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Advertising expenditures for military recrui-’—‘
ting have increased from $6.7 million in fiscal

yvear 1970 to $96.1 million in fiscal year
1974, | @

The purposes of military advertising, in addi-
tion to obtaining recruits, are to improve the
people’s attitudes toward the military and
improve the images of the services.

This report shows that few recruits can be
traced to advertising and that the attitudes
toward and images of the military have not
changed greatly for better or for worse.
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To the President of the Senate and the
Speaker of the House of Representatives

We reviewed the military services' recruiting
activities for the all-volunteer force. This report

discusses the services' advertising programs.

In addition, GAO has prepared three other reports:
(1) "An Assessment of All-Volunteer Force Recruits," (2)
"Improving the Effectiveness and Efficiency of Recruiting,'
and (3) "Overview of Military Recruiting Activities."
These reports are being issued under separate covers.

We have made our study pursuant to the Budget and
Accounting Act, 1921 (31 U.S.C. 53), and the Accounting
and Auditing Act of 1950 (31 U.S.C. 67).

We are sending copies of this report to the Director,
Office of Management and Budget; the Secretary of Defense;
and the Secretaries of the Army, Navy, and Air Force.

Tuc., A, ke

Comptroller General
of the United States
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COMPTROLLER GENERAL'S ADVERTISING FOR
REPORT TO THE CONGRESS MILITARY RECRUITING:
HOW EFFECTIVE IS IT?

DIGESTI

To support the military services' intensifiea
recruiting efforts for the all-volunteer
force, expenditures for advertising increased
over the past 4 years from about $7 million
annually to $96.1 million.

Several factors have influenced the services'
recruiting success advertising increased,
recruiting forces were expanded and improved,
salaries were raised, and bonuses were added.
Questions of whether less advertising would
produce less recruits and whether a different
approach might produce more for less were un-
answered. The total number of potential re-
cruits was not expanded, although the adver-
tising campaigns were greatly expandea from
1976 through 1974,

programs they may be only competing with

each other for the same potential recruit.
GAO's review found considerable evidence of
uncontrolled, duplicative, or inconsistent
practices that offer considerable potential
for reducing cost and increasing advertising
programs' effectiveness. (See pp. 12 to 22.)

When the services conduct large advertisini:]

Each of the services have been left on its-:]
own as to how the money should be spent.
Research has shown that the things that at-
tract youth are common in all services;
i.e., pay, educational benefits, training
opportunities, travel, and the advertising

. of the services, with occasional exceptions,
of a particular service as perceived by
young people appears to be the single most
influential factor in their enlistment de-
cision., (See p. 41.)

he report
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An analysis of studies done for and by the
services and the Office of the Secretary of
Defense showed that attitudes toward the
military had changed little in a 4-year
period. (See p. 32.)

Although no one really knows how much free
time is being received, most people agree
that paid radio and TV will cost the serv-
ices a large part of the free time now be-
ing received. (See p. 10.)

Recruiting research for the all-volunteer
force has lacked central direction and
control. Much research done was duplica-
tive while, at the same time, needed re-
search was not being accomplished.

The Joint Advertising Directors of Re-
search appeared to have recognized this
problem early in 1974. Their recommenda-
tions went largely unheeded, until re-
cently when the Office of the Secretary
of Defense recognized the problem and be
gan actions to make improvements. (See
p. 32.)

GAQ's recommendations to the Secretary of
Defense include the following:

--Defense and the four services should under-
take research programs that have potential
for greatly improving the advertising pro-
gram.,

--The Department of Defense should identify //ﬁ\
additional research that is common to the
entire recruiting effort.

--Some mechanism should be established
so that research performed by the serv-
ices in common areas is not duplica-
tive and is made available to those have
use for it. 1

--The services and Defense should begin \
to experiment with various advertising
approaches such as: (1) Defense mili-
tary service advertising, (2) four \
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service advertising, and (3) controlled
test advertising to determine the ef-
fect of various media such as direct
mail and magazine advertising.

--Before pursuing any type of paid broad-
cast advertising, the services should
determine how much public service an-
nouncement time is now being obtained,
how effective this media is, and how
much of this time could be lost if the
services went to paid broadcasting.

--Defense should examine the policy of usin
all response type media, especially the
more costly popup cards considering the
number of leads that can be traced to en-
listments.

GAO also found that all advertising costs
relating to the overall military recruiting
compaign are not fully disclosed and re-
ported by the services consistently. With-
out such information, program managers are
not in a position to carry out their re-
sponsibilities in formulating effective
plans and meking sound decisions. (See

p. 57.)

The Assistant Secretary for Manpower and
Reserve Affairs issues instructions and
guidelines to the services for reporting
advertising costs that will be helpful to
management.

