevrede dat u voorstelle en aanbevellngs "n posntnewe vitslag behaal? Indien
nie, meld waarom nie.

Complete the officer career objective statement (centre pages)
Voltooi die offisier loopbaandoelth verklaring (middelbladsye).

.List briefly what you have done to encourage sport in the SADF in the past year,
as well as your own sporting achievements.

Meld kortliks wat u in die afgelope jaar gedoen het om sport.in die SAW te bevor-
der, asook u eie sportprestasies.

STAF VERTROUL!K (WANNEER VOLTOO1)

< ST . e - S
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STAF VERTROULIK (WANNEER VOLTOO!):

List the non-SADF (eg sdcial, cultural and job-related)

organisations to which
you belong and indicate what office you hold. ‘ ‘

Meld aan watter nie-SAW (bv sosiaal, kultuur, werk-verwante) organisasies u
behoort en watter amp u daar beklee. '

.'_Men{ion any personal and domestic factors (health, family, schooling, etc)

which you feel should be considered in your present job and future appoint-
ments. : - '

Meld enige persoonlike en huishoudel ike faktore (gesondheid, familie, skool

“-ens) wat u voei in u huidige werk of toekomstige aanstellings in ag geneem
behoort te word.

Signature: Date:

Handtekening: Datum:

O ot A Bt ot e G Pt . o - — s - " .

- — - -

STAFF CONFIDENTIAL (WHEN COMPLETED)
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APPENDIX D

267 '
STAFF CONFIDENTIAL (WHEN COMPLETED)

APPRAISAL REPORT | ‘ - TAKSERINGVERSLAG

(SENIOR OFFICERS) o ' : . (SENIOR OFFISIERE)
(Oct 78 Edition) | | (Okt 78 Uitgawe)

BER: ~RANK: NAME:

MER: ~ RANG: NAAM:

SSIFICATION: UNIT: POST:

SSIFIKASIE: " EENHEID: POS:

= OF BIRTH: | - DATE OF LAST PROMOTION:

M VAN GEBOORTE:™ DATUM VAN LAASTE BEVORDERING:
= APPOINTED TO PRESENT POST: DATE OF THIS APPRAISAL:

M IN HUIDIGE POS AANGESTEL: ™ DATUM VAN HUIDIGE TAKSERING:
- _UNDER SUPERVISION: | YRS MTHS
ONDER TOESIG: JR: MDE

CRIPTION OF ACTIVITIES DURING APPRAISAL CYCLE: (TO BE COMPLETED BY RATER):
KRYWING VAN WERKSAAMHEDE TYDENS TAKSERINGSIKLUS: (MOET DEUR BEOORDELAAR VOLTOOI WORD):

IS FOR APPRAISAL: Rater A B c D E

NDSLAG VIR TAKSERING: Beoordel aar
‘ ReVi?wer A B c D E
Hersiener

STAF VERTROULIK (WANNEER VOLTOOI) i
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STAF VERTROULIK (WANNEER VOLTOOI)

-2 -
PRESTASIETAKSERING - .PERFORMANCE APPRAISAL
Temperament: » Beoordelaar: Hersiener:
Temperament: o ‘Rater: Reviewer:
Dienskennis: Beoordel aar: Hersiener:
Service Knowledge: Rater: Reviewer:
Algemene Kennis: S Beoordelaar: Hersiener:
General Knowledge: Rater: : Reviewer:
- Uitdrukkingsvermo& (Geskrewe) Beoordelaar: ' " Hersiener:
Power of Expression (Written) Rater: Reviewer:
Uitdrukkingsvermoé (Mondeling): Beoordelaar: Hersiener:
Power of Expression (Oral): ‘ Rater: Reviewer:

STAFF CONFIDENTIAL (WHEN COMPLETED)
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STAFF CONFIDENTIAL (WHEN COMPLETED)

-3 -

. Quality of Work: " Rater: ' Reviewer:
Werkgehal te: ' Beoordelaar: Hersiener:
Adaptability: Rater: . Reviewer:
Aanpasbaarheid: Beoordel aar: Hersiener:

~Initiative: _ _ Rater: v : Reviewer:
Ondernemingsgees: Beoordel aar: Hersiener:

. Analytical Ability and Judgement: Rater: Reviewer:
Analitiese Vermo& en QOordeel: Beoordelaar: Hersiener:

0. Decision Making: . ' Rater: _ Reviewer:
Besluitneming: Beoordel aar: Hersiener:

~—

STAF VERTROULIK (WANNEER VOLTO00})
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STAF VERTROULIK (WANNEER VOLTOOI)

-4 -
Beplanningsvermoé&: : Beoordel aar: Hersiener:
Planning Ability: : Rater: Reviewer:
lLeierskap: : ' Beoordel aar: Hersiener:
Leadership: - Rater: Reviewer:
-0rganisasievermoé: , Beoordel aar: Hersiener:
Organising Ability: . Rater: Reviewer:
Kontrole: Beoordel aar: Hersiener:
Control: ' Rater: Reviewer:
 Spanwerk: ' Beoordel aar: Hersiener:
Teamwork : . Rater: . Reviewer:

STAFF CONFIDENTIAL (WHEN COMPLETED)

1 e e e g s 4 © e e . C e e
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STAFF CONFIDENTIAL(WHEN COMPLETED)

-5 -

Receptiveness to Communication: Rater: Reviewer:
Ontvanklikheid vir Kommunikasie: Beoordelaar: Hersiener:
Integrity: Rater: ! Reviewer:
Inteqriteit:. ’ Becordel aar: " Hersiener:
Sense of Discipline: - ‘ Rater: Reviewer:
Gevoel vir Dissipline: : . Beoordelaar: Hersiener:
Care for Subordinates: ' Rater: Reviewer:
Besorgdheid oor Ondergeskiktes: . Beoordelaar: ‘ Hersiener:
Social Adaptation: v Rater: : Reviewer:
Sosiale Aanpassing: - Beoordel aar: Hersiener:

STAF VERTROULIK (WAMNER VOLTOO!)

P - [
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STAF VERTROULIK (WANNEER VOLTOO1)

-6 -
ONDERHOUDVERSLAG - INTERVIEW RECORD
m: Duur:
H _ Duration:
indtekening van Beoordeel de) - | (Handtekening van Beoordelaar)

gnature of Ratee) (Signature of Rater)

STAFF CONFIDENTIAL (WHEN COMPLETED)
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STAFF CONFIDENTIAL (WHEN COMPLETED)

-7 -
. OVERALL RATING : ALGEMENE BEOORDELING
Suitability for Promotion: Rater A
Geskiktheid vir Bevordering: Beoordel aar
' Reviewer A
Hersiener
.~ Suitability for Command Posts: Rater A
Geskiktheid vir Bevelsposte: Beoordel aar
' Reviewer A
_ Hersiener
- Suitability for Staff Posts: Rater A
Geskiktheid vir Stafposte: ' Beoordel aar
o Reviewer A
, | Hersiener
. Suitability for Attache Posts: Rater A
Geskiktheid vir Attacheposte: Beoordel aar
B Reviewer A
Hersiener

NEXT APPOINTMENT - VOLGENDE AANSTELLING

Rater's Recommendation and Reasons:
Beoordelaar se Aanbeveling en Redes:

Reviewer's Recommendation and Reasons:
Hersiener se Aanbeveling en Redes:

—

. Chief of Service's Decision ahd Reasons:
Hoof van Weermagsdeel se Beslissing en Redes:

STAF VERTROULIK (WANNEER VOLTOO!)
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STAF VERTROULIK (WANNEER VOLTOO!)

-8 -

ONTWIKKELINGSAKSIE - DEVELOPMENT ACTION

Beoordelaar se Aanbeveling en Redes:

Rater's Recommendation and Reasons:
dtekening: ' ' Dathm:
rature: - : Date:

: _ Rang: | 'Pcs;
1 o Rank: , Post:
Hersiener se Aanbeveling en Redes:

Reviewer's Recommendation and Reasons:

dtekening: Datum:
nature: Date:
n: . _ Rang: _Pos

e: ' " Rank: _ Post:
Weermagsdeelhoof se Beslissing en Redes:

Service Chief's Decision and Reasons:

tekening: Datum:
ature: Date:

STAFF CONFIDENTIAL (WHEN COMPLETED)
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~ APPENDIX E -

PROMOTION PREDICTION 1IN A HYPOTHETICAL S. A. ATIR FORCE

CAREER STRUCTURE

1. Strengths in ranks as at 17 May 1979.

Actual Authorised : Proportion df
' Authorized
a. Lt. General | 1 . 1 0,1%
b. Maj. Generals L ' 1 - 0,1%
- €. Brigadiers 12 12 _ | 1%
d. Colonels | 50 34 A
'eo Commandants - 90 | . 92 10%
f. Majors ' | 149 , 139 15%
g; Captains 190 T ' | T
h. Lieutenants 172 Y} 528 6ha 70%
| i. 2/Lieutenants | Al66 l
834 921 100;2%

2. Average promotion ages.

These are the actual and adjﬁsted average ages at which the

undermentioned officers were promoted to their present ranks.

Actual Adjusted
a. Lt. General ‘ 54 years 50 years
b. Major Generals - - L6,5 years 52 years
c. Brigadier 50 ' years . 48 years
d. Colonels . . 41,86 years L2 years
e. ~ Commandants ' 37,32 years 38 years

£. Majors 31,91 years 32 years
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3. Wastage rate.

‘The wastage rate "v" -~ the result of death, resignations
remusterings etc. but not retirements has been calculated over
5 years; The_actual wastage rate has been modified‘to fit in
with longterm trends and is expressed as a pefcentage'of the

average strength over a given age group:

Actual - Modified and Smoothed
20 - 31,91 7% 20 years - 32 years 5% : 0,05
31,91 - 37,32 - 2,85% . 32 years -~ 38 years 2,5% : 0,025
37,32 - 41,86 2,5% 38 years - 42 years 2,046 : 0,02
41,86 -~ 60 1,6% L2 years - 52 years'l,5% ¢ 0,015
52 years - 60 years 1% '+ 0,01

4, Age intervals with wastage rates:

54 —~ 60 years v‘nl = 6 and v; = 0,01

’52 - 60‘years . n, = 8 . . .v2 = v, = 0,01

48 — 60 years h3 = 12 v, = 0,015

L2 —~ 60 years- ‘ oy = 18 Yh = vy = 0,015

38 -~ 42 years h5 = L ‘V5'=”0’02

32 -~ 38 years ' n6'= 6 _ Ve = 0,025

20 - 32 years ~ n, =12 v, = 0,05

5. Notation:
The following formulae are used:

n -nv

2. S = e
v

number of survivors per one beginner after

"m" - yvears at a wastage rate of nwv",
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n
b. N = S e Vak = (l - e_nv)/v

(o]

Strength at the end of n-years ber one-entry per

year;
c. e = constant = 2;718281828;

d. Base (indicated by b, where i = 1, 2, 3......). It is the
average number. of promotions at a given average age in a

rank group.

6. Promotion Prediction and Recruitment,
Starting with the highest rank, the promotion base is calculated
for each rank group in order to obtain the required strength that

would make such a promotion possible.

a. Lieutenant General
(i) Given: Authorized Strength = 1

Age _ , , = 54

Il

. Age 'interval 60 - 54 = 6 years = n

1

Wastage rate in group : 0,01 = vy

(ii) Calculation: Number of promotions x Strength
' = Authorized Strength.

-nv

1 - e
0,01

0,0582

e

0,17 : NO PROMOTION TO LT.GEN.
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b; "‘Major Geﬁerals and Higher
(3) given

: Authorized Strength

Adjusted Age Maj.Genl

Age interval

Wastage rate

Calculation

(i)

Promotions x

-n Vv, -
b, (L-e *3?

Vo

b 2.0,01

2 »
(1 - o=8-0,01y

NO PROMOTION

Brigadiers and Higher

(3)

C.

Given.

Authorized Strength

1 Maj;Genl; +1Lt Genl

= = 2
= B2 years
= 60 - 52 + 8 years = n,
= O,Ol=V2=Vl-
Strength = Authorized Strength.
2
= 0,02 = 0,26
0,0769 '

TO MAJ.GENL.

12 Brigs + 1 Maj Genl.

'+ 1 Lt Geni = 14
| Adjusted Age of Brigs : 48 years
Age interval : 60 - 48 : 12 years = ng
Wastage rate : 0,015 = v3
(ii) Calculations
~ngvg
by (L - e ) = 14
V3
b _ lhv o .
3 3 . = 14.0,015 0,21 _
T -y vy - 12.0,015 = -0,18
1 -e 1 -e 1 -e



279

0,21

0,16u7

0,78

1 PROMOTION TO BRIGADIER.

d. Colonelé and Higher

(1) gGiven

Authorized Strength

Il

34 Cols, 12 Brigs, 1 Maj Gen,
1 Lt Genl = 48
Age Colonels = 42 years

Age interval

Il

60 - 42 = 18 = n,

Wastage rate = 0,015 = v3 = vh

(ii) Calculation

11,V
Vi
b, = L8 vy, _ 48.0,015 - 0,72 .
N _ A—nl‘vll -18.0,015 -0,27
1 -Te 1 -e 1 -e
0,72
- 0,2366
= 13,04
3 PROMOTIONS TO COLONEL.
e. Commandant and Higher

(i) Given
Authorized strength : 92 Cmdts + 48 Higher ranks = 140
Age Comdt : 38 years

hp - 38 = 4 = n

Age intervals

60 - 42 = 18 = n,

Wastage rates = 0,02 = v
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Calculations

Number of promotions of 38 years'(bS) x Strength

at the end of 4 years at a wastage rate of
- Vv ) ¢

' 55 .
0;02 (L-e ) + Number of promotions at
' v

5 -
38 years (b5) x the Survivals at 4 years (e n%)

at a wastage rate of 0,02 xb:strength ; L

. 11y, V v
(2;:*£.h h

) at the end of 18 years (nh) at a
v . :
1,

wastage rate of 0,015 = Authorized Strength.

' -n_v o -n_Vv —ﬁ v ‘
b (1 - e)5 > 4 by x e 55 x (1~ e)lL b ko
~L4.0,02 . -, ;1800 015
’ -4.0,02 _ T
by | (L= e) . 2 Ly (1=e)
0,02 L 0,015
”b5 0,07688 + 0,9231 40,2366‘] = 1k4o
| 0,02 : ‘ 10,015
by RN 14,5616] - 140
by = O = 560
18,41 .

8 PROMOTIONS TO COMMANDANT

= 140
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Majors and Higher

(i) Given

Authorized strength = 139 Majors # 140 Higher ranks
= 279
Age of Majors = 32 years
| Age intervals = 138 f'32 = 6 = ne
| 142 - 38 =4 = ng
_ 60 - 42 = 18 = ny,

_Wastage rates . = 0,025 = Ve
Of02 = V5
0,015 =, Vh

(ii) cCalculations
. ‘6 6 6 6
bg o (L= e)‘ + (b e - b)) (L - o) ?
Ve _ . Vs . ‘
-n, v -n_v C oV
(b6 PN _*:3“5)6 X (i_:_gﬁ ‘= 279
+ _ 7 v,
-6.0,025 ~6.0,025 -4,0,02
by (L=e) '+ (bge  =7,6)(L=e)
0,025 0,02 B
-6.0,025 -4.0,02 - -18.0,0:
+ (bgee = 7,6)e X (L=-e) =

0,015

= 279
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b5,5717 + (b6o,86o7‘— 7,6). 3,8442

+ (40,8607 - 7,6) 0,9231 X 15,7747 = 279
bg5,5717 + 13,3087 - 29,216 + bgl2,5332
- 110,668 = 279
21,4136 b, = 279 + 139,884 = 418,884
b, = 19,56

20 PROMOTIONS TO MAJOR.

- g. 2/Lieuts to Captain.

. (i) Given

Assume all Captains are promoted to Major

" at 32’years.

Age 2/Lieut = 20 yearsv
Age intefval Y32 - 20 = 12 years =. n7
Wastage rate . 0,05 = v7
(ii) Calculations
Al
b, e = 19,56 (from above)
b - 19,56 _ 19,56
7 T . =12,905 -
e ? 0,5488
= 35,64

. 36 2/Lieuts to be Commissioned annually

at 20.years of age.
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A ‘ -n, V,
Strength (2/Lieut to Captain) = 35,644 (L - e)7 7
. 4 v
. ~12.0,05
= 35,644 (1L - &)
| 0,05

= 35,644, (0,45118)
0,05

= 321,64
322 (2/Lts to Captain)
‘i.e. to maiﬂtain the steady state strucfure.

7. Sﬁfvival Rates.

At the various ranks at the .ages of 32, 38, L2, 48, 52, 54

and 60 years.,

a. (i) Major and Higher ranks at 38 years

n6 ~ngVeg -6.0,025 :
S, = bge " = 19,56.e (from major
6 ' promotion)
= 16,83
(ii) Majors and Higher at 42 years
| 75 6 TUsTs L g ssghfo'oz (from (1))
S =. S .e ’ o

I
i
Ut
Ut
=
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(iii) Majors and Higher at 48 years

n, n,  -nyv ~18.0,015
S 4 = 82 . e A 15, 5k4e , (from (ii
), e - : |

(iv) Majors & Higher at 52 years

hg ny, -n,v | ~12.0,018
S = S_ e 3 2 11,86. e (from (ii
v Vv
3 L : : _
s

Al

(Y),-MajorsAand Higher at 54 years

2 3 TPV | ~8.0,01
S.V. = SV e = 9,91, e (frOm (iv))
2 V3 |
= 9715

(vi). Majors and Higher at 60 years

s, = S, e 1L . 9.15.e ‘ >)
1 2
-~ 8,62

b.(i) Commandants and Higher at 42 years
5 -n_v

- 55
SV5 = b5 e

(ex Cmdt promotions)
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' - 4.0,02
= 7,6 e
= 7,02
(ii) At 48 years
- My By —hhvh ~18.0,015,
S, = S, e 7,02, e :
= 5,36
A(iii) At 52 years
3 Uy ThgV5 -12.0,015
s = S e 5,36 e
'V'3 Vl‘. ”
= 4,48
(iv) At 54 years
fa 3 on.v ~8.0,01
s, = S_ e 22 = 4,48 e
2 3
= 4,13 .
(v) At 60 years
n n, -n.v . -
st - s2e 11 _ g 136 6-90:00
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c.(i) Colonels and Higher at 48 years

y
S

b, e
vy, L

2,32

(ii) At 52 years:

n3 nh
S, =o S,
3 L
= 1,94
(iii) - At 54 years:
n2 n3
S = S
= 1,79

Yy,

e

-n

—

v

33

Brigadiers and Higher

- -~18.0,015

3,0khk.e

(ex Col.Apromotion)'

-12.0,015
2,32 e

. -8.0,01
] 1,91"'.6 . -

-6.0,01
1,79 e

at age 52 yea¥s

n, n
Sv1 = Sv
:‘Vl,69
d. (i)
n
-3
Sv = b
"3

. -12.0,015
0,78. e

Il

(ex Brig.promotior
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(ii) At 5b years:

o "3 -nyv, ~8.0,01
SV = SV e = 0,65 e.
2 3 ‘
= 0,6
(iii) At 60 years:
] o -n v, ' -6.0,01
Sv = S, e = 0,6. e
1 2 :
= 0,56
8. Career Factors
A career factor is = Number of Promotions to the next
higher rank at the average age
~of the promotion divided by the
humber surviving in the rank.
a. Captains to Majors = 100% - assumed all Captains are
promoted
b. Majors to Commandants <.
qMa - —ﬁ_ = —— = U5,2% at 38 years.
6 16,83 :
Sy 2
6
c; . Commandant to Colonel:
Cot p, 3,0k - |
Cop = — = —— = U3,3% at 42 years.
o n5 7,02 ,
S : ‘
v
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d. Colonel to Brigadier:

b3 0,78 '

— = —— = 33,6% at 48 years.
L 2,32 Co

s,
L

These career factors are low: -a 60% career factor is

considered good at the level of Major to Commandant (promotion

hereafter is by!competitive selection). “To' increase  the

promotion prospects would'mean decreasing the number who

compete for promotion:

E.G. (1)

(i1)

(iii)

"All the necessary calculations have been completed and the

.steady-state career structure can now be presented graphically -

see below.

Majors to be promoted to Commandants remain at

Survivors at 38 years

= 1_0(:_)_-7’6 = >1237

60
(instead of 16,83)

If the Strength of Majors is to be reduced

then it means holding back some promotions

- of Captains to Majors.

-
.

7.6
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Figure 18 Hypothetical S A Air Force Career Structure
Source:» E JONES. "Officer Career Planning in the Royal

Navyf Conference of the Operational Research

Society, September 1967.
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1. TINTRODUCTION

l1.1. Terms of Reference

The aim of this study is threefold:

- l.1.1 To determine the acceptability of a formal Career
Development Programme for Officer Aircrew (pilots
and navigators) of the South African Air Force.

1.1.2  To determine the relative importance of career
variables in drawing up an Air Force Career Plan.

1.1.3 To demonstrate that a properly constituted Career
Plan could be instrumental in developing officer
aircrew to their fullest thereby ensuring that the
Air Force is>better placed to reach its goals.

Methodology

1.2.1 Population

'~ For the purposes of this study, the population is

represented by.all the officer.aircrew (ﬁilots and
havigators) at present.(l978) in the South African
Air Férce. The population size of 718 aircrew,
includes all ranks from 2/Liéutenant to'Lieutenaﬁt
General and all ages from 19 years up to the
retirement age of 60 years: i.e._643 Pilots and
75 Navigators. ;Moreover.these aircrew.are
based at variéus localities.throughout the

Republic..
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l.2.2 Sample.
The size, the dispersibn of Air Force units and the
location of bases through the Republic and South
West Africa as well és the operational commitments
on thé.Border preclude avcomplete census of all
the aircrew.‘ Consequently a représentative Air

Force Base had to be chosen. _ : -

There are six (6) Air Férce Bases in the Air Force:
A.F;B. Bloemspruit; A.F.B. Hoedspruit; A.F.B; Pietersburg;
A.F.B. Swartkop; A.F.B. Waterkloof and A.F.B. Ysterplaat.

These bases house‘a variety of Units whitch perform duties such
.aé flying and ground training and operatiohalbtasks (i.e. tasks
directea to the support‘of_grdund and naval forces in the.
Republic, South West Africa androur:cbastél watéré) Moreover
all bases have:technical and maintenance units:.some are known
as Depots, A.F.B's Bioemspruit, Sﬁartkop and Waterkloof use
the maintenance base facilities at Voortrekkerhédgte'while
A.F;B.iYsterplaaf, being relatively far away, has base.depots to
serve_the Cape area 6f responsibility.. A.F.B Hoedsprﬁit is a:
new‘baée and is still being developed. It is likely tﬁaf,
costs permitting, they too will have maintenancevand stores
depots supporting their primary role of opérational duties of

guarding our North;Eastern Borders.

A.F.B. Ysterplaat was chosen as a base that is representati?e
of any of the five. ~About 15% of the Air Force's aircrew

(including 11 student Navigators) are stationed here.
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A Graphical representation of the,§,A.Air Force's population

and that of this sample - Air Force Base Ysterplaat is given

below:-
) 89, 5%
650 -
600 | (643)
500 |
koo |
300 |
200 |,
100 4 ._ Pilets V lO,Ll-%
(75)
Navigators

Figure 1.1 S. A. Air Force Population.

70' | 63% v

60 | (69)
50 ' '
1 37%
Lo | ,
30 | Pilots - (41)
20 |
10 | Navigators
Student Navs.

Figure 1.2 Air Force Base Ysterplaat'!'s Population.
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Furthermore, there are five (5) squadrons, a flying conversion

unit, a navigation school and a central coordinating headquarters

housed on this base. (I have an intimate knowledge of the running

of A.F.B. Ysterplaat, having spent several years there, first as

0.C. Navigation school and latterly as Base Commander). The total

sample size

of the select aircrew group is 110 persons (which

includes 11 student Navigators). This group of 99 officers

v

represents 14% of the total population size (718).

1.2.3

1.2.4.1

Sampling Technique.

Unit Commanders were interviewed‘and briefed on the
aims of the survey. One hundred (100) question-

nairs were then handed to them for completion by

their aircrew members. Eighty three (83) completéd

questionnaires were returned: the sample size.

This is a 75% response.

Method of Analysis.

The questionhaire —ifound in Annexure 1 was designed
to identify the elements that make up a Career
Development'programme, establish the relationship
between career planning and longrange planning and
heighten awareness of future aspirations and respoa—

sibilities.of aircrew in the South African Air Force.

The Questionnaire is analysed separately in Section

L. The form of the analysis is as follows:

In section h,Analysis of Results, a detailed

analysis is made of each question of the survey
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questionnaire.

The results of the analysis are presented

graphlcally by means of simple bar-charts,

hlstograms, frequency dlstrlbutlons etc, which,

"together with tables, give a complete and easy

visual representation of the collected data.

Cross-classification of certain questions and
conducting of statistical tests were found to
be necessary in order to establish whether a

relationship existed between two variables.
These statistical tests are given in Annexure 2.

The conclusions reached in the analysis of
these results are given in. Section 2 - Summary

of Results and Conclusions.
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2;1. Sample Characteristics.

2.1.1

2.1.1.1

2.1.1.2

2.1.1.3

2.1.1.4

2.1.1.5

2.1.1.6

2.1.1.,7

. 2.191.8

Sample Size.,

The sample size of 83 respdndents was chosen:

63% were pilofs; 37% were navigators.,

51% were single; 49% were married.
Average age was: 28 years; Standard
quiafion was 7% years — that is about 68%.
of thé“sample fell in the range 20% years
to 35% years age,

90% were matriculated; 10% had Bachelor
/ , °

"degrees.

Average of 8,9 years flying experience as

aircrew; with a standard deviation of

. 7,1 years,

Average 7,7 years operational flying experience

as_aircrew; with a standard deviation of
7+s1 years. .

Five squadrons, an Advanced Flying-unit,.a
HQ unit and the Air Navigation School were
involved in the sample survey.

Aircrew, ranging from student navigators to

officers commanding, took part in the survey.

2.2, Summary of Results;

~In each case the abbreviated questionhaire - question will

be stated fifst, followed by a summary of results obtained.
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2.2.1. Question 1l: "Has your progress been satisfactbry so far?t

90,4% (75) : YES 9,64 (8) : NO

2.2.2 Question 2: "Which of the followihg ranks do you consider

fo be. the top one of a normally successful

career?!"

Commandant _ Colonel Brigadier

2,49 - L9, 4% L8,2% 100%

(2) (h1) (40) (83)

2.2.3 Question 3: "Which of the undermentioned officers would

you like to be as fullfilment of your career

in the Air Force?"

‘Active Flying Member‘vanit/Base Commander Chief of the Air

Force
st,3% o m%  27,7%  100%
(26) (W) (23)  (83)

2.2.4. guéstioh.ht'"Have you seen your Career Plan?™

Yes : . No
3, 6% ' 96,4% 100%

(3)  (80) (83)

"Tf No: Do you think you should see your

Career Plan?"

: Yes Eg
98, 7% ©1,3% 100%

(79) o (80)
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2.2.5 Question 5: "Do you aim to participate in planning your
| own caréer?"
Yes No

100% ' 0%

(83) - (0)

2.2.5.1 "Tf Yes: Would you be happier in your work
| and thus more producti?e?"
Yes
100%
(83)
2.2.5.2

"Tf Yes: Would fhe Air Force then be befter
eéuipped to achieve it's aims?"

.97,6% 2,4% - 100%

(81) (& (83

2.2.6.1 Question 6: (a) "Who, with your participation, should
work out the details of such a career

plan?t

Your Commanding Personnel Division

Officer at HQ
37,%% 62,7%  100%
(31) (52) (83)

2.2.6.2 (b) "A system of appraisals ‘'rates!' individuals.

Should these rating marks be used to

complete a 'list of merit! for promotion?"

Yes No

87,9 12,19 ' 100%
(73) . (0)  (83)
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If Yes: "How can seniority be awarded?"

Promoted if his speciality is.the

criterion®?

85,5%
(71)

Promoted six months later?

14, 5%

(12)
"Db you realise that your career prospects
are dependent on the relative proportion
"of officer's stremngth in the Various

ranks?"

86,7% ©13,3% 100%

(2) @) (83)

Question 7: "Rate the following elememts of a career plan:"

MOST

RATINGS

MOST

ELEMENTS IMPORTANT IMPORTANT - UNIM?ORTANT - UNIMPORTANT UNDECIDED |

Age at L,8%

promotion (4)

Years of 14,5%
Service

at

Promotion

Wider 56, 6%

Experience

Higher 19,3%
Education :

Assessed 54,2%
Regularly -

53% 37, 4% F:6% - 1,2% 1007
(Bh) (31) (3) (1) (83
- 51,86 25,3% L, 8% 3,6%
37,4% 3,6% 2,4% 0%
55,4% ' 18,1% 1ﬂ2%'_ . 6%
h3,4% 1,2% 0% - o 1,29
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Question 9.

2.2.9910

2.2.9.2

2.2.9.3

2.2.9.4
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"At what age should an active aircrew

member retire?®
48, 2%
41%

50 vears of Age?

55 years of Age?

60 years :06f Age? : 10, 8%

100%

"How long do you think each development

phase should last?"

(ko)
(34)

(9)

(83)

The Initial Phase

1l Year? 2 Years? Longer than
' . | 2 Years?

41, 5% 51,26 - 7,3%

(34) (42) (6)

‘The Intermediate Phase

5 Years®? 8 Years? More than
8 Years?

68,3%  ab,u% 7,3

(56) (0) ~ © (6)
The Advance Phase

15 Years - More than 15 but

' - before 20 Years
97,6% ‘2,4% '

(80) (2)

The Executive/Leadership phase
.5 Years Until you retire
68,3% 31,7%

(56) (26)

100%

(83)

100%

(82)

- 100%

(82)

100%

(82)
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2.2.10 Question 10, "What rank do you aSsociate with each of

the previously‘mentioned phases of

development?®
2.2.10.1 .~ a. The Initial phase
| | | Lieutenant  98,8% (82)
2.2.10.2 . : .bo The Intermediate phase |
- Captain  Major Cagfain &
: Major
31,3% 2,k%  66,3% N 100%
(26) () (55) (83)
2.2.10;3 c. The_ Advance Phase

‘Major Commandant Colonel Maj.Comdt.&

Colonel
14,55 32,5% 8, i uh,6%  100%
, (12)  (27) (7) (37)  (83)
2.2.10.4 '_ ' d. The Executive/Leadership phase v |
Commandant Colonel Brigadier Cmdt.&
' ' ' " Colonel
8,4% 2h,1% 22,9% Lh,6% 100%

R (200  (19) (37)  (83)

" 2,2.11 Question 11, "Do you consider there should be a maximum

period of service in each rank?

Yes ‘ No
62,6% - 37,4% - 100%
(52) (1) (83)
2.2.11,1 "Tf Yes: Do you agree that these maximums

‘could be something like the

following?"
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' a. General - 5 years maximum 80,8% (42)
b. Lt Gen. & Maj.Gen - 4 years

maxinmm ' , 84’6% '(44)

¢c. Brigadier -~ 5 years maximum 88,5% (46)
d. Colonel - 7 years maximum _ 92,3% (48)
e. Commandant - 9 years maximum 73,1% (38)
f; Major - 10 years maximum ' .61,5% (32) -
g. Captain - 9 years méximumv | 51,9% (27)

h. From Candidate Officer to

Lieutenant - 7 years maximum 76,9% (40)
2.2.11.2 "Tf Agreed: What do you think should be done

with an officer who has reached
the maximum period of service in
his rank?!"

a. Rémove him frém the Seniority

(Merit) Lists? 23,1% (12)

b. Hold - réconsider the case in 6
months 48,1% (25)
c. Retire | o | 28,8% (15)
| | 100% (52)

2.2.12 Question 12."What postings (assignments) would you like

in order to obtain a broad.but comprehensive
understanding of the Air Forée?" |
, Yes °  No
a. As aircrew on other
operational aircraft? ' 96,7% (81) 24% (2)

b; To the Administrative

branch? ) ‘ 29,l%v 75, 9%
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c. To the Logistics branch? vh2,2% _ 57,8%

d. To the Technical Training

branch?. - 22,9% . 77,1%
e. To the Air Defence branch?  56,6% 43,4%

f. As instructor : Air Force
College? | - 38,6% 6i,h%
8. As a Flying or Navigation | o o ;
instructor? v ‘87,9% 12,1%
h. As a staff officer at a |

Headquarters . ' - 75,9% 2h,1%

2.2.13 Question 13. "When would you like to start/continue to
| improve your academic/technical qualifications?!

a, Bachelor's degree or Diploma

(1) After 3 years service L5,8% (38)

(ii).,Béfore 10 years service 39,7% (33)

(iii) No answers o 14,5% (12)
100% (83)

b, Master's degree on Higher Diploma

(i) After 7 years service 32,5 (27)
(ii) Before 15 years service 53 (k)
(iii) No answers . 1h,56 (12)
106% ‘(83)'

c. Doctorate :

(i) After 10 years service 21,7% (18)
(ii) Before 20 years service  63,8% (53)

(iii) 'No answers v | 1L, 5% (12)

100%  (83)
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2.2.13.1 "How would you like to do these studies?"

2.2.14

2.2.15

2.2.16

2.2.17

a. Full-time at a University/College 60,2% (50)
b. Part-time at a Universify/College 13,2% (11)
c. By means of correspondence tuition 12,1% (10)
d. No answer . | | 1h,5% (12)

100%  (83)

Question 14 uIs overspecialization or over—

qualification acceptable to you?"

Yes . X
35,66 55, 4% 100%
(27) (46) (83)

Question 15 “Are you involved in any-of the following

~areas of longrange planning?"

a. Flying training ' 50,6% (42) 49,4% (41)
b. Strategic Operations 9,6% | 90, 4%
C. Size_and Shape of the

Air Force 2,4% 97,6%

Question 16."Do you help to deVelop a.step—by—step plan

of action to implement YOur Unit's part
of the long-range operational plan?"

Yes: 36,1% (30) 'No: 63,9% (53)

Question 17."Does your Unit have a policy manual?"

Yes - No
7 42% - 92,8% 100%

(6) (77) (83)
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2.2.17.1 "If No: Do you agree that such a manual would

resolve a lot of misinterpretations of policy

statements?®
Yes: ~ 100% (77)

2,2.18 Question i8."Do you agree that yourvwork'is crucial to

your satisfaction as a human being and to
the devélopment of your personaiify?".
Yes: 96,i% (80) No: 3,66 (3)
2.2.,18.1 o "If Yes: Does it further mean that your career
| (lifework) must have dignity and meaning?"

Yes: 100%  (80)

2.2.19 Question 19."Do you agree that career planhing forms an

integral part of long-range planningg;?"vl

Yes: 100% (83)

2.2.20 Question 20."Knowing that the Air Force has an acceptable

career plan for YOu, would this knoﬁledge

incline you to étay and make a success of

this career?® _. _ |

Yes: 96,4% (80) No: 3,66 (3)
.2.2.20.1 o | "Tf Yes: Would this fact develop a greater

loyalty ih you towards the Air Force?®

Yes: 92,56 . (74) .
No: 7,5 - (6)
100% - (80)

V2a2°21 Question 21."Do you think the answers you gave in this

questionnaire will help you in planning
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your career.
Yes: 91,6% (76) . No: 8,&%. (7)
"Tf Yes: Would yqu like a copy of the summary
of the results of this project?"
Yes:  ou,7% () |
No:  5,3% (&)
100% (76

2,3 Summary of Conclusions.

This is a summary of conclusions reached on analysing the

results of the survey.

'20391 The Career.

Aircrew are aware of the advantages and implications of
having their careers. planned; they are willing to participate

~in planning their careers and stay on in the Air Force.

2.3.2 Rank and Position.

A successful career is one in which the officer would attain
the rank of Colonel and occupy the position of a Unit or Base

Commander.

2.3.3., Promotion through a "Merit" List.