Defense agreed with most of GAO's recom-
mendations. It stated that it had begun
efforts to improve Defense's ability to
measure advertising effectiveness which
included controlled experimentation in the
enlistment market.

In addition, a consolidated market research
program has been developed to improve DOD"s
market and advertising research capability
and eliminate market research redundancy
within the Department.

The Congress reduced Defenses' military ad-

vertising budget request for fiscal year 1976
by about 35 percent.

Tear Sheet iii






CHAPTER 1

INTRODUCTION

To promote the military during the draft the Army,
Navy, Air Force, and Marine Corps employved advertising
agencies and used posters, pamphlets, give-away items,
public service advertising on television and radio, and free
space in newspapers, magazines, and outdoor billboards. Due
to the draft, a large advertising campaign was not necessary
and expenditures were relatively low. The advertising
agency's primary role was to advise the services and design
the materials for their campaign.

In 1969 the President announced his intention to shift
from the draft to an all-volunteer force (AVF). The
Congress, the Department of Defense (DOD), and independent
organizations and individuals conducted many studies on ways
to attract young men and women into an AVF. These studies
recommended changes such as increasing military personnel
pay and allowances to comparable civilian levels, author-
izing various enlistment bonuses, recruiting more women, and
reducing irritants associated with military life. One of
these studies was the Presidentially created Gates Commis-
sion Report on the All-Volunteer Armed Force.

This report recommended that the services expand their
advertising campaigns to promote changes in the military
environment and improve the military image in the civilian
population. The Gates Commission report estimated that an
additional $10 to $20 million would be enough to effectively
promote the attractions of Army life and to prevent wide-
spread ignorance of changes that were occurring. The study
indicated smaller increases would be needed in the other
services' ad budgets to meet the challenge of an AVF.

In 1971, resulting from (1) the President's determina-
tion to end the draft and establish an AVF and (2) the Gates
Commission Report, the Army was the first service to use paid
media. The initial campaign was a 3-month experiment using
primarily radio and TV media. This $10.6 million experiment
successfully created awareness of the Army and increased
traffic in the recruiting stations. However, because of
congressional criticism the Army discontinued paid radio
and television advertising and instead used paid print
media, mostly magazines, to promote the Army's message.

The Army continued to use radio and television on a public
service time basis as it had in the past.



In March, April, and May of 1971, the Air Force missed
its non-prior service recruiting goals for the first time
in several years. Air Force officials attributed this to
reduced draft pressure and began developing an advertising
campaign to replace the lost awareness of the Air Force.
The Air Porce started using paid print advertising in late
fiscal year 1971.

The Navy was the next service to use paid advertising,
the reasons being the President's plans to end the draft
and shortfalling in late fiscal year 1972. Navy officials
also stated that the Army and Air Force, their largest
competitors, were using paid advertising and were cornering
the market. Officials felt that if they did not initiate
a paid advertising campaign immediately, they would fall
far behind in getting qualified individuals.

The Marine Corps was the last of the four services to
enter paid advertising in late fiscal year 1974. Official
reasons cited were they were shortfalling; the 55 percent
minimum high-school graduate limitation imposed by Congress;
recruiters lack of salesmanship skills; and the inability
to compete with the Army, Navy, and Air Force advertising
campaigns on their present budget. At the beginning of
the major campaigns the services relied on advertising agen-
cies to develop the advertising campaigns and promotion
strategies.

The media used in advertising the AVF has remained the
same except for expansion and the majority of newspaper,
magazine, and outdoor advertising has become paid advertis-
ing rather than free. The services, except for limited
tests, have not used paid radio and TV advertising. All
advertising on these mediums is free public service time
with the only cost to the services being producing the
films or tapes.

The main objectives of military advertising are (1)
create awareness of the military as a career, (2) improve
attitudes of youth and their influencers toward the military,
(3) identify specific individuals who would be interested
in a military career, and (4) maintain or improve the pro-
spective service image. Parameters of these objectives
include among other things (1) the target market--those to
whom the advertising would be addressed, (2) the reach--
the number or percentage of the target market that would be
exposed to the advertising, (3) the frequency--the number
of times the message would need to be advertised to be
effective, and (4) the advertising vehicle best suited to
convey the message.



In September 1974 the services advertising directors
formed the Joint Advertising Directors of Recruiting (JADOR)
which, until the spring of 1975 provided the principal
central direction to the ad programs. Since the spring of
1975 DOD has had more input to the services ad campaigns.
The JADOR charter showed that the military services' adver-
tising goal for fiscal year 1974 was awareness, public
acceptance, and prospect traffic. According to the charter
a mutual understanding in striving to meet the services
recrulting goals had become ever more important. The spe-
cific purposes of JADOR follow.

1. Exchanging management and advertising ideas to
achieve recruiting goals. Informal agendas and
proceedings were to be planned with this ob-
jective in mind.