Although promotion is dependant on vacancies in the Vafious
ranks, a senior officer, who is not high iﬁ the "merit" list,
could be bromoted if his speciality is the criterion. The "merit
list" system is preferred to the exiétiﬁg one of promotion by

seniority.
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2.3.4 Important Career Planning Elements.

a. Being.assessed regularly and gaining as wide an experience
as possible, is considered first in order of merit; next
is the oﬁtaining of higher educstibnal qualifications;
and iastly the age and length of service of the member

. on being considered for promotion;

b. Retirement fo be at 50 &ears of age.

c. About 32-years of service would be completed on retiring
at'50 years., | |

d. About 27 years of service would be éoﬁpleted on retiring

at‘50 years by progressing through the four development

phases starting with'the rank of Lieutenant and finishing

as a Colonel,

The important elements of Carser Planning have now been
idsntified: Regular assessment; wider experiéhce; higher educatioﬂ;
age; years of Service;'retirément age; starting rank (Lieutenant);
retiring rankr(Colonel); phases of devslopment (initial, inter~

mediate, advance, executive/leadership)o

2.3.5 Period of Service in Rank.

Maximum periods 'in ranks are accepted as this would ensure
greater mobility through the ranks, thereby increasing the pro-

motion prospects of aircrew.

2.3.6 Broadening Experience.’

Apart from receiving their own military speciality training,
aircrew choose higher education and flying related assighments as

the means of gaining broadening experience. The usefulness of
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non-flying postings ought to be told them as the Air Force has

many branches which are staffed by ground crews and other support

personnel. .

2.3.7 Long-range Planning°

Long~range planning activities in the Air Force are promul-
gated by means of policy statements from higher authorities. Units
should be encouraged to open Policy Manuals which contain stateménts

from higher authority, in order to avoid misunderstanding of activi-

ties and intentions.

2.3.8 Personal Aspects.

For aircrew careers to havevdignity and meaning, the personal
values of job-satisfaction, being treated as human beings and
developing . their personalities, must be present. The advantages
are'financial gain for the Air Force and the increase of aircrew

morale,

2.3.9 Usefulness of the Questionnaire.

The answers given would help respondents plan their own careers.

2.3.10 Achievement.

. The affect of this pilot study survey on the aircrew at Air
Force Base Ysterplaat, has been beneficial, and the results have
been meaningful and decisive. The elements, comprising the
framework of Career Planning, have been identified and rated.

A follow-up study is now required to validate the findipgs of

this survey before meaningful career planning, for aircrew, can

be proceeded with in the South African Air Force.
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3. SURVEY OF SECONDARY DATA

3.1. No survey of this kind had ever beeh done in.the South
African Air Force. In 1975, as ﬁead of the Personﬁel Section,

I launched a study with the aim of assisting the Chief of the

Air Force in determining and filling officer aircrew. promotion
vacancies. This study necessitated an indepth ihvestigation into
the career prospects of fhese officers;' It was found that there

were no career plans in existence for any personnel in the Air

" Force.

3.,2. Under the heading %“Career Planning for Permanent_Force Officers
(S.A. Defence Force) : applicable to S.A. Air Force Long-, Medium,
andehort Service Pilots and Navigators" (translated) the study

was begun.BﬁﬁGER (1). The result was the construction of an
actuarial model which could bé.used to forcast officer vacancies

in the Long  , Medium and Short Service in the Air Force and the
provision‘of a formula for d;termining the numbers of recruits
needed in order to maintain such a éteady—state model, It became

evident, however, that career planning involved more than promotion

"prediction.

3.3. Independent of the Aif Force study; but never—the-leés as an
extention of it, a confidential study by a Defence Force committee
‘investigafed the flow of retirements and promotions in the S.A.
Defence Force JOUBERT (2). One of the results of this investiga-
tion was tLe\draWing'up of a tentative career progression guide for
pilots in the Air Force. In 1977 the Air Force produced its own

career guides on the basis of its own needs. VAN DEN BOS (3).

These guides were not, however, based on imperical data and were
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offered to the Air Force prrsonnel for comment and éuggestion°
Clearly the‘needs and aspirations of the personnel had to be
considered before any career guides would be.accepted by them

and before such guides were made policy by the Chief of the Air
Force; A survey was reéuired ~ the one done‘af Air Force Base
Ysterplaat goes some way in.providing an extended base for career

planning in the S.A. Air Force.

3.4. As a result of these studies and the éurvey, it beoame'evidént
‘that the pianning and development of human resources in the S.A.
Air Force had not been fully ekploited._’ The aircrew‘(piloﬁSand

_ navigaton§‘hove needs to find in their work situations: security,b
challenge and opportunities for self develobment and.advancement.
The Air Force, as an organisation; has needs to recruit, manage
and developvits human resources in order to maintain its effective-
nesé,_snrvive and grow. SCHEIN (4). The problem to be faced is.
thus hownto match their respective needs thronghout the entire

. career of the,person or the Air Force.

3.5 Careér planning can make such.a matching by considering both

the aircrew pursuing its flying occupation — the "internal career" -
and the Aif Force trying to set up a sensible developméntal path

for them to follow throughout their working-life in tne Air Force -
the "external career" VAN MAANEN AND SCHEIN (5). Whilst it is
true that little work of_this nature had been done in the South
African Air Force specifically, it was felt thaf porhaps somewhere
someone may have done something similar. Consequently a letter

(see Appendix.A) was sent to 61 Universities and Institutions to

enquire whether a study along the lines contemplated in this doctoral
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dissertation had been done.

3.6. Of the 43 replies received (18 did not reply) 28 indicated
they knew of no similar study being done or having been done and
only the South African National Institute of Personnel Research

indicated that they were engaged in work in this area. No specific

details ofbtheir research were given and a reply to an.enquiry ﬁade
" in this respect; is awaited (June,'79)c 4 Should the answer indiééte
that there is a duplication of research effort then I can only con-
clude that the march;of events since the launchingvof the investi—

. gation in 1975, has now overtaken my efforts. - However, in the-

event that it does not, I am sure that my study'has made a valuable

contribution to the knowledge of career planning.
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L, ANALYSIS OF RESULTS

4,  THE ANALYSIS.
This section analyses the logical consequences (results) of
the questions posed and the additional information ccllected

during the survey.

L.,1, THE POPULATION.

The population of officer aircrew (pilots and navigators)
in the S.A. Air Force in 1978 was as follows:

a.v Element: SAAF Officer aircrew: 718.

500+ 467

Loo |
@ 300
é 200
& T

] 121
100 | - - 68 ' : )
S ey T 1

2/Lts- Maj. Comdt. Col. Brig. M.Gen. L.Gen

.Capt
. A A RANKS
Figure 4.1. Histogram of S.A. Air Force aircrew in 1978.

b, ‘Sampling Unit: Air Force Base Ysterplaat: Officer aircrew: 99.
1001
' 77
A
50 4
& .
S i . .
i 11 10
5 . ) r____ l
- 2/Lts- Maj. Comdt, Col.
Capt. RANKS '

Figure 4.2. Histogram of aircrew at A.F.B. Ysterplaat in 1978.
c. Extent: The whole population, from 2/lieutenant to

Lieutenant General (Chief of the Air Force) -
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see Figure 1.1, The sampling unit from
2/Lieutenant to Colonel (0Officer Commanding

A.F.B. Ysterplaat,.

d. Time: All ages, 19.— 60 years (compulsory retirement
age)o" |
e, Relative Frequency Distributions.
Relative frequency = fi/n Where f = absolute frequencyr
n = total'obsérvations
i=1, 2, 3, ......n.
The following fablés'ére given to show the proportions
of the variousvranks in the total and sample populations.
(i) Population: S.A. Air Force (1978)
Rank Frequency Rel.Frequency %
O fy : .fi/n '
2/Lts to Captains Ley : 0;650 _ o 65%
Majors | 121 _ 0,169 : ‘.16,9%
. Commandants _ . 68 - 0,095 ' 9,5%
Colonels Ly 0,061 . 6,1%
Brigadiers 14 , 0,020 A 2,0%
vM/Generals V3- 0,004 0, 4%
Lt General 1V '. 0,001 ‘ 0,1%
Con: 718 | 1,000 | 100%

Table 4.1. Relative Frequency Distribution of ranks in the

SAAF.
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(ii) Sampling Unit: A.F.B. Ysterplaat.

Ranks _ ' ‘FrequenCy Rel.Frequency %
. f . f /n
1 1

2/Lieut to Captains ‘ 77 0,78 78%
Majors - : 11 0,11 11%
Commandants - 10 0,10 10%
' Colonel | 1 0,01 1%
n: 99 . 1,00 100%

Table 4.2, Relative Frequency Distribution of ranks in

A.F.B, Ysterplaat.

It can be seen that the proportion of officers in the
various ranks at A.F.B.>Ystéfplaat follows the pattern of the
S.A. Air Force as a whole. It is evident from the distribution
of rénks'that this is an operational base. - As a sample it is

acceptable: the survey émphasis falls in the right place:

flying operations.

L.,2. The Sample.

The sample size was 83 respondents. -

_ L.2.1 Characteristics.

4,2,1.1 There were 63% pilots and 37% navigators.

Figure 4.,3. Sample Composition. -
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4.,2.1.2 Of the 83 respondents 51%.were single and h9% married.

50t
, Lo :
% - 30% | 51% | 9%
20t
10¢
STNGLE MARRIED

Figure 4.4 Histogram of marital status of respondents.

4,2,1.3 90% were matriculated and 10% of respondents had

Bachelors degrees,

Education

N
Matriculants ‘ 90%
Graduates 0%l | _ o o |
20 Lo 60 80 100
10 30 50 70 90

o .

Figure 4.5 Horizontal bar chart showing educational
qualifications.
4,2,1.4 Age: The ages of the respondents varied from

19 years to 58,
' 'Mo.de.
'\ Median
\ ‘,' Mean

L R S © W SRR |

NUMBERS

1920 21 22 23 25 26 27 28 2§ 30 31 33 3% 35 38 39 40 4% AT 48 54 s§L
' ' AGES

Figure 4.6 Age Distribution of Respondents.
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No. of .~ Cumulative

Age
Respondents
(2) ()  (a)x(p) - (c)
19 2 38 38
20 6 120 158
- 21 -6 126 284
22 7 154 438
23 -7 161 599
25 7 175 774
26 2 52 826
27__ 6 162 . 988 -
2&__§Zgian 6 168 1156
2N\ Mean 6 174 1330
30 6 180 1510
- 31 7 217 1727
33 2 66 1793
34 3 102 1895
35 2 70 1965 ‘
38 1 38 2003 Middle value = 2333.1166’
22 1 22 :ggz a. Median=28_ (1166 5-1156
Ll 1 4k 2126 8 o0 32“
Ly 1 7 2173 B
L8 1 L8 2221 = 28,06
54 1 54 2275 b. Mode = Mean-3(Mean-
58 1 58 2333" Median
, - 28, 11- 3(28,11~
y _ 28,06
n=83 2333 = 27,96
Median : . 28,06 years (middle value)
Mode ' = : .27 96 years (most frequent vaiUe)
Mean : X - 12:k = % 2333 = 28,11 years’
n
Standard Deviation: O /——l—Izz ( i x)? = 7,5 years
Coefficient of Variation: CV “<§ = 123 0,267 or 26 7%
: YT T x T28,11 T 77 r 17

‘i.e. the Std Dev. is 26,7% of

its Mean. .

Table 4.3. The Age characteristics of respondents.
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h.2.1.5 Flying experience as qualified aircrew.

Experience No of Resp Cum Exp. Experience No of Resp Cum Exp

(a) () (@)x(®) (e)  (a) - (b)) (a)x(b) (e)
1jyear“ 5 5 5  12.years - 7 -84 373
2 ygars'v 6 12 | 17 13 yeafs 1' 13 . 386
3 years 9 27 b4 1k years 1 W 400
L years 6 24 68 15 years 2 30 430
5years 1 5 73 | 16 years 1 16 446
6 years . 2 12 85 17 years . 2 34 1480
7 years 2 14 i 99 20 years .1 20 - 500
8 years 7 56A 155 | - 21 years 1 '21 521
9 years 8 72 227 22 years . 1 . 22 543

10 years o ‘Lo . 267 | 27'yéars.-i-, 1 27 570
11 years 2 22 289 35 years 2 70 640
72 ¥ 640

¥ 11 Student navigators excluded as they do not qualify.
Mean: §u= 8,9 years flying experience
Std.Dev:S = 7,1 Yeérs flying experience
. .t V:G-vl i
Coeff._of Var C S . 7.1 _ 0,7977 or 79,8%
x .

"i.e. the Std.Dev.: 79,8% of if's Mean,

Table h;ho _ The Flying Experience Characteristics of Respondent:
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~4.2.1.6 Operational Experience as aircrew (qualified in a

spedifid'fbié)

Experience No of Resp Cum Exp Experience. No of Resps Cum Exp

(a) ()  (a)x(b) (c) (a) (b)) (a)x(b)

(c)

1 year 13 .13 - 13 12 years 3 36 338

2 years 7 14 27 14 yéars , 2 - 28 366

3 years 9 27 54 16 years 2 32 398

5 years 1 5 59 19 years = 1 19 w17
6 yeafs 3 18 77 20 years - 1 20 437
7 years 7 b9 126 22 years 1 22 h59.
8 years 6 48 174 26 years 1 26 485

9 years 3 27 201 33 years 1 33 518
10 years 9 9 291 35 years 1 35 553
11 years . 1 11 302_'

72 * 553

% 11 Student navigators do not qualify,.
Mean: X = 7,68 years.

Std Dev: O = 7,09 years

—

Coeff of Var: cv = 2= £:92 _ 9232 or 92,3%
. X 7,68

.

i.e. the Std Dev. is 92,3% of it's Mean.

Table 4.5. The Operational Experience Characteristics of

Respondents.
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h.2.1.7 Graphic presentations of cumulative frequency

distributions.
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Pigure 4,7 Histogram for Flying Experience data.
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" 4.2.1.8 Units in the Sample.

a.' Headquarters, AFB Ystefplaat;t 2 aircrew respondents
b. 16 Squadron . " :. 9 Aircrew respondents
c. ‘22 Squadron ' 3 6. Aircrew respondents
d. 25 Squadfon. :-12 Airérew respondents
e _:27 Squadron : 15 Aircrew respondents
f{. 35 Squadron ‘ : 15 Aircrew.fespondents

g. 88 ADFS 4 Aircrew respondents

h. Air Navigation School : 20 Aircrew respondents

o et

Total o 83

4,2.1.9 Appointments of respondents.

a. ‘Offiéers Commanding 6
b.  Chief Instructors . : 2
S C. Flying Instructors 3
d. Navigation'Instruétors : o
e. = Crew Commanders ' : 3
£, Pilots - | | : 38
g. Adjutants | : 2
h. H.Q. Staff : 2
i. Navigators’ , : 7
e ‘Stuaent navigators : 11
Totalv | | 83

4.3 THE QUESTIONNAIRE

4.3.1.  Question 1.

The question posed was: "Has your (career) progress been

satisfactory so far?"
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90,4% of the respondents answered "yes" to. this question.

4.3.2. ‘Question 2.

Any career progress has a specific goal and so the question
posed ﬁas: "ﬁhich of thé following ranks do.youlconsidef té be
the top one of a nOrmélly successful_careér?”

49,4% chose a Colonel's rank; 48,2% a Brigadier's; and

2,4% a Commandant's rank. -

4.3.3. Question 3.

Ranks and positions go together and the question asked wés}
'"Which of the undermentioned officers would you like to be as
fulfilment'of YOur career in the Air Force?"
41% of the respondents selected the position of a Unit
Qf Base:commander;FSl,B% wanted to be éctiVe flying |
members; and 27,7% chose Chief of the Air Forcé - thé
ambitious minority.

The majority for position (41%) correlates with the majority
for‘rank (49,4%).. Mofeover é-Uﬁit or Base commander is hormally
of>Colonel's rank,- _A‘Commandant is thé most active flyer of the

.senior ranks in the Air Force yet_only 2,#% chose this rank although
31,3% wanted to continue an active flying éareer. Clearly the ‘
~respondents considered a Commandants rank as too low for such a
cafeer: Accordingly being promoted to Colonel in command of a

Unit or Base in thelAif Force is considered as fulfilment of a

successful career,

4.3.4 Question 4.

Having determined how successful a career has been to date

and what rank and position were considered appropriate, the next
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question had éé establish where these objectives could be seen,
Hehce the Question posed.was : "Have you-séen your career plan?"

96,4% said they had not seen their career plans and 98,7% of
these reckoned they shoﬁld,see it.v These results were not sﬁrpri—‘
sing and theinmain‘impact-is*that o) many_respondents expfessed:
the wish to see their "career plans"., This led 1logically to

asking if they intended taking part'in planning their careers.

4.3.5 Question 5.

And so a'continéency question was posed: ﬁDo you aim to
participate in plaﬁning your‘career?" If the ahswer wéé yes:
"unld you be happief in your wofk and.thus more producti#e?"
The yes's were thén fqrther requested: "Would the Air'Force be

better equipped to achieve its aims?"

, The‘qnswers were overwhelmingly poéifive: 100% for the first
two questions and 97,6%'for the last. 1In retréspecf this contin-
gency question nééd not have‘been asked: with suéh a select grogp
of respondents thé'positi§e answers could have been accurately

predicted! .

40306 Question 6.v:>- | ’ : - .

Career plans need to be worked.out in conjunctién with a person
in the organisation who has full knowledge of the various careers
open to aircrew in the Air Force. So the question.was asked:
"Who, with youriparticipation, should wbrk out the details of

such a career plan?t

62,7% of the respondents favoured the Personnel Division of
Air Force HQ whilst the remainder (37,3%) elected their Commanding

Officers. Such a result is valid because most Commanding -
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Officers do not know the specific details of the various.career

combinations that are available to aircrew.

In'order to determine the effects of appraisal on a person'e
careervthis contingency question was asked:

"A system ofeappraisals "rates" individuals.- Should these
rating marks be used to.compile a "list of merit" from which
officers eould be selected for promotion?"

87,9% answered yes and when further asked:

- "How can seniority in rank be rewarded?"

85,5% indicated that such a person should be promoted if his
speciality was the criterion, 14,5% said that sueh a senior
person should be promqted six months later. This implied that
those promoted on merit would nave a‘time advantage (seniority)
~din their new.ranks befoie the oldef and former seniors_joined
them. Promotion is”an-integrai“part of the career prospects of
individuals and theee in turn are dependent on the number of posts
in an establishment. To ensure that this was undefstood the |

question was asked!

"Do you realise that your career prospects are dependent on

the relative proportion of officer strengths in the various ranks?"
86,7% respondents answered in the affirmative.

L.3.7 Question 7.

Five important elements which have to be considered in career
planning are: Age, years of service, experience, higher education
and aSSessment of capabilities. An effective'way of determining
the relative values of these variables was to request the respon-
'dents‘td rate them as follows: Most Important; Important;

\
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Unimportant; Most Unimportant: and ﬁndecidéd (seebTable in

2.2.7. p:xé;’ Because of the élose felétionships eiisfing between
some of these variables, an analysis of responses of pairs was .
made, for example: _'Age/Years of §ervice on promotion; Yéars

of Service/Expericnce: Age on Promotion/Higher Education;v
,Experience/AssessedvRegularly; Higher Education/Wider Experience;-

The detailed statistical_analysis is in Annexure 2.

4.3.7.1 Comparison between Age on promotion and Years of Service

on promotion.

_ _ 4y ‘43 '
40 1  b1.8%!
¢ 31
30 | ,
l .
20 § | : 21
1 o | [
] ey
1 P sl 7 ! : .
o AR5 ' 2 ; 3 ,___i__. 3
: l l-.“-——-‘
: : | [ 4.8%: 1 {3.6%:
Most ' : Most
- Important Important Unimportant Unimportant Undecided

Figure 4.9. Histogram for Age and Service. Legend: 1 Age

7 Service

-y

The closé relationship between Age and Sexrvice can be seen
graphiéélly.' This is confirmed by the statistical calculation
1l in Annekure 2: there is no difference in importance.between
these two elements; We conclude that'Age and years of Service
on promotion are "equally" ihportant. In order to see how close
this>relafionship is, we apply Rensis Likert's intensity scale to
our values as follows: Most Important -~ 5; Important - L4;

Unimportant - 3; Most unimportant - 2: Undecided - 1.
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aGE - SERVICE

Weighted Weighte

Weighting Responses Responses Responses Respons

- Aspect (2) (v) (a) x (v) (c) (a) x (
Most Importanf Sv 4 20 12 60
~ Important L Ly 176 43 172
Unimportant 3 31 93 21 63
Most Unimportant 2 3 . 6 L 8
Undecided l‘ 1 1 3 3
TOTAL:- 296 TOTAL:~- 306V

Table 4.6 Comparison of weighted responses between Age and Years

of service on promotion.

From Table 4.6 it can'be'seen that for practical purposes

Age at pro@otion (296) is as important as Years of Service (306

on promotion,

4L.3.7.2 Comparisqn'Years of service and Experience.

6o}t 56, 6% |
X 7) 51,8%
- 5071 ' : »
G hor 37, b
Lo (GO}
¢ 30 ! ; © 25,3%
~ ! ' o f '
20 « 1(21)
w L, 3 : .
1 - X ;
o._(lz) : ; 3,66 _4,8% 2,4 3,6%
i : 3) Pl el 1o
Most Most ‘
Important Important Unimportant Unimportant Undecided

Figure 4.10 Histogram for Years of Service and Experience

Legend

Service

Experience
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There is a disparity ih fesponses»indicating differences.
The statistical calculation 2 in Annexure 2 confirms this by
rejecting the Null Hypéthesis: there is no difference in importance'
between these two variables. | Wé conclude that there is a diffé—
rence of importancé between Years of service ahd getting as wide
an ExXperience as pqssible.. To reéolve which element is.the more
important see allot weightings as ih the previous section: Most
Iﬁportant - 5; Important - 4; Unimportant - 3; Most Unimportant - 2;
Uﬁdecided -1. |

SERVICE . ' EXPERIENCE

Aspecf | . Weighting Responsészeighted ﬁesponses Weighted
: . Resp's Resp's
(2) (b)  (a)x(v) (¢) (a)x(c)
Most Important 5 12 60 o L7 235
Important - o 43 172 31 124
ﬁnimportaht 3 J 21 63 3 9
Most Unimportant 2 4 8 2 4
Undecided . 1 3 3 o 0
TOTAL 306  TOTAL 372

TABLE 4.7 'Comparison of Weighted Responses between Service and
Experience from Table 4,7 it is clear that the obtaining
~of wider Experience (372 pts) is considered more

important than Years of service (306 pts.)
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4.3.7.3 Comparison: Age on promotion and Higher Educational

qualifications.

601

55,4%
5%~ i%)
50 (3h) | (
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Figure 4.11 Histogram for Age on promotion and higher Educational

qualifications : )
Legend. I l Age
"7 Education
N
There is a noticeablé disparity df responses, The statistical

calculafion 3 in Annexure 2 confirhs this by rejecting the Null
Hypothesis: there is rnio difference in importaﬁce'between these

two elements. We. thus. conclude that there is a significant
difference between the Age on promotion and getting higher Educational
qualificatioﬁs. In order to determine which element was considered

more important we apply our Likert intensity scale criterion.
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AGE o EDUCATION
. _ Weighting Responses Weighted Responses Weighted-
: ‘ ‘ . Resp's : Resp's
Aspect | (2) () (2)x(b) (c) (c)x(d)
Most Important ~5 b - 20 16 - 80
Important o L ol | 176 46 184
,_'Unimportant. l3 | | ‘31 | 93 15 ‘ 45
Most Unimportant 2 3 : 6 | 1 2
Undecided 1 1 . 1 5 5
TOTAL 296 TOTAL | . 316

TABLE 4.8 Weighted differences between Age on promotion and

obtaining Educational qualification. .

It can be seen from Table 4.8 that the obtaining of higher
© Bducational qualifications‘(316) is considered more important

than the Age (296) on which a member is promoted.
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EXPERTIENCE ASSESSED
Weight Responses Weighted Responses Weighted
: ' Responses Responses
Aspect (2) (b) . (2)x(b) (c) (c)x(a)

Most Important 5 Ly 235 - - U5 225
Important L 31 - 124 36 14k
Unimportant 3 3 9 1 3
Most Unimportant 2 - 2 L ' 0 0]
Undecided i ) ) ' 1 1
372 - 373

Table 4.9 Weighted differences between Experience and being

Assessed regularly.

From Table 4.9 it is clear that there is virtually no difference
.of importance between getting as wide an Expérience (372) as

possible and being Assessed (373) regularly.
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L.3.7.5. Comparison:‘ Obtaining highér Educational quélifications

and getting as wide an Experience as possible.

604 | | o
2082 55,49 | . o
L (87) (6] |
504 ' X Legend: | lEducational
- o
10 ' ' ! : iExperience
| FE 137, 4%
; : l(31) !
£ ! ! 1 !
2] 04 . . [
= 301 ' : | :
(o 1 ! ' ,
% o | | 1
B 50)19,3% ; | :
w (16)i ! | ;
| ! ! :
104 ; l | !
. ! ' 1 ’
3 ! | ; 6%
' { : ‘ '
i P ! l (5) 0%

MOST ‘ :
IMPORTANT IMPORTANT UNIMPORTANT UNIMPORTANT UNDECIDED
Figure 4.13 Histogram for'Educationél qualifications and

Experience.

The qiéparity between the elements is quite evident. - It is,
never—-the~less important that we know which element is considergd.
the mérg importaﬁt of the two when Wévconduct our career development
framework. A table of weighted responses along the Rensié Likert

- intensity scaling,is drawn up.
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EDUCATIONAL EXPERIENCE

- Weight Responses Weighted Responses Weighted
: Responses : Responses

Aspect ) (®) (a)x(v) (c) (a)x(c)

Most Important 5 ) 16 80 Iy 235
Important L L6 184 : | 31 124
Unimportant 5 | 15 b5 3 9
Most Unimportant 2 1 2 o o I
‘Undecided 1 5 5 | 0 0
316 . . , 372

Table 4.10 Weight differences between Educational qualifications

and Experience.

Thevstatistieal calcuiation 5 in Annexure 2 indicatfed that

thefe was.a significant difference in importance between obtaining
higher Educational qgualifications and getting”as_wide an experience.
es possible, This eonclﬁsion is supported by Table 4.9 above,
Moreover it is clear that getting more Experience (372) is considered

more important than getting a wider Educationl(316).

Finally we conclude our Analeis of Question 7 by placing in

order of merit these five elements of a Career Plan:

1. Being Asseseedvregularly | (373pts)
2. Gefting as wide an Experience as pqssible (372 pts)
3. .Obtaining higher Educational qualifications (316 pts)
L. Years of Service at which a respondent is

‘promoted ' 'i : - (206 pts)
5. Age at whieh a respondent is premoted | . (296 pts)
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L.3.8 Question 8: The normal termination of service in the Air
Force is by retirement. An Aircrew member is,retired on reaching
the retirement age of 60 years. This retirement age is a matter

~of cdntroversy and so the question is posed:.
"At what age should an active'aircrew member retire?t
48,2% said the age should be: 50 years; A41% said 55 years

and the remaining 10,8% elected the laid down 60 years.

50 + - 48,29
‘ ' ’ (4o0) -
41%
ko r
(34)
30 T
" .
]
)
&
o
o 20 +
n :
3]
~ .
. . 10,8%
10 +
(9)
O ——— $ | - 1 [ 1
50 55 60
RETIREMENT AGE
Figure 4.14 Retirement ages for Active Aircrew.
" We conclude that the present retirement age of 60 years is
considered too high for actively flying aircrew. This age

should be brought down to one closer to 50 years of age.
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4.,3.9 Question 9: A Career development programme is divided into

 four phases: the Initial phase; the Intermediate ; the Advance:
and the Executive or Leadership phase. These phases_cbver the
whole career spectrum._ The question posed was:

"How long do you think each development phase should last?"

Initial Phase: hl,5% (34) said one year from starting:
51,2% said 2 years and 7,3% chose more than

2 years (but assumed to be less than 5 years).

Intermediate Phase: 68,3% (56) elected 5 years from the end

of the initial phase; 24,4% chose 8Ayears and
7,3% selected more than 8 years . but

less than 15 years)

- Advance Phase: 97,6% (80) said 15 years after the end of the

intermediate phase; 2,4% chose a period between

15 and 20 years after the preceding phase.

Executive/Leadership Phase: 68,3% chose a length of 5 years

after the Advance Phase whilst 31,7% said this

phase should last until retirement.

We conclude from these responses that the development phases

should be as follows:

Initial phase - 2 years; Intermediate phase - 5 years;
Advance phase - 15 years; and the Executive/Leadership

phase - 5 years.
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" Figure 4.15 Length of Development Phases.

- 4,3,10 Question 10: Each development phase is associated with

a certain rank or ranks.
The Question asked was:
"Which rank do you associate with each of the previOusly

mentioned phases of development?®

Initial Phase: 98,8% agreed that the rank should be that of a

Lieutenant.

Intermediate Phase: v66,3%-said that Captain and Major was the
rank for this phase; 31,3% said Captain and 2,4%

elected Major.

Advanced Phase: 44,6% maintained that Major, Commandant and Colonel
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could be the rank for this phase; 32,5% said
Commandant; 14,5% said Major; and the remaining

8,4% chose Colonel.

Executive Phase: Once again U4%4,6% maintained that Commandant,
Colonel and Brigadier could be the rank for this.
phase; 24,1% chose Colonel; 22,9% Brigadier;

and 8,4% Commandant.

We conclude that-in'the Tnitial phase Lieutenant's rank is
the most'appropriate; and that although in the present situafion
in the Air Force the ranks of Captain and Major are ?ery closely
-associated with the Intermediate development phase of‘aircrew,
the rank of Captain appears to be.the best suitedo In the ,
Advanced phase the rank of Commandant is the one_selected and
Colonei-in the Executive Phase. These fénks are graphically
. illustrated in figure 4.15 where the combinéd ranks i.e. of
Captain and Major; Major,cdmmandant and Colonel; and Commandant,
Colonel aﬁd Brigadier,.have been used as the bases upon which to

add the other selected ranks in the relevant phases.
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4.3.11 Question 11: It is known that the longer an officer

occupies a given rank (and thus a position) the worée‘the career
prospects become for his juniér officers.

A Committee of Inquiry, Chaired by.a Major Genefal and consisting
bf six senior officers of the three branches of the S A Defence Force,
recommended the'maximum periods of service as asked in question 11
of the questionnaire (See confidential repoit HSP/C/502/2 éver
HSP/110/3/2 of 2 Sept 75 ~ Appendix F). The purpose of including
this question was to test aircrew acceptability or otherwise of

~ this Enquiry's recommendation.
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62,6% (52) agreed that there should be a maximum period in

rank. Their responses tallied with the Enquiry's recommendations

General - 5 years maximum - 80,8% (42) agreed.
Lieutenant General and Major General - lyears maximum -

84,6% agreed

Brigadier - 5 years maximum - 88,5% agreed. .
Colonel ~ 7 Years maximum —~92,3% agreed
Commandant - 9'years maximum - 73,1% agreed

Major -~ 10 years maximum -~ 61,5% agreed
Captain - 9 years maximum - 51,9% agreed

Lieutenant/Candidate Officer -~ 7 years maximum - 76,9% agreed.

A cohtingency Question was asked of those who agreed to there
being a maximum period in fank: "What do you think should be done

with an officer who has reached the maximum period of service in

rank?"

h8,l% said his position was to be reconsidered in 6-month's time,
28,8% said he had to be retired and,
23,1% said that he had to be removed from the séniority (merit)

list.

The majority decision to review an officer's position on reaching
his maximum period in service confirms the promotion policy recom-
mendation of the S A Defence Force's Committee of Enquiry previous-

ly mentioned.

We conclude that the question was partiéularly‘significant in
the career development of aircrew: a new éareer policy in the form

of maximum period of service in ranks and reviewing the promotion
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procedure was considered feasible by the majority of respondents

at AFB Ysterplaat.

h.3.12 Quesfion 12: In preparing an officer’for senior rank and

position it is necessary that he should possess a broad but compre-
hensive understanding of how the Air Force operates,so the. question

posed was:

"Tndicate by answering eaoch gquestion, what postings (assign—
ments) you would like in order to obtain a broad but comprehensive

understanding of the Air Force?"
Of the eight alternatives offered the respondents chose four:

to serve as Aircrew on other operational aircraft - 97,6%(81);
to be Flying or Navigation Instructors - 87,9%;
to be a Staff Officer at a Headquarters -~ 75,9%;

to serve in the Air Defence branch - 56,6%.
They (the respondents) turned down postings to:

- the Technical training unit ~ 77,1%
Administrative branch - 75,9% ‘
Instructor at the Air Force College - 61,4%

Logistics branch - 57,8%

The flying-bias of the aircrew isclearly discernable in their

choices.

L.3.13 Question 13: The responses in Question 7 indicated that

getting higher educational qualifications was important. Few

recruits, joining the Air Force with the intention of becoming
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Pilots and Navigators, possess academic degrees or diplomas. The

majority, who make the Service their career, attend the Military

Academy at Saldanha Bay after qualifying for their Wings. After

a three year applied military course, under the auspices of

Stellenbosch University, the successful candidates are awarded

their Bachelor degree (B.Mil). Those aircrew who do not follow

-this path and still wish to make their careers in the Air Force

are fequired to look elsewhere for higher qualifications. Those

who possess higher qualifications realize that further higher

qualifications are necessary in order to advance their careers.

The question poéed was thus:

ﬁState when in your career you would-like to start or continue
improve. your académic or teéhnical qualifications?"
For a_ﬁachelors degree or Diploma : 45,8% said after 3 years
service
39,7% said before 10 years service
14,5% did not answer.
For a Master Degree or diploma :VSB% said before.l5 years service
32,5% said after 7 years serviéeA
14,5% did not answer
For a Doctorate : -63,8% said before 20 years service
21,7% said after 10 years service
14,5% did not answer.

We thus conclude that it is desirable to start studying for

1

higher qualifications after 3 yearé in service (i.e. at the rank

of Lieutenant) qualifying at the end of his 6th year. The following
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5 years should be spent in rounding off military éxpertise and
acquiring new aircrew skills by being cross-trained on other

' aircraft types and operational roles. At about the 1lth year
further academic studies in Honours and Masters degrees could bg
undertaken completing them after a périéd‘of four'yéarsa Thus by
the 15th year.of service; with the rank of Major and possibly
Commandant, thése aircrew members could be,expécted to make signi-
ficant academic contributions to fhe effeétiveﬁess of* the Air Force.
Doctoral studies could co@mence in the 18th fear finishing.at_thé.
end of the 19th Year of servicé. A higher educational career path

as Suggested is shown in figure 4,17.

DOCTORATE
20
o Y]
Honours &
Masters
\5
. \ '
Bachelor
Degree
6
f UES——— [} : t ] | I ]
o 3

YEARS OF SERVICE

Figure 4.17. The Educational career path for aircrew,
The following qﬁestion was asked:

"How would you like to do these studies?"
60,2% (50) said that they would like to do these studies
. full-time at a University or College.

13;2% said they preferred a part-time study programmevand
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12,1% said they would like to do their studies by means of
correspondence tuition; -

/ v .
14,5% gave no answers.

The implication of full-time study, af a Uhiversity or College,
three years éfter qualifying for their "Wings" is that euch a break
in service may well prove to be detrimental to their military
careers i.e. they may find itvdifficult to adapt on joining the
Air Force again andralSO»they may be out of touch with the latest

- technical and strategical developments.

The best mix (at Bachelor's level) abpears to be a bart—time/
correspondence programme. For Honours/Mastere a full-time atten-
dance is supported. The doctoral study would, in any case, be e
research one which could bestfﬁe_done.in the students own time |

with part—time supervision, .’

4.3.14 Question 14: Just as higher academic qualificationsincrease

a‘person's promotion prospects, so does specializatioh. However,
overqualification.and overspecialiiation for the task on hend and
position (and rank) occupied will tend tordecrease career prospects
in the long-term: such people have become too valuable to be easily.
moved eisewherel e.g° A good te$t~pilot will be kept in this.role
as long as possible‘and during this period he may be by-passed on
prqmotion because. he "cannot" be releéseann order to establish if
this espect of a particular career path is understood the question

posed was:

wIs this (overspecialization and overqualification) acceptable

to you?"
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55,4% (46) said no it was not.

4.3.15 Question 15: In order to lessen resistance to potential

- strategic changes in role employment, new or modified eguipment
etc., pilots and navigators are normally "sounded out" about such
matters. Whether they are really aware of these approaches, is .

not certain and so the qguestion was asked: -

"Are you involved in any of the following areas of long range

‘ planning?"

a. "In flying training?" 50,6% (42) said yes.

b. "In strategic operational planning?" 90,4% said no.
c. "In the strategic planning of the size and shape of the
Air Force?" 97,6% said no.

Summing up the responses we conclude that only 20,9% of the -

aircrew at Ysterplaat were involved in longraﬁgé‘planning activities.,

k.3.16 Question 16: All aircrew are at a constant state of readi-

ness., This entails going into action according to the requirements
of contingenéy plans which have been drawn up for arhuﬁber>of likely
emergencies. Each unit has a plan, or should have one in which
the . details of the’éxecutioﬁ of their'parts of the plan are léid»

down, The question posed was:

"Do you help to develop a step—byéstep plan of action to

implement your Unit's part in the long range operational plan?®

36,1% (30) said yes and the remaining 63,9% said no.

Lk,3.17 Question 17: Long range planning is known as strategic
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planning in the Air Force, The planned aétipns are envisaged

in a‘future dimensioﬁ.  Units should be aware of their partici-
bation in these evehts'and initiate timeous training progfémmes

to cater for such e&entualities. Such plans usually come in the
form of policy statemegts from highef authority. >So the question

was. posed:

"Does your Unit have a policy manual within which many Air
Force and Defence Force policy statements'and'theif supporting

proceedure and rules can be studied?!
92,8% (77) said their unit did not have such a manual.
These 77 aircrew members were then further aSked.

"Tf no. Do you agree that such a manual would resolve a lot

of-misinterpretations of policy statements?2n
The answer was wholely unanimous (100%) that it would!

4.3.18 Question 18: The most important aspects of the questionnaire

had been answered and the questions still left were asked as a matter

of tying up any loose ends. ., So the guestion poséd.was:

"Do you agree that your work is crucial to your satisfaction

as a human being and to the development of your personality?"

The answer was 96,4% (80) in the affirmative. A contingency
/ .

question asked of these 80 respondents:

"If yes. Does it further mean that your career (lifework)

must have dignity and meaning?"
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We had the overwhelmingly total response of all 83 respondents

agreeing with the question.

4.3.l9question 19:. Asked further: "Do you agree that Career:

Planning forms an integfal part of long range planning?"
We had another 100% (83) acknowledgement !

- h4.3.20 Question 20: Many aircrew leave the Air Force to seek

employmeht in.private airlines or the South African Airways.
Because the costs oftraihingziircrew are so high'e.g. R1,7 million
to train a Mirage pilot with about 700 hours flying on type
(Lt.Gen. R.H.D. Rogers, SSA, SM. DSO, DFC on 16 June 1978),
e?eryAeffort is made to retain them and recoup some of the invest-

ment by furthervusage. ~So they were asked:

"Knowing that the Air Force has an acceptable career plan for
you, would this knowledge incline you to stay and make a success

of this career?"
1 96,4% (80) said yes.

Asked further. "Would this fact develop a greater loyalty

in you towards the Air Force?®
92,5% (74) said yes.

L.3.21 ’Question 21: Finally, the respondents were asked;

"Do you think that the answers you gave in this questionnaire

will help you in planning your céreer?ﬁ

91,6% (76) said it would and 95,2% (72) of these expressed the
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-wish that they would like a copy of the results of this

questionnaire.
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5 CONCLUSIONS

5. CONCLUSIONS

On analysing the results of the survey cerfain 1ogicél con-
clusions or deductions are reached.when the implications of one
or more questions are considered. In the following diécuésion
these implications, with the relevant questions in bracket (Qi)

are argued and a conclusion(s) stated.

5.1.' Thé Career.,

90,#% (Ql) of the respondents.found their progress satisfactory
in spite of.the fact that 96;&% (Q4) of theﬁ had not seen theirs.or
any‘partiéular career plans. The éwareness Qf the need for career
planning is there: All, 100%, (Q5).would choose to participate
in this planning because then they feel_they would be hnppier in
théif work, be moré productive and sonenablé.the Air Fofcé tn be
better equipped to achieve its aims (Q5); Moréover, 62,7% (Q6)
would like to work out the details of their careers with the |
Personnel Division at headquarters thus assisting in drawing up
an acceptable career plan (Q6) (Q20). This would nof only ensure
work;satisfaction.but would also help personality development and
emphasize the dignity and meaning (Q18) of aircrews' lifework.
Under these circumstances 96,4% (Q20) of pilots and navigators
indicated they would be prepared to make a success of their.careers,
whilst 92,5% (QZO) confifmed that staying on under these conditions

would develop greater loyalty (Q20) towards the Air Force.

It is thus concluded that aircrew are aware of the advantages

and implicationsof having their careers planned, that they are
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willing to participate in the'planning of such careers and thus
stay on in the Air Force. It is_up to the Air Force to proceed

expeditiously in consulting aircrew about their careers aspirations

5.2. Rank and Position.

All successful careers aiﬁ at achie&ing a specific rank and
pésition. The majority, 49,2% (QZ) of‘the respondents select

the Coionel's rank and the majority hl% (QS) in the next questioﬁ.

‘selectedithe position of Unit or Base Commander. It is concluded
that a successful_career would culminatevin-being promoted to the
rank of Colonel the incumbent occupying.the post of a Uhit or Base

commander,

5.3, Promotion through a "Merit" list.

87,9% (Q6) indicated a "merit" list, based on the results of

- an appraisal system, coﬁld be drawn up to indicate the "méfit"'
positioh of potential promotees.  Such a procedure would, however,
be in conflict with the present promotion by seniority system.
In-considération of the existing seniors, and thus by.impiication
not amongst .the highest on the merit list, 85,5% &Q6 (bl)) felt
that'they should be promoted if their specialities wére the criterL

for promotion.

‘Promotion is, however, directly related to céreer.prospects.
87,7% (Q6(c)) realized that their caréer prospects were dependent
on the‘relative pfoportions of officer strengths in the various
ranks. Anbexpansion (e.g. mobilization) of the Air Force, would

create vacancies and consequently increase the chances of promotion

It is thus concluded that promotion is dependent on vacancies
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in fhe various ranks, and that a "merit-list", from which prospec-—
tive promotees are selected, would be preferred to the existing

promotion-by-seniority system.

5n4.‘ Importanf Cereer Planning Elements.

Five important career planning elemehts_(Q?) were rated as
’either Most Impoftant; Important; Unimportant; Most Unimportant
and Undecided. The results of the highest rating per element were:
| Age - 53% Important; Service - 51,8% Important; Experience -
56,6% Mbsf‘Importaﬁt; Higher Educatien - 55,4% Importént;_andv
Being Aesessedvregulafly - 54,2% Most Important. Because these
elements are naturallyvclosely related to each other a paired
statistical cemparison was made so that they could bevblaced iﬁ
some form of order of merit. The results obtained in the'AnaiYSis

are as follows: i.e. at the 5% level of significance.

A

a. Age vs Years of Service on promotion : Equally important

b. Service vs Wider Experience : Experience is moré important

c. Experience vs Assessed regularly : Equally important

d. Experience - vs Higher Education : Experience is more
important.

e. Education vs Age on promotion : Education is more important

The order of merit so determined is:

1. Being Assessed regularly and getting as wide an Experience
‘as possible,

2. Obtaining Higher Educational quelifications,

3. Age and Service at ‘which an officer is promoted.
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48,2% (Q8) ihdicgted'that.the retirement age (another career
planning:eiement) Should;be 50 years of age instead of the preseﬁf
‘ 60“year$ of age; :The career path is dividea into four.phases'of

development (Q9).> ‘The respondents selected the Tnitial phase

to be 2 yéars long (51,2%); the Interﬁediate phasé to be 5 years .
long (68,3%); the Ad?ancebphase to be 15 years long (97,6%); and ~
the Executive phase to bé 5 years léng(68,3%).> During each -
developméﬁf phase,ifhe aifcrew member holds a certain rank and
progresses on promotion, to the next phase. 98,8% (Qlo) indiéatéd
" that the Lieutenant's rank is the most appropriate for the Initial
phase. From our Analysis of Results the Captaiﬁ% rank (97,6%)

is selected for the Intermediate'phase; thé Commandant's rank
(77,1%) for ‘the Adyancqiphase; and the Colpnel’s rank‘(68,7%) for

the Executive phaée.

In fhis-crucialldiécussion of the elements constituting. the
framework of a career development plan we conclude that the’airerew:
a. Listed reguiar éssessment and géining wide experiencé L
asifirstlin ordef of merit; obtaining highgr(éducational .
qualificafion as next; and the age-aﬁd length of serviée,
_.aé third. | | |
b. Chose fhe rétiremeﬁt age to be 50 years.instéad gf thé:“
present 60 years. | .
C. Would have about 32 years of service on retirement af
50 vears as.their service life‘usually started at about
18 years of age on»joining‘the Aif Forée;
d. Would serve about 27 years'és active commissioned members

progressing through ali the envisaged development phases.
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e. To bé able to serve this 27_yéars of'actiﬁe ¢ommissioned
sefvice bnvrétiriné at 50 years of age; they would have
to startvtheif careérs és Lieufenants.

f; Confirm the retiring rank to be that of Colénel'in their
choice_of thé'lengths of  the devélopment phases.

8. - In deciding on these.issues have laid down thé elemeﬁts

of a framework for developing career plans for themselves,

5.5. Period of Service in Rank.

62,6% (Qll) agreed that there shouid be a maximum‘period of
' éervice invfaﬁk thereby implicitly acknowiedging that»theirfcareer
prospects'would be enhanced by such action. This was-follo&ed'by
endoréing the'suggesfedVqﬁeétibnnaire's maximum periods officers
should_oécu?y.Specific rahks° A soiution.to the préblem of Whatv.
to do wifh‘fhe offiéer who has reachéd his maximum'térﬁ in offiée:_

‘'was. to reconsider his case after six months.

Wevconciuded that the acceptance of the maximumbperiod of
service in ranks at this grass~roots level was particularly sig—’ 
nificant; not only is it a‘fadical departure ffoﬁ>the established
policy butvalsé:it would assist iﬁ removing statié prdmdtién.

blocking persdnnel'theréby inecreasing promotion prospécts.

5.6. Broadening Experience.

'In order to possess a broad and>comprehensive understanding
of hbw the Air Force oberates, aircrew should, apart from their
own military speciality training, receivé higher éducatioh and
.such wide experience as can possibly be-fittéd in by being posted

to many diverse assignments in their plannéd careers. The
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'disadvantage of overSpecializétion and overqﬁalification were
understood - 55,&% (th) sayidg this was:unacceptable. Higher
education was certainly desirable,nstart;ng soon after the 3rd
‘year in service (full—timé University) and ending after about the
19th year of service‘in a correspondence tuition facility whilst
studying for theirvdoctorates° The various postings chosen, showed
‘a remarkable bias toward matters of flying (Q 12): “aircrew on
other operational aircraft (97;6%); Elyiné/NaVigation insfructor-
(87,9%); Staff Officer at Headquarters (75,9%) member of the Air

Defence branch (56,6%).

It was thus céncluded that aircrew choose, apart from their
oWn speciality training, higher edﬁcation, and assignments that
are mainly related to flying in'ordef to gain broadening experience.
This is, ho%éver, a narrow field and the usefulness_of non-flying
éséignments ougnt to be told them: the Air Force consist of more

 than just flying types.

5.7. Long range Planning.

All respondents acknowlédged that they knew thaﬁ Career
Plénning fdrmed an.integral part of long range Planning (Ql9).
However, only 20,9% wére involvéd in long . range plaﬁning activities
(@ 15). This aspect was underlined when 63,9% (Q 16) indicated
that they did not participate in developing a step-by-step plan
of action to implement their unit's part in the iong range opera-
tionaliplan. Moreover, long range planning activities, known as
strategic actions in the Services due to its 1long term nature,
are usually made known to fhe partiqipanfs by means of policy

statements from higher authority. In order to ensure that Units
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are aware-of their and othersf roles in these activities, it
was thoughtHwise that Units shbhld have policy manuals wﬁich
'would.assist in avoiding any misinterpfetations;‘ 92,8% (q 17)
said that their units did not possesslsuch a manual'although -
v'they were unanimous that‘the possession of suéh a manual would

'greatly assist them in avoiding policy misinterpretations.

We conclude that Units should,be encéuraged to open Policy
Mannualsband so initiate greater personnel participation and |
in&élvemeht in preparing them for their ﬁaft in understanding
specific policy statementévsuch as envisaged loné range planning

‘activities in the Air Force.

5.8 Personal Aspects.

96,4% (Q18) affirmed that their work as ;irérew- in the Air
.qucg:wgs_qrucial_to,their §atisfaqtion_and to the_deyélqpmept SN
'of'théir ﬁérsonalitieé..: As Such théifmééreers mﬁs£>haveidigni£&
and mea.niﬁg: 96,4% (Q20) indicated that if the Air Force offered
them acceptable career plans they would stay and make a success

aﬁd this-éction would, furthermore, develop a greater loyalty

towards the Air Force.:

It is ¢oncluded that'airdrew'are aware of the deep personal
values of'satisfaction, treatment as human beingé, and the develop-

ment. of their personalities which career planning could safeguard.

As active flying members of the Air Force they would not be
the only ones to reap the benefits: - the Air Force would gain
greater motivated and dedicated aircrew. The present cost of

training of aircrew is already so high, that their retention would
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be a great financial gain. Moreover, morale increase when turnover

decreases.

5.9, Usefuiﬂeés df.thé Quesfionnéife.
91,6% (Q21) said that the answers given in this questionnaireu

would help théﬁ-plan their careers.

5.10. Achievemeﬁt(

Wé cbnclude;that thé.effect of the Questionnaire has been
beneficial and the resﬁits meaningful and decisive: ‘Tt has made
aircrew at Air Force'Base Ysterplaat aware that properly qonsti—
tuted career planning could develop them to their fullest and
that the Alr Forc@ would be better able to reach its goals if it
accepted‘such a programme,  Furthermore the career'variables

~_have been identifiedzand some rated. A validation study is

réquired:to confirm the findings Ofbthisvpilot“susej;i Once
confirméd,meaningful career planning. for aircrew, as envisaged,

could be proceeded with by the South African Air Force.
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ANNEXURE 1 TO APPENDI:

SOUTH AFRICAN AIR FORCE

A CAREER PLANNING QUESTIONNAIRE

INTRODUCTION

Newly qualified pilots and navigators, being
young and full of the love of life and adventure,
live for the day and do not care overmuch for the
morrow. You do not seriously think about your
career at this stage. With more experience,
higher rank and greater responsibilities comes an

. awareness of future aspirations and needs. You
begin to concern yourself about. your. career.;
Your answers to this Questlonnalre will be the
start of your Career Plan.

ATMS OF THE QUESTIONNATRE

To determine the acceptability of a formal Career
Development Programme for Pilots and Navigators.

"To determine the relative importance of career
variables in drawing up a practical Career Plan.

To show that your properly constituted Career Plan
will develop you to your fullest so ensurlng that
the Alr Force reaches its goals.

INSTRUCTIONS

Please answer each question by putting a tick
in the relevant box L _/
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PILOT : /7 or NAVIGATOR : [ _/
Date of Birth: Day............ MONth. . ennvnune.YeATeunrann..
Marital Status: Single / _/ or Married / _/

Academic Qualifications:
Matriculation/Standard 10 /
Bachelor's Degree -/

Master's or Higher Degree [/

~N

Date Wings Received: ... Day..........Month.........Year..........

Date Opérationally Qualified: Day.......Month.....:...Yeari....:.
Name  of youf Present Unit: ....ccereossececoncesocossossssssescess

Your position in your Unit: .eeeecooceescsecosccecssnossssssnoneaes

THE QUESTIONNAIRE

1. A successful career is one in which you, the newcomer,
would rise steadily from one command level to the next
until you reach retirement. Has your progress been

satisfactory so far?

Yes / / No /7
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2. Which one of the following ranks do you consider to be

the top one of a normally successful career?

et

COMMANDANT / 7
or
COLONEL 7
or
BRIGADIER ] / 7
3. Which one of the undermentioned officeré would you like

to be as fullfilment of your career in the Air Force?

An active Flying member /

_/
. or :
 An Unit/Base Commander - [/ ./
"~ or
Chief of the Air Force /7
L. The methods of improving your career are.normally
documented in a paper called a Career Plan. Have

~ you seen your Career Plan?

Yes ; ya .*7

No /-

N

If no. Do you think you should see

your Cafeer Plan?

~N

Yes / _

LY

No [/

j N
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5. Do you aim to participate 1in planning your own career?

Yes

-
/-

No

If yes. On achieving this aim
wquld you be happier in your work

and thus more productive?

Yes/  _/
No /~ _7

If yes. - Do you consider that the
Air Force is THEN better equipped
to achieve its AIMS?

Yes /. /-

Yo /

LL‘?‘:

6. A good career plan consists of four mutually dependant
elements: a progress guide; a counselling’séfvice;
a system of appraisals; and a technique for predicting

promotion vacancies.
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a. Who, with your participation, should work

out the details of such a career pian?

Your commanding officer L— _/
or |
.Personnel Division at
AFHQ L
b. A system of appraisals 'rates?
individuals._.Should these rating

marks be used to complete a 'list of
merit' from which officers could be

selected for promotion?

wd
0]
wn
o~

‘\l

1
|

2

o
(I
|
~

If yes. How can seniority in rank be rewarded?
Promoted if the officer's speciality is the
criterion? _ _
L
or
Promote officer six months later" A~ 7
c. Do you realize that your career prospects are

dependant on the relative proportion of officer
strength in the various ranks (e.g. 4% of authorized
strength is Cblonels; 10% Commandants etc.);

the division of ages in the ranks; wastage rates
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.és the result of deaths, resignations etcj and
fhe.expansion (or contraction) of Air Force
strengths?

Yes VA

No - /[

~

A practical cafeer plan contains many elements. Which

of the folldwing elements do you rate as : Most

Important (M.I;); or Important (I); or Uﬁimportant (U.I.);
or Most Unimportanf'(M.U.); or Undecided (U.)?

| M.I.  I. U.I. M.U. U.
a. The Age at which you -/ _/ or/ 7 or/ ] or/ J or/ 7

are promoted

b. The number or Years
of Service you
complete before a o _

'prqmotion? , n | / ;7vqr[m_/'orl'_zvorlhﬁz)orl’;zv;.

C. Getting as wide an
Experience as

possible | | ZT;7 o?lf_7 or/ / or/ ] or/ ]

d.. Getting higher . \ , )
Educational . o - '; —
Qualifications? [ S orf [ or/ -] or/ ] ox/ _/

e. Being Assessed
Regularly on your - - -

work performance? L _/ or[f;7 orlf_7 or/ [/ or/ /
At what age should an active aircrew member retire? |

'/ _/ 50 years old; / / 55 years old; / _/ 60 years old.
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-Your career development starts in earnest when you

Jjoin your first operational unit as a commissioned

officer. How long do you think each development

phase, listed below, should last?

a.

7 7

The Initial phase: i.e. learning what your
work entails

1 Year? - or 2 Years? or Longer than 2 years?

— < ey — -—

[T 7. LT

The Intermediate;phése: i.e. getting on top of your work

5 Years? or 8 Years®? © or More than 8 Years?

L7 ARV LT

_ The Advance Phase: i.e. attending specialist and staff
- courses.

15 Years?  or More than 15 Years but before 20 Years

oo [

The Executive or Leadership phase: i.e. 0.C. of a Unit,.

Station or Base

5 Years? : : Until you Retire?

Thus the length of a Career in the Air Force could

lie between 26 and 30 years service.
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Which rank do you associate with each of the

previously mentioned phases of development?

a. Initial Phase:
b. Intermediate Phase: . Captain? e
| or |
Major? [f
. oY
' Captain & Major? /-
Cc. Advance phase: Major? . . A;
or
Commandant? - /-
or
COlOnelé ” _ /-
bf;,,-v Lo o
Major, Commandant
& Colonel? \[ﬁ
d. ExecutiQe‘or Leadefshig phase:
Commandant? [/
or
Colonel? | _ [f
or
Brigadier? o Zf
or |

Commandant, Colonel

& Brigadier? /

‘\l

Liéutenant? Yes A~;7 No / _/
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service in each rank?

1o ;7

No

/

g.

|

yves.

something like the following?

For a General

For L Gen or

M Gen

5 Years maximum

For a Brigadier 5

For-a Colonel

For a Major
For a Captain

From C.0 to

Lieutenant

7.

" For a Commandant 9

10

9

"

"

1"

"

.n

n

n

in Rank?

n

"

n

"

n

Do you agreé that these maximums could

Yes

No

Yes

No

Yes

Yes

No -

Yes

No ',

Yes

No

Yes.

No

Yes

N Dy

N~
1 |

N
N

™~

hﬁ N~
l

™~ ™

~

1

Nl kq

N]
|

l
~

™

I~

Pﬁ PW
N

—

N

I

e

'\
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period of service in his rank?

Remove him frbm the Seniority
(Merit) List?
or
-Hold ~ Reconsider case in
6 ﬁonths? |
- or

Retire the Officer?

Ifagreed. What do you think should be done

with an officer who hés reached the maximum

' Indi¢ate, by answeringieach question, wﬁat pbstfngé”

(assignménts) you would like in order to obtain a

broad but comprehensive understanding of the Air Forcé.

h.

As Aircrew on other operational Aircraft? Yes/ /

To the Administration branch?

To Logistics?

To a Technical training Unit?

To Air Defence?

As an instructor at the Air Force
College?

As a Flying or Navigation Instructor?

As a Staff Officer at a Headquarters?

Yes/ /
YesL__7

— 7 No..

No

No

No

7 No

7 No
'/ No

7 No

NN NN
NN

1
|

N
\

L Pﬁ
RN

1
|

N
N
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State when in your career you would like to start

or continue to improve your academic or technical

qualifications:

a‘

A Bachelor's degree or a Diploma?

(2)

or

(a1)

A Master's degree or higher Diploma?

(1)

(ii)

After 3 years service?

Before 10 years service

After 7 yvears service?

Before 15 years service

A Doctorate (e.g. Ph.D.)?

(1)

,;(%i)

How would you like to do these studies?

(i)
(i)

(iidi)

After 10 years service?

Before 20 years service?

Full—time at a University or
College?

or

Part—timeAét.a University or
éollege? |

or

By means of Correspondence

tuition?

“Yes

Yes_

Yes

Yes

Yes

" Yes .

Yes

Yes

Yes

UV

g ¢ LW

N
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_ Your promotion-prospects will be enhanced (in

the short term) once you specialize or increase
your qualifications. Overspecialization or-

bverqualification thereafter will tend to decrease

. your career prospects in the longterm.

IS THIS ACCEPTABLE TO YOU?

YES [ _/

NO |/

L

Are you involved in any of the following areas

of long range planning :-

a.  In flying training? ' Yes / _/
b. In strategic operational planning? Yes / /
c. ~ In. the strategic planning of the -

size and shape of the Air Force? Yes / _/

Do you help to develop a step~by-step plan

of action to implement your Unit's part of

N

the long range operational plan? Yes /

No

No

No

No

[
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17. Does your Unit have a policy manual within which
many Air Force and Defence Force policy statements

and their supporting procedures and rules can be studied?

YES[] , ' No /T 7

I
If no. Do you agree that such-

a Manual would resolve a lot of
misinterpretations of policy

statements?

yes /~ 7 wNo /7 7

3“18. ”fDo you agree fhat your Work.is (.IRU'CI'AL"fo"'}'*our'~ Coe
satisfaction as a human being and to the development

of your personality?

YES /-7 No /7 7

{
If Yes. Does it further mean that your

career (lifework) must have dignity and

meaning?
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19. Do you agree that Career Planning forms an integral

' part of long range planning?
YES /7 No. /7
20.  Knowing that the Air Force has an acceptable career

plan for you, would this knowledge incline you to

stay and make a success of this career?

If Yes. Would this fact develop a
greater loyaltyvin you towards the Air

Force?

21. Do you think that the answers you gave in this questionnaire

will help you in planning your career?

yes /7 7 Nxo /7 7

!
If yes. TWould you like a copy of the

'summary of the resultsbof this project?
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SUGGESTIONS
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ANNEXURE 2 TO APPENDIX F

STATISTICAL TESTS

CALCULATION 1.

Aim: To establish whether Age or Years of service on promotion

is more important.

a. The Null Hypothesis: Ho Therevig NO difference of
importance between Age and

Years of service on promotion.

Hl There is a difference.

b. Area of Receptance at the 5% level

o =0,08 Ra:sec.-\-_

2,49
Degrees of freedom: (r - l)(c.~ 1) = (5 - 1)(2 - 1) =4

| {XZ/XZ < 9,49 ki 'XZ table (,0,05)(4) = 9,49

c. The Evaluation

Calculating the Sample Statistic 7(2
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OBSERVED EXPECTED
Age Service Age | Service
o fo , fe : fe
Most Important L B V- 16 ~:8_ _ 8 16
Tmportant Ly 43 87 43,5 43,5 87
Unimportant | 31 21 ,52' 26 26 52
" Most Unimportant 3 ﬂﬁ 7 3,5 3,5 7
Undecided 1 3 4 > 2
83 83‘ 166 83 83 166

Calculatihg the expected freguencies (f)

Age: Most Important .16.83 _ 8 Service: 16.83 _ 8

A 166 - 166
- Important  : 87,83 _ 43,5 . .. ..87,83 43,5 .

' 166 ’ 166

Unimportant : 52,83 - 26 52,83 - 26
' 166 : 166

| Mbst Unimportant: 7,83 _~ 3,5 o 7.83 _ 3,5

166 166

Undecided :  L4.83 2 - k.82 2
166 - - 166

e - Z‘(fo-fe)2=(4—8)1(44—43,5)1(31—26)2+(3—3,5)2+<1-z)_2
= f 8 43,5 26 3,5 - 2

e.

+

(12-8)% (43-43,5)2 (21-26)7 (4-3,5)* (3-2)7

i

2+0,01+0,96+0,07+0, 5+2+0,01+0,96+0,07+0,5

= _7’08
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d. Comparison and Conclusion.

¥ =:0,05 REIECTION ARER

§ /// =
7.08 9,490

7@ data lies in the area of acceptance. We, therefore
accept the Null Hypothesis (Ho) and conclude at thev95%
level of confidence that no difference in importance exists

between Age and Years of service on promotion.

CALCULAfION 2.
b>éig.; To'establish whether Yeéfs of.sefQice on broﬁbtion or
getting as wide an Experience as possible ié'moré important.,
a. vThe Null ijothesis‘: H0 t There is no difference ?nd
| importénce bétwgeaneafs of
Service on promotion and
getting as wide an Experience
as possible.
H, : ‘There is a differeﬁcen

i

b. Area of acceptance at the 5% level.

L degrees of freedon.

A={0/ AP £9,49F  Y2(0,05)(4) = 9,49

i
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¢c. The evaluation.

OBSERVED . EXPECTED
Age Service | Aée éervice
' fo _ fo . fe L fe .

Most Important 12 47 59 29,5 29,5 59
Important A3 31 7h 37 37 74
Unimportant 21 3 24 12 12 2l
Most Unimportant - k 2 6 3 3»  6
Undecided - 3 0 3 1,5 _»=1,5’ 3

83 83 166 83  A 83 166

Y= }szo-fe)z _10,38+0,97+6,75+0,33+1, 5410, 38+0,97+6,75+0,33+1,5

d. Comparison and Conclusion

TZLN
' , | /l%esecTion . k= 0.0S
. 949 39,86

X data (39,86) lies in area of rejection. We reject the
" Null Hypothesis (HO) and conclude, that at the 95% level of

confidence, there is a significant difference of importance
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(

/

between Years of service and getting as wide an Experience as

possible.,

" CALCULATION 3.

Aim: To establish whether Age on promotion or getting higher

Educational qualifications is more importantt

a. The Null Hypothesis

H
o

H

1 :

s There is NO diffefenée of

importance between Age on
promofion and getting higher
Educational qualifications.

There is aidifference.

b. Areas of acceptance at the 5% level.

L4 degrees of freedo

m,

A .:'{XZ/’XZ é 9;2#9} XZ(O,OS)(4)= 9,"&9‘ _.

c. The evaluation

'OBSERVED
Age v
fo | fo
Mést Impoftant L 16
Important L | L6
Unimportant 31 15
Mos t Unimportant 3 1
Undecided ‘ 1 5
83 83

20
90
L6

166

‘EXPECTED
.’Age )
£, £,
10 10. 20
ns 45 90
23 23 L6
2 2 4
3 3 6
83 83 166

sz= E:}fo—fe)zz 3,6+0,02+2,78+0,5+1,33+3,6+0,02+2,78+0, 5+1, 33

€ = 16,46
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d. Comparison and Conclusion.

_

e:a.cf'noﬂ-. ad:z0,05

9,49 16,46

ij data (16,46) lies in area of rejection. We reject the
‘Null Hypothesis (HO) and conclude that, at the 95% level of con-
fidence, there is a;significant difference in importance between

Age on promotion and getting higher Educational qualifications.

CALCULATTON k. -

Aim: To establish whether getting as wide an Experience as possible

is as important as being Assessed regularly.

a, The Null Hypothesis. HO : There is NO difference between

getting as wide an Experience

as possible and being Assessed

regularly.
Hl : There is a difference.
b. Area of acceptance at the 5% level

L degrees of freedom.

A = {xz/”ﬁ £9,49)  X2(0,05) (%) = 9,49
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— — - 2
“:E:‘fo £)% 2, {o,
f
e

c¢c. The evaluation.
OBSERVED ‘ EXPECTED
Experience Assessed Experience Assessed
fo fo fe ' fe
Most Important Ly | 45: 92 46 . he
Important 3 36 67 o .33,5 ' 33,5
Unimportant | 3 1 .4 ‘ 2 2
Most Unimportant - 2 0 2‘ 1 o1
Undecided 0 1 T 0,5 0,5
83

83 166 83 83

02+o,19+0,33+1+0,5} = 2.2,04

= h,08
'd. ” Comparison and Conclusion,
x?—
, ReTECTION: %= 0,05
S ///:59’ L7
4,08 9,49

X? data (4,08) 1lies

in the area of acceptance. . We, there-

fore, accept the Null Hypothesis (HO) and conlcude at the 95%

level of confidence that there is no difference in importance

between getting as wide

Assessed regularly.

an Experience as possible and being

92
67

166
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CALCULATION 5.

Aim: To establish whether the obtaining of higher Educational
"qualifications or getting a wider Experience is more importanf.

a. The Null Hypothesis. Ho : There is NO difference of import-

ance bet&een<obtainiﬁg
higher educational qualifi-
,cationsand.in‘getting wider '
experience.

Hy There is a difference.

b. Area of acceptance at the 5% level
4 degrees‘of freedom. | - :
A= {7(’/7@ < 9,49} C X (0,05) (k) = 9,49
c. The_evaluatipn. I v .

' OBSERVED . . EXPECTED ~ .

Edﬁéation | Experiencéy Education Experience

fO fO fe fe
Most importaﬁt 16 L7 63 31,5 31,5 63
Important L6 . 31 77 38,5 38,5 77
Unimportant 15 - 3 _’18 9 9. lé
Most Unimportant 1 | 2 3~ 1,5 ' 1,5 3
Undecided 5 0 5 2,5 2,5 5

83 83 166 83 | 83 >7166

1

2 {7,63+1,u6+u+0,17+2,5} - 2.15,76

X =5 (Fefe) ™
- -

e

]

31,52
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d. | Comparison and Conclusion.

A7 //? ?/O/:{///:/;os

j{z data (31;52) lies in the area of rejection. We reject
the Null Hypothesis (HO) and conclude that,.,at the 95% level of
confidences there is a significant_differencé in importance

between obtéining highér Educational qualification and getting

wider Experience.
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I. INTRODUCTION

1.1, Terms of Reference

1.2,

o 1.2.1

The aim of this validation study was threefold:-

To validate the findings of the first study.

To determine if there was a different definition of

a successful career from the one given previously, -

and if so what the implications were,

To determine the order of priority of ten job

satisfaction variables which were particularly

relevant to aircrew careers.

Methodology

APopulatlon For the purposes of thls valldatlon '

'study, the populatlon is represented by all the

officer aircrew at present on Air Force Base
Ysterplaat. .The population size of 111 aircrew
members includes all ranks from 2/Lieutenant to

Colonel and all ages from 19 years "‘to the retire-

ment .agé of 60 years.

The Sample. All aircrew at A.F.B. Ysterplaat were

numbered. A random seleetionpof 25 numbers was
drawn and 25 respondents identified: this was the

sample.

Sampling Technique. The Officer-in-charge of

flying was briefed on the contents of the question-

naire. Twenty five questionnaires were given for

S R Y,
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_handing.out to the 25 respondents.‘ Twenty-three

completed questionnaires were collected two weeks

later : 2 respondents had during this time left

bYsterplaat and did not return their questionnaires.

This was, never-the-less a 92%vresponse._'

Method of Analysis. The questionnaire -~ found in

Annexure l-was designed to test the aims given in
the first‘paragfapho . The guestionnaire is
separately analysed in Section 3. The form

followed in the analysis is as follows:—

a. A detailed analysis is made of each question.
b. The results of the analysis are compared with

the previous study in order to determine

’ whethefvthey confirm'or'reject:theipreviepé qﬁ“-

findings.

c. Statistical testing was considered necessary

in order to determine the validity of a relation-

ship between two variables - in the event the
'previous finding was rejected (see Question 7).

The conclusions, in the form of confirmation ox

‘rejection, reached in the analysis are given in

Section 2 - Summary of Results and Conclusions.

B =3
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2. SUMMARY OF RESULTS AND CONCLUSIONS

2.1, Sample Characteristics

2.1.1 Sample Size. The sample size of 23 respondents was

randomly selected from the 111 Aircrew members at

Air Force Station Ysterplaat.

a. 22 were pilots; 1 was a navigator.
" b. (i) Average age: X = 29,65 years;
Standard Deviation: @ = 7,42 years;

Co-efficient of Variation: CV = 25%.

(ii) Pirst survey: Average age: X = 28,11 years;

Standard Deviation: & = 7,5 years;
Co—-efficient of
Variation: . CV = 26,7%.
v"'(iii) In order to detefmihe?ﬁhéthef-théseffwo
average ages différ significantly or not
we applied a one way‘Analysis of Variation
(ANOVA MODEL I) (1) which is widely
htiiizeé in behavioural research and
checkéd this result with an épplication
of a t-test. The‘method of analysis
qullowed was éne described by_YA—LUN CHOU (2).
See Annexure 2 for detaiied workings.
The results were:-

(a) ANOVA MODEL I:

F _ Msc _ 42,92
1,104 = ¥SE = 2572, 51

= 0,017
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& P(Fp 104 < 3,98) = 0,05 i.e. at the
95% level of confidence there ié no

~significant difference between the ages.

(b) t=tes
| t = A; - A / A& = 1.2 -0,68
104 7 1 2/ o 1,76 ~ P

At the 0,05 level t = -1,99 > -0,68  _

Thus at the 95% level of confidence

the f-test confirms that there is no
significant difference in ages. It is
thus concluded that the second.survey.

is a representative sample of thé first.

(c) 87% réspondents werétmafribﬁlgﬁéd;ahd

.13% had bachelor's degrees.

(a) Average of 8,8 years flying exXperience;
Standard deviation 7,2 years.

(e) Average of 4,9 years operational

experience; standard deviation 5,4 years.

(f) six squadfons, a Flying Conversion
Unit and the Air Navigation School

were involved.

2.2, Summary of Results. 1In each case the abbreviated question-
naire — question will be stated first, followed by a summary of

the results obtained.
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2.2.1 Question 1: "What is your definition of a successful

career?"
Consensus of 23 replies: "A successful career is one

wherein you attain your personal aims
and goals in a manner which brings you

happiness and satisfaction in your work."

2.2.2 Question 2:  "Would you as an active aircrew member,
consider the rank of Colonel and the-
post of Unit/Base commander as a fitting

-climax to:—

a, A successful career? (39% - yes)
b. A fair career? (56% -~ yes) -
c. An unsuccessful career?h(h% -~ yes)

VE'Z,Z.B 'Question_g: "If you could retire at 50 years of age -
instead of 60 years, would you consider
starting a second or non-Air Force

career?" . (61% - yes; .39% - No)

"Tf yes: Do you find the idea:

a. An exciting opportunity to ldok_
. forward to?" : (57% -~ yes)
b. A prospect to be accepted with
equanimi ty? (36% - yes)
c. | A necessafy evil not to bé contem—

plated before itt's time?"

(7% - yes)
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2.2.4 Question 4: rSupposing your promotion were dependent

on your position on a "merit list",
_ which ﬁas based on régular asséssments,
would.you_consider this:-
a. A fairer method than the old
' seniority one? | |
or. b,  No better than the.old method?"

83% ~ yes to a.; 13% - yes to b,

2.2.5 Question 5: "........promotion prospects are primarily

dependent on the existence of wvacancies
in rank. Vacancies can be created by

laying down maximum periods and ages in

- ranks. Which course of action would

“you support?t:

78% chose maximum periods in ranks;

and 22% chose maximum ages in ranks.

2.2.6 Question 6: "Listed below are 5 elements of a career

plan. Please compare each of the elements
with dne of the others in such a way

that all the elements are éompared with
each'othef." The results were as follows:—

Regular Assessment:

100% considered it to be more important
than Age
87% considered it to be more important

than Yéars of Service

73% considered it to be more important

than Wider Experience
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70% considered it to be more important

than Higher Education.

Wider Experience:

94% considered it to be more important

than Age R

68% considered it to be more important

than Years of Service. -

35% considered it to be more important

than Higher Education,

Higher Education:
95% considered it to be more important
than Age

58% considered it to be more important

than Years of Service.

Years of Service:

74% considered it to be more important

than Age.

2.2.7 Question 7: "Hdw~important to you are the'following

Jjob satisfaction_variables in carrying
out your Jjob?"

The results are presented in rank order -~ table below:

Variable ' ' . Order

Worth while work

Adequate Pay and Allowances

Achievement

Advancement and Self Improvement

Challenging Job -

Allowed Responsibility

Able to contribute

Given Recognition .
- Having Authority and Independence

People in Work Environment

=
O\ O~ O\t WD

Table 2.1 A Rank Order Comparison of 10 Job Satlsfactlon
Variables.
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2f2.8 Question 8: “Rate your Air Porce Career in terms of

.Satisféction/DkEatisfaction derived from

14

it.oooooooo.a.

Completely Satisfied 1

Very Satisfied : 7 .
Satisfied 11| 19(83%) -
Dissatisfied = .

Fairly Dissatisfied ' -

Very Dissatisfied ‘ 0 '
Completely Dissatisfied o .

2.3 Summary of Conclusions.

This is a summary of cohclusions reached on analysing the

results of this Validation Survey.

2.3.1 The Carecer

The respondents! definition of a successful career indicated
%he.neediqf fﬁifiliiné théif own personal,éspiratiohs in a.
sétiéfactoryﬁmanner. Tt underscores the fact that aircrew
shduld be consulted,on whaf kind of career they wish to foilow,
by Air Porce personnel managers whén career pians are drawn up.
There is a great requirement for matching the needs of fhe
ihdividual with those of the‘Air Force. Moreover'thé responsible
counselling of aircrew in this matter of choosing an acceptable
career can best be given by an officer, who ﬁot only knéWs Air
Force requirements, but who is aléo‘trained in the role of counsel-

- ling.

The individual, however, also needs to contribute to the
effective management of his career by becoming "pro-active and
an effective diagnostician." That is, he should "be able to

identify the problem,'operate with a maximum of self insight,
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build up a repertory of possible responses and know how to select

thé appropriate response", SCHEIN (3).

2.3.2 Implications of an early retirement.

Retirement of active aircrew at age 60 years is considered
too old. The rank of Colonel io command of an Air Base is
acceptable at a yoﬁnger retirement age. A second or non Air
Force career appears feasible providingﬁaircrew are.prepared

. for this eventuality before leaving the Service.

2.3.3 Promotion Prospeots. ‘ '

The selection of méximum pefiods in ranks, as a method of
‘increasing promotioh prospects, were confirmed. Advancement
should be the result of regular assessmentsbdetermining aircrew
positions oh a "merit promotion list" from which promotees are

selected.

2.3.4 Career Planning Elements.

The same rank order as in the fifst sﬁrvey was selected:

1. Being assessed‘regularlyo

2. Getoing os %ide an expefience as possible.,
3. Obtaining higher educational qualificationé.
L. Years of service at which you are promoted.
5. Age at‘which you are promoted.

2.3.5. Job Satisfaction.

The ten (10) job satisfaction variables were rated as
follows in order of importance.
1. Worthwhile work!

2. Pay and Allowances; Achievement.
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Challenging Job; Advancement.and Self Impro&ement;
Allowed Responsibility.

Able to Contribute.

Given Recognition.

Having Authority and Indepéndence.

People in work environment.

These variables should be considered when formal career

plans for aircrew are designed and developed. Aircrew stated

they were satisfied with their career progress so far. They

would be even more satisfied if the proposals of this study

were implemented! (Sic)

2.h. References.f
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3. ANALYSIS OF RESULTS

3. THE ANALYSTS.

This section evaluates the questions posed and the additional

information collected during the validation. study.

+

3.1. The Population.

The population of officer aircrew (pilots and navigatbrs)
athif Force Base'Ysterplaat, in 1979, was as follows:-

a. PBlement: Officer Aircrew: 111

Colonels : 1
Commandants : 8
Majors : 19
Captains : - 33
Lieutenants : 26
2/Lieutenants : 24

- b. Sampling Unit: Officer Aircrew: 23 (randomly selected)

Commandants S e
" Majors ’ :

Captains

Lieutenants

2/Lieutenants

NCNC RS E

C. Exfent. The whole population of aircrew at Ysterplaat
.frpm Z/Lieut. to Colonel. The sampling
Unit was also from 2/Lieut but to Commandant.
d. Time. All ages.

e. Relative Frequency Distributions,

Relative frequency = Fi/n where:

F = absolute frequency
n = total observation
i =1, 2, 3ciceeea.n.

The following tables are given to illustrate

the proportions of the wvarious ranks in
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“total and éample‘populations.

~Population: A.F.B. Ysterplaat. Sampling Unit:- A.F.B. Ysterplaat

Rank ' Frequency ' Relative % Frequency Relative %
,Fi Frequency Fi Frequency
Fi/n Fi/n
Colonel 1 0,009 1% - - -
Commandants 8 0,072 7% 2 0,087 9%
Majors ' 19 0,171 17% L 0,174 17%
Captains 33 0,297 30% 5 0,217 229
Lieutenants 26 0,234 - 23% 6 0,261 26%
2/Lieutenants 24 0,217 22% 6 0,261 26%
n=111 1,000 100% } n=23 1,000 - 100%
Table_Sal:A " Relative Frequencf Distribution of ranké"ihj§3='
.AOF.B. Ysterplaat.

It can be seen that the proportion of officers in the

various ranks at A.F.B. Ysterplaat and the random sample taken

at A.F.B. Ysterplaat are acceptably close to each other..

3.2. The Sample.

The sample size was 23 respondents, randomly selected from

the list of names of aircrew at A.F.B. Ysterplaat.

3.2.1 ~Characteristics.

3.2.1.1 Composition.

3.2.1.2 Age. The ages varied 21 years to Lh.

There were 22 pilots and 1 navigator.



395

Age : No of Respondents  Interval  Cumulative
(2) (b) (a) x (b) (e)
21 | | 2 b2 ' L2
22 | 2 | LL ' 86
23 . 1 23 109
o | 1 | 2y 133
25 | , b | 100 233
26 _ | 1 . 26 259
27 1 27 286 Middle value =
2%<EE;Mbde‘:_' 1 28 314 §§g = 341
Median
BN 2 62 376
VI . 2 | 68 AN
35 - 2 70 51k
36 o ! - 36 550
oo s
T I o w 637
L5 _ - 1 Ly ., 682
n = 23 682
Table 3.2: The Age Characteristics of Respondent;
Mean = ég% = 29,65 yeafs = X
Median = 28 + Q&%§§;&_3 = 28 + %%fj = 29,31 years

]

Mean - 3(Mean-Median) = 29,65 - 3(29,65-29,31)

28,63 years

Mode

il

YULE & KENDALL (1)
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Standard Diviation: ¢& — 1 E (xi ~ X) = 7,42 years
’ n-1
' i=1
‘Coefficient of Variation: CV = O = 7,42 = 0,25 or 25%
'}_( 29’65 ‘

i.e. the Std. Dev. is 25% of its Mean.

3.2.1.3 Educational Qualification:

20 were matriculated and 3 had Bachelor'!s degrees.

3.2.1.4 Flying Experience:

Experience in Years No. Respondents Total Cumulative

(2) (b) (a)x(v) (c)
1l year 3 3 3
3 years 3 9 12
4 years 1 4 16
5 years y 20 36
6 years 1 6 42
8 years 1 -8 50
9 years 2 18 68
10 years 1 10 78
12 years 1 12 90
13 years 2 26 116
16 years. 1 16 132
22 years 1 22 154
24 years - 1 24 178
25 years 1 25 203
‘ 23 /203
Table 3.3. Flying Experience of respondents.
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Mean: X = 8,8 years.
Standard Deviation: O = 7,2 years.

Coefficient of Variation: =
: X

= 0,817 i.e. O is 81,7%

3.2.1.5 QOperational Experience.

ExperienceAih No. Respondents Total Cumulative

Years . (b) (a)x(b) (c)

(2) |

1 year 9 9 . 9

2 years 3 6 15

3 years 2 6 21

L4 years 1 L v25

5 years 2 10 35

7 years 1 7 L2

11 years 1 11 53

.:12.years' 2 24 T

14 years 1 14 91

21 years 1 21 112

23 112

3.

&

Table 3.4 Operafional Experience of respondents.

Mean: X = 4,87 years.

Standard Deviation: T = 5,45 years

Coefficient of Variation:

»1Q

2.1.6 Units involved

a. 7 Squadron 6 pilots

b. 16 Squadron - 5 pilots

1,12 i.e.O is

112% of X

1t
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c. 22 Squadron 2 pilots
d. 25.Squadron _ . 2 pilots
e. 27 Squadron | 5 pilots
f. 35 Squadron 1 pilot
g. 88 A.D.F‘S; ' 1 pilot
h. 'Air'Nav, Schodl 1 navigator
Total 23 Aircrew ;

3.2.1.7 Appointménts.

a. Officers Commanding : 2

b,  Chief Instructor : 1
c. Flight Commander T
d. Adjutants . : 4
e. Training Officers : 2

. f. Pilots | i 13
Total 23

3.3 The Questionnaire,

3.3.1 Question 1.

It is important to ascertain which concept of a successful
career is most prevalent in order to elaborate under which

conditions such a definition would be organisationally appropriate.

Furthermore,knowing this definition will help understanding
of the various intentions and underlying motives encountered in
career behaviour. So-the question posed was: "What is your

definition of a Successful Career?"
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A synthesis of the 23 answers given led to the following:~
"A successful career is one wherein you attain your personal
aims and goals in a manner which brings you happiness and

satisfaction in your work.,"

The definition should make it cleaf to fhetAir Force that
Aircrew are feeling the need of personnglly ma@aging their
careers. It does imply,-however; that the ihdividual aircrew
member should "become proactive and an effective diagnostician -
able to identify the problem, opefate with.a maximum bf self
insight,lbuild up a repértory of possible responses, and know
how to select the appropriate respohse" SCHEIN (2). The
requirement-of.matching the needs of the aircrew with those of
the Air Force is underlined once more. Airqrew should seek - .
responsible‘careervcounselliﬁg from officers‘wﬁd‘potfonly.know “
the Aif Férce réduirements but Who aré also ffaihed in fhe role

of counselling.

3.3.2 Question 2.

The next question asked was to elicit the findings of the
previous survey: "Would you as an active aircrew member,
consider the rank of Colonel and the post of Unit/Base commander

as a fitting climax to: a successful, fair or unsuccessful career?"

39% said this was a successful career,
56% said this was a fair career, and

4% said this was an unsuccessful career.

The majority said this kind of career was fair which

partially confirmed the first survey's finding. The reason for
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this was probably due to the respondents ﬁsing éheir definitioné
of a successful career as a basis for their decision. In the
first survey a successful career was définea for them and then

- the questions posed. In this questionnaire, the réspondents
first stated their definition of a successful. career before
.answering the quéstion. From the respondents! definition it

is clear that their personal aspirations and.needs are foremost -
whilst previously they were probably subjeétéd tovtﬁe organisa-—
vtiohal views on what constituted a successful fank and position

in the Air Force. How much more senior a rank than Colonel

and higher position than a Unit or Air Base commander is expected-

for a successful career may require further investigation.

3.3.3 Question 3.

Previously the retirementvage of 50 years fof activé'_
aircrew memﬁers ﬁas'positiveiy suppofted. | The implicatibﬁévdf
such early retirement could, however, have serious consequences
on an aircrew's lifestyle: if he was nat prepared for such an

eventuality. So the questioh posed was:

"If you could retire at 50 years of age instead of. 60
years of age, would you consider starting.a second or

Non—-Air Force career?"
61% said yes; 39% said no.

Those who answered "yes" were further asked whether they -

would find the idea of the new careerﬁ

a. "An exciting opportunity to look forward to?" - 57% - yes:

3
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or b. "A prospect to be accepted with equanimity?" - 36% - yes.
or c. "A necessary evil not to be contemplated before its
/4 :
timeT - 7% - yes,

Farly retirement is still popular and aircrew look forward
to starting another career. This intention implies an Air
Force responsibility to make such a transition a happy and
profitable one for.both-parties. .'Such‘a responsibility has . ..+
‘already been admitted by the authorities in the case of Medium»
Service.airérew who retire.after 20 years service: ",..... On
retirement he will be too old to bégin a new career elsewhere..,..
places the State ﬁnder a still greatefvmoral ébligation‘to
Justifiably compensate'him for the possible‘career and sélary—
expectafions which he mﬁst give up in order to devote the best
- »pért.of.ﬁis productive ﬁork—life to amdangerous and short career ..
'in the interest of State Security" (3). A similar attitude
should be adopted if early retirement for all active aircrew is
accepted; It implies, furthermore, that aircrew members should
be prepared for their second éareers (if thié is pbssible) and
be.comﬁensated for ioés in eérnings by increasing their pay and
allowances (thus also increasing their retirement benefits!).
SCHEIN7(1978) says that "it is obvious that the incentives and
'constraints which can be created by government through éupport
of research, scholarship programs, dissemination of information
about occupations, and so on, can influence to a considerable

degree entry into a (second) career",‘(h).

3.3.4 Question 4.

Because "merit promotion" based on regular appraisals was
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highly supported in the first survey, the question asked ﬁow
was .to confirm the acceptability of such a decision by fﬁrther
asking: ",..... would'you.considér this:~
a. "A‘fairer method than the old seniority one?"
or b. "No better than the oid method?"
83% said it was 4 fairer method and 13% §aid it was
no better than the old one."k
This validates the préviousifindihg wherev87,9% aircrew

agreed that such merit rating marks should be used to complete

~a list of merit for promotion.

3.3;5 Question 5._

In the Air Force promotion‘prOSpects ére primarily dependent
on vacahcies inlrénks.. "Vacancies are dependent on establishment
strengths.  If maximum period.of occupation of a rank'or*age“in;fg
a rank is laid dowﬁ - incumbents will be fequired to retire sooﬁer -

it - will create vacancies. Respondents were asked:

"Which course of action would you support:-

a. Maximum periods in ranks?,

or b. Maximum ages in ranks?"

78% chose maximum periods in ranks and 22% maximum

age in ranks.

This_not only confirms the previous survey's findings'but
also those of the study made.by Major Geﬁeral Cc. J. Jaﬁbert
(Confidential Report: No. HSP/C/502/2 over HS?/llO/B/Z‘of 2 Sep 75).
{5) | |
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3.3.6 Questibn 6.

The relative importance of five career planning elements:
~age at whiéh promoted; years of service completed before promotion;
widerexperience; higher education; and regular aSsessment.had

to be détermined. This was done by comparing eaéh élement with‘

one of the others so that all the elements were compared with

each other.  The results were as follows:
AGE
a. 100% said that Regular Assessment is more important than

Age at promotion,
b. 95% said that Higher Education is more important thén
Age at promotion.
c; - 949 said that Wider Experience is more important than
_ Agé at promotion.
d; .v7h% ‘ééid that Yeéré'of'Séfvice:ié'mofe importapt than

Age at promotion.

YEARS OF SERVICE

a. 87% said that Regulaf Assessmentvis more important_than
_ Years of Service.
b. 68% said that Wider Experience is more importanf than
Years of Service.
c. 58% said that Higher Education is more important than

Years of Service.

WIDER EXPERIENCE
a. 73% said that Regular Assessment is more important than
Wider Experience.

b. 35% said that Higher Education is more imporfant than
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' Wider Experience.

" HIGHER EDUCATION

70% said that Regular Assessment is more important than

Higher Education.

When these responses were summed up we found that the five

elements were rated in an order of merit as follows:~

1. Being Assessed Regularly - 330 pts
2. . Getting Wider Experience - 197 pts

3. Obtaining Higher Educational

qualifications : _ - 153 pts
L, Years of Service at which promoted - 74 pts
5. Age at which promoted - 0

.Thié'fully Validated the findingsvof the first SUrVéy;*

3.3.7 Question 7.

Respondents were asked to rate the undermentioned ten (10)
job satisfaction variables which are particularly relevant to
- Air Force aircrew members. (The table below gives a summary

of weighted responses in order of merit using the Likert—scale).
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WEIGHTED

VARTABLES MOST FAIRLY AVERAGE MOST

IMPORTANT IMPORTANT IMPORTANT UNIMPORTANT UNIMPORTANT TOTALS
WEIGHTS 5 A 3 2 1
Worthwhile 20 x 5 3 xh o o ' o ‘
Work = 100 = 12 112
Adequate 18 x 5 4L x 4 1x3 o 0o
Pay” and = 20 : = 16 . = 3 109
Allowances ) '
“Achievement 16 x 5 7 xh 0o . 0o i ¢

= 80 = 28 ' - 108
Advancement 1 x5 - 8 x 4 ‘1 x 3 0 0
and Self = 70 ) = 32 : = 3 105
TImprovement .
Challenging 13x 5 9 x L 1 x93 o 0
Job = 65 = 36 = 3 104
Allowed 13 x 5 9 x4 1x3 (o} (]
Responsibility = 65 = 36 = 3 104
Able to 12 x 5 9 x 4 2x3 0 ' . 0
Contribute = 60 = 36 = 6 102
Given 10 x 5 6 x I 7 x3 o -0
Recognition = 50 = 24 : = 21 : 95
Having Autho-. 7 x § ‘9x 4 - 5%3 S 1x2 1x - '
rity and = 35 . =136 = 15 = 2 = 1 89
Independence
People in work 4 x 5 1% x4 2x 3 3 x 0
Environment = 20 = 56 ) = 6 = % : 88

Tablée 4.5.- A Rank Ordeeromparison of 10 Job Satisfaction

Variables.

The 6rder of importance of these variables appears signifi-
cant.when fhéy are related to the respohdent's definition of a
successful-career, then it is clear that.those variables fhat
contribute materially towards‘the atfainment of personal aims
and goéls do in fact raté~higher than others which do‘not do»so.
Doing"worthwhile work'by airérew is understandable - the attrac-
tion, adventurevéﬁd excitement of flying remains their motiva—

tional force throughout their careers. However, "achievement"
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is normally closely related to this and the fact-that "adequate

pay and allowances" are considered more important necessitated

a further test of the validity of such a placing:-

ATM,

To establish Whefher "Adequate Pay and Allowances" or

"Achievement™ is more: important.

’The Null Hypothesis: H ‘There is No difference of

a,
o
importance between these two
variables
Hl There is a difference.
b. Using the X? statistic at the 5% level we found the area
of fejection of our hypothesis:- o 7
Degrees of freedom (r-1).(c-1) = (5-1).(2-1) =54 ..
Ti.e. {xz/y(z '\<9,49} 1 table (0,05)(4) = 9,49.
¢. The Evaluation.
Calculating the Expected frequencies (fe)
OBSERVED : fo
Pay & Allces Achievement
Most Important _ 18 16 .34
Fairly Important L 7 11
Average Important 1 .0 1
Unimportant 0] 0
Most Unimportant 0] 0 0
23 23 L6
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Pay & Allces Achievement

Most Important: 3%333 = 17 Q%ggg = 17

Fairly Important:'-l-%ggg = 5,5 ;%égg = 5,5

Average Important:’%ﬁ%g = 0,5 %ggg = 0,5

EXPECTED | fé

Pay & Alldes Achievement
| kbst Important 17 17 34
Fairly Important 5,5 5,5 11
Average Important 0;5 0,5 -1
{Unimportant 0 0 0
Most Unimportant 0 o) 0
23 23 - | b6

. S =

(18 - 17)2 (& - 5,5)2, (1 -0,5)7% ., ¢

2 10
_ - 2
’X = Z (fo fe)
_ iﬁl o
e

I

17

+ (16 - 17)2

5,5

(7 - 5,5)2

0,5

(0 - 0,5)?

+
17 '

+
5,5

0,5

+ O + O.

0,59 + 0,41 + 0,5 + 0,59 + 0,41 + 0,5
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d. Comparison and Conclusion.

Rejection area: &X = 0,05

- m s e I
S 3,49 '

W+
o~

2 .
7(_—data lay in the area of acceptance. We, therefore, accepted

the Nul Hypothesis (Ho) and concluded that, at the 95% level of
confidence, no difference in importance existed between the
~ variables "Pay and Allowance" and vAchievement". Thus these

two variables were considered equally important.

e, General Conclusion.

We conclude that the Air Force should give consideration to
the undermentioned job satisfaction variables when Career Plans

are being drawn up for Aircrew.

Priority Job Satisfaction Variable
1 ' Ensure that the work given is worthwhile doing.
2 : Ensure that Pay and AlloWanceSare adequate

and acknowledge achievement by aircrew.

3 .Ensure that work offers a challenge; that
opportunities exist for advancement and self
improvement; and fhat aifcrew are allbwed
responsibilities fér'their actions.

L, v Able to contribute



3.3.8 Question 8

As a natural follow-on from the last question the respondents

409

Give recognition for good work done.
Ensure that there is adequate authority and

independence delegated to aircrew over people

in the work environment.

The choice that "people in the work environmenf"
was less important than the other variables,
once again underscored the individual effort;
involved in aircrew Jjobs: pilots and navigators
are almost entirely dependent on their own
skilis and expertise in executing their flying

tasks!

° were asked to rate their Air Force careers,ih-fermsadf%satisfabtiqn['}

dissatisfaction derived from them by choosing one of the terms

below, which most aptly described their feeling.  They replied

as follows:-

_

Completely Satisfieq :
Very Satisfied s 7

: 19
Satisfied : 11
Dissatisfied : L
Fairly, Very and Completely Dissatisfied : O

We concluded that 83% of the respondents had satisfactory

(or better) careers.,

This also confirmed the first survey's

findings that aircrew's career progress has been satisfactory

so far.
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4. CONCLUSIONS

4. CONCLUSIONS
On analysing the results of the Validatibn survey certain
logical conclusions were reached by comparing the answers given

with those of the first survey.

4.1, The Career.

‘The 23 definitions of a successful career were analysed and

the results were as follows:

a. Ten (10) considered job satisfaciton to be the most
importént variable for a succeséful céreer"
b. Five (5) considered'happinéss to be the most important
variable for a successful career.
.c. 3 Eight_(8) gbnsidéred achieving oneﬁé own personal
|  aim$Aahd_éoais‘to be the most imbértaht Vafiab1e fo£.

a successful career,.

It was thus concluded that the respondents'! definition of a

successful career could be summed up as follows:

"A successful career is one wherein you attain your personal
aims and goals in a manner which brings you happiness and

satisfaction in your work."

L,2. Implications of an Early Retirement.

The majority of respondents (56%) indicated that retirihg at.
the rank of Colonel and occupying a position of Unit/Base Commander
(Q2) ;g;éia fair career, whilst 39% said that sﬁéh a career
would be a successful one. A situation like this could,

consequently be considered as.acceptable to most aircrew.
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Our first survey's fihding is thus supperted. In the next
.question (QB),>61% said they would consider st;;£ing_a second
or non~Air Force career; 57% of thesevindicated that this would
be an exciting opportunity to leok forward toob' We concluded
that active aircrew cpnsidered the presenf retiring age of 60
years too old; that the rank of Colonel in Command o6f an Air
Base was acceptable at a lower retirement.age; and that é
second or non-Air Force career held an attractive challenge
for them provided preparation for this event was initiated
before leaving the Service. Based on the above cohclusions,
it Was felt that no further investigation intd what rank and
positioh eonstitutes a successful ¢areer Would‘be justified.

The one postulated is viable;

4.3 .Promotion Prospects.

83% indicated fhat they considered theif positions for
promotion on a "merit list" (QU4) were. a fairer (more juet)
measure than the one indicated on the old seniority_list.
Prospects are also enhanced by increasing the-vacanciesAfor
promotion; 78% of the respondents chose maximum pe;iods in
ranks (QS) so that a greater turnover in personnel and hence
more promotion chances could be generated. It is concluded
that these findings confirmed the first survey's as well as

those of Major General C.. J. Joubert's committee in 1975.

4.4, Career Planning Elements.

The analysis of Q5 on which element was the most important
resulted in the following:-

1. .Being assessed regularly.
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2. Getting as wide an experience as possible.
3. Obtaining higher educational qualifications;
4;7 - Years of service at which you are promoted.
5. v Agé at which ybu afe promoted;

This finding fully validated the first survey's finding.

M.S,t Job Satisfaction;
| . In the first survey the overall majority of aircrew (96,4%)
affirmed that theif‘work was crucial to their satisfaction and
- to the development of their personalities. This survey (Q7)
set out to have ten reievant job satisfantion variables rated
so as to indicate thair relative importanne in formally.struc—
~tured career planning. The results were gratifying:
Ordér'of importance: 1. Worthwhile,work;
“ 2. Pay-and Allowanées; Achietement-
3. Challenging job; Advanéement and
Selvampfovement; and allowed
responsibility.
, 4 Able to contribute.
5. iGiven recognition;
6. Having authority and independence ;

’

. People in work environment.

83% indicated in QS that they were satisfied to completely
satisfied with their Air Force careers. This.agrees with the
first Survey'svfinding (Ql) where 90% indicated that their
progress had been satisfactory so far! In an intérview with

the officer in charge of flying at A.F.B. Ysterplaat this
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question was'brought up. The answer given was that thé respondents
were "wary" ' of saying that their progress has not been satisfactory
so far and that they wére not satisfied with their careers. It
appears that the& mistrusted the anqnfmity of the guestionnaires.
Whatever the real reason; the subsequent answefsvto both qﬁestion—;
naires émply‘ demonstrated that their progress‘had not been as |
satisfactory as it could have been had the principles pfoposed -
in this study‘been applied; In the event that the respondents
were correct in their.answers then one could conciudé that they

would have been even more satisfied with their career progress, ,

if the proposals contained in this study had been implemented.

L.6 General Conclusion.

The validation study has beén successful. The findings of
the first survey have been validated. Meaningful career plan-

ning could now be proceeded with in the areas indicated by the

study:~
| Sa. | The drawing up of a career development programme;
5} Designing a counselliné guide on the applicatioh of
ithe programme ;
c. - Refining an appraisal éystem on the "mérit list lines";
d. Using a model for predicting promotion vacancies (or

personnel flows).
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ANNEXURE 1 TO APPENDIX G

SOUTH AFRICAN A TR FORCE

A CAREER PLANNING VALIDATION QUESTIONNAIRE

Introduction

A Career Planning Questionnaire has already been.
completed. The responses have been analysed.
The major conclusions derived from the investi-
gation are now presented for validation in this
second questionnaire. ' '

Aim of the Questionnaire

To validate (confirm) the findings of the first
" study. .

Respondents

The fespondénts chosen to answer this question-
naire have been selected at random from the people
who answered the first questionnaire, :

Instructions

Where boxes / / are provided, please answer the
question by putting a tick./ in the relevant box.

Read the questions carefully before answering..
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BACKGROUND INFORMATION

pILot: [/ _/ or | ~ NAVIGATOR: [ /
DATE OF BIRTH? N Day:.‘v....‘.....Monthst.........Year:.......

ACADEMIC QUALIFICATIONS?

Matriculation or Standard 10 - [f _7 )
Bachelor's Degree: Zf _7
Master's or Higher Degree: - [- _7 |

"DATE WINGS RECEIVED? Day:.......;.oMonth:.....o.{..Year:--.-...

DATE OPERATIONALLY QUALIFIED? Day;..;...Month:.....Year:........

NAM:E) OF YOUR PRESENT UNIT? ......o'.o-000..-..0.‘...........000.0'.0

YOUR POSITION IN YOUR UNIT? ...........................;...,.....

WHAT ISYO[]R C.[IRRENT RANK? R R R R R R R N N W A S S A R W

- COMMENTS :
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THE QUESTIONNATIRE

What is your definition of .a successful Career?.

Would you, as an active Air—crew member, consider the rank
of Colonel and the post of Unit/Base commander a fitting
climax to:

a. A successful career? v " Yes / / No [/ _J
or b. A fair career? - Yes / /] No [/ _/
or | c. An unsuccessful career? - Yes / /] No / T

If you could retire at 50 yeafs of age instead of 60 years

. of age, would you consider starting a second or non-— Air

Force career?
Yes [/ _/
No A__7

If yes. Do you find the idea of a new career:-
a. An exciting opportunity to look forward to?
Yes [/ No [/
b. A prospect to be accepted with equanimity?
o Yes /] No [ T
c. A nécessary evil not to be contemplated before

its time? — : R
Yes / / No [/ _/

' Supposing your promotion were dependent on your position on a

"merit list", which was based on regular assessments, would
you consider this: :
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a, A fairer method than the old seniority

‘ Yes_L~_7 or No / /

b. ~No better than the o0ld method
Yes /7 or No / _/

Your promotion prospects are primarily dependent on

the existance of vacancies in rank. Vacancies can be
created by laying down maximum periods and ages in ranks.
Which course of action would you support:-—

a, Maximum periods in ranks?

Yes [f;7 or No A_;7

b..  Maximum ages in ranks?
' Yes / / or Wo / _/
Listed below are five (5) elements of a career plan.
Please compare each of the elements with one of the

others in such a way that all the elements are compared
with each other, Thus: -

element 1 is compared with 2

" 1 "o no.3
A i " " L
n 1w o w5
element 2 is oompared with 3
" P " nooon
n on o on n 5
Element 3 " . " LI %
" 3" "o " 5
Element 4 v " " 5

Example: If you consider element l'(Age at which you
are promoted) to be more important than
element 2 (number of years of service you
complete before promotion), then circle the

2
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No. Element : Comparison Table
1. : Age at which you 1 1l 1 1
- are promoted : 2 3 L 5

2. Years of Service you 2 2 2
complete before 3 L 5
promotion

3. Getting as wide an 3 3
Experience as possible L 5

L, - Getting higher Educational L
qualifications 5

5. Being Assessed regularly

on your work performance

How important to you are the following Jjob satisfaction
variables in carrying out your job? Indicate your decision
. by marking a ./ in the appropriate box.

H =R H T H g - az
2 0 20 8 4 S B o
0w o R g o, B [N
O o o H o KU g g o
H B H o) o]
o <. 3 o 4]
O o] O 0. H K
5 53 ‘J‘ 1y
ot o :
o} s}
ct ct

Hav1ng Authority and , [f_7 4_47' L__7 L 7 Zf;7
Independence , . i

Achlevement | ' Z—;7 _ 17;7  £__7 Zf;7 Zf;7
' Challenging Job | [ 7 LT [T LT [T
Allowed Responsibility L7 L7 /7 [ 7 [T |
Worthwhile. work | | [_7 L7 L7 7 [T |
Able to contribute | _Z;_7 Z__Z L__7 L__7 1_47.



- Advancement and Self
Improvement

Given Recognition

People in Work
environment

Adequate Pay and
Allowances
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Rate your Air Force career in terms of satisfaction/dissatis-
faction derived from it by choosing one of the terms below which

you believe most aptly descrlbes your feelings.

the appropriate box.

Completeiy
| Satisfied

Dissatisfied

Very
Satisfied

Fairly

‘Dissatisfied

Completely
Dissatisfied

End of validation questionnaire.

Satisfied

Very

iDissatisfi

ed

Place a / over
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ANNEXURE 2 TO APPENDIX G

STATISTICAL TESTS

1. Calculation 1

Aim: To establish whether there is a significant difference

in the average ages of aircrew in the first and second

survey;-
a. Hypotheses: Ho - There is no significant difference
between the two ages
 Hl -~ There is a difference
b. Level of significance:. & = 0,05
ol Test statistic: Fl Toh = MSC ‘Mean Square.CdUmulsamples
‘ e MSE  Mean Square for Error
' o . i . K _ .
d. Decision rule: Since P‘Fl,loh:>3’98) = 0,05, H_ will
be rejected at the 5% level'if the
observed F is greater than 3,98.
e. Computations:
1lst Survey _ : 2nd'Survey
i:Al = 2333 years  E:A2 = 682‘years
.z Al = 315873 2: A2v— 37468
Average Ages: '
» K, = 28,11 : A, = 29,31
ni = 83 aircrew n, = 23 aircrew

Z ZAi = 2333 + 682 = 3015

+ n, = 83 + 23 = 106 = N
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Basic calculations:
(1) -{ZiZAi)}z/N = (3015)%2/106 = 85756,84
(ii) Z(£A%) = 315873 + 37468 = 353341

(iii) T (52 4,)%/n, = (2333)%, (682)% _ g5799,76
S i=1 _ 83 23 .

Sum of équanx;Calculations

Sum of Squares(Between) ssCc : (iii) - (i): 85799,76 -
85756,84 = 42,92

Sum of-Squares(Within) SSE : (ii) -~ (iii){ 353341 - 85799,76
(Error) '

= ..267541,24

SST : (ii) - (i): 353341 — 85756,84

Sum of Squares(Totél)

267584,16

Degrees of Freedom |

»df(Between) A k-1=2 —Vl =1
df(within) N - k =.1o6 - 2 = 104
.df(Total) N ~-1= 106 - 1 = 105

ANOVA SUMMARY

Source of Variation SS df MS F.ratio
Between Ssc: 42,92 1 h292/1=42,92 " 0,017 .
Within  SSE: 267541,24 104  267541,24/104
(Experimental Error) o = 2572,51

. Total ~ SST n-1 -
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MSC 42,92 .
P Jey 74
1,104 = MSE 2572, 51 0,017
) d 1 ,05
/steéﬁdn area
o017 t 2 . . S 348 4
f°.. Decision: Since the computed value is less than

3,98, H  is accepted at the 5% level of
significance: there is no significant.
difference in age at the 95% level of

confidence.

t-test check

“1st Survey - I . 2nd Survey

nl = 83 ' n2 = 23

Kl = 28,11 ' : Kz = 29,31

s? = 56,25 . - 82 = 55,06

Level of signi'fi‘cé.nce: dé 0,05

Test Statistic : tap = (Al - Az)/ & distributed
t . - o = 104
s

Decision Rule: With O =,05 for a two sided test:

Accept: - 1,99 g tiokL £ 1,99
Reject: t1047<: - 1,99

> 1,99



4ok

- o ~ > - —
S, = J/(Nl 1) s? + (N, - 1) s2 _ J/82.56,25 + 22.55,06
nyp 4, -2 ' " 83 + 23 -2
N 104 . _..104 -

"= 7948

Estlmate of Standard Error of the difference between two means'

A - 857 23
o L2 - 718 = 7,48 = 7, 48/0 0555
| non, 83.23 1909

7,1"8-0,236 = 1,76

Il

S tion s 41~ A, _ 28,11 - 29,31 _ 1,2 _ _ . o

03

1,76 - 1,76

At the 5% level the value of t =«1,99

" Qur computed value'(-0,68) is less than this (—1,99),
Thus the t-test confirms that there is no significant

difference in ages. :
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