2. Identifying courses of action in marketing and
research which would be helpful to all services
in recruiting active force and reserve components.

3. Cooperating in media and marketing studies, such
as the Broadcast Advertisers Report, Incorporated
(BAR) , for mutual benefit of all services.

4. Developing selective programs for public service
time on radio and television without infringing
on the individual service's proprietary informa-
tion.

5. Broadening the recruiting base in fiscal year 1974
and subsequent years through interservice adver-
tising.

6. Reviewing contracts and other related areas and
procedures for further improvement of fiscal
management.

7. Reviewing local advertising resource applications
for optimum effectiveness and reach.

The goal of the JADOR charter was to maintain a channel
of communications between the services' advertising head-
quarters and discuss problems in sustaining an adequate
supply of quality volunteers.

The following is a schedule of the active duty military
advertising budgets for fiscal year 1970-76 supplied to us
by DOD and the services.



Schedule 0f Advertising Budgets
Fiscal Years 1970-76

DOD
Fiscal market Navy Marines Total
year research Army (note a) (note a) Air Force DOD
(millions of dollars)

1970 - 2.6 1.5 .9 1.7 6.7
1971 - 18.6 1.5 1.0 1.4 22.5
1972 - 22.4 7.1 4.0 7.1 40.4
1973 - 26.7 23.0 6.7 12.7 68.8
1974 2.4  38.3 26.8 DPi1.9 16.8 96.1
1975 7.0 43.1 29.8 €7.2 15.0 102.1
1976 7.0  45.8 25.8  13.8 13.2  9304.0

We have reviewed various aspects of the military serv-
ices' recruiting efforts concerning AVF. Also, Senators
James Abourezk and George McGovern asked us to look into cer-
tain recruiting improprieties. Because of the review's com-
plexity, four reports were prepared: (1) "Overview of Mili-
tary Recruiting Activities," (2) "An Assessment of All-
Volunteer Force Recruits,”" (3) "Improving the Effectiveness
and Efficiency of Recruiting," and (4) this advertising re-
port which discusses the services' ad programs' effectiveness
and possible efficiencies.

o aBudgets for the Navy and Marine Corps include funds for
the Regular, Retention, and Reserves.

Includes $6.6 million which was reprogramed at the end

of FY 1974 to purchase the Marine Corps initial paid ad-
vertising for FY 1975.

Crotal amount of advertising which appeared in FY 1975;
$10.5 budgeted for FY 1975, $1.3 reprogramed Reserves
FY 1974, and $5.3 reprogramed Regular.

The Congress reduced DOD's military advertising budget reque
for fiscal year 1976 to $67 million or about 35 percent.
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CHAPTER 2

THE MILITARY'S USE OF MEDIA FOR ADVERTISING

The advertising media's objectives are to (1) create
awareness, (2) inform potential recruits and influencers of
opportunities, and (3) generate leads through response ad-
vertising techniques. During fiscal year 1974 the four
services were using public service announcements (PSA) on
radio and TV, magazines, direct mail, billboards, and news-
papers as media to influence potential recruits into AVF.
Additionally, the services allocated funds to the recruiting
commands to distribute to the district commands and recruit-
ing stations for use at the local level. The Marine Corps
informed us that its only involvement in paid-print media
for fiscal year 1974 consisted of $727,000 of scholastic
magazine advertising only. The authority for the Marines to
advertise in the paid-print arena was received on May 21,
1974. Actual funds were not provided until June 25, 1974.
This meant that $5.3 million regular dollars and $1.3 million
reserve dollars, reflected in the fiscal year 1974 budget,
actually purchased most of the first half of fiscal year 1975
paid advertising.

The services gave us the costs breakdown of the various
advertising media, as shown on the following page. Because
of inconsistencies in the way the services budget and ac-
count for costs, as discussed more fully in chapter 7, the
$59.5 million only approximates the total costs. The $59.5
million is about 62 percent of the reported advertising
cost of $96.1 million for the fiscal year.

As discussed in the subsequent chapters, we believe the
present system ineffectively measures the contribution of
advertising to the success of AVF. This is clearly evident
in the way the media money has been spent.

Great differences of opinion exist as to what works and
what doesn't. Also there is considerable duplication in the
ad messages, and actions are being taken that could do more
harm than good.

Congress reduced DOD's military advertising budget re-
guest for fiscal year 1976 by about 35 percent.

PSA AND PAID BROADCASTING

The use of TV and radio for military advertising has
bgen limited to free PSA, provided by the stations in recog-
nition of their public service responsibilities. The only
costs to the services for PSA has been for production materi-
als estimated to be $3.8 million in fiscal year 1974.

5
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During fiscal year 1974 there were about 8,000 radio
and 1,000 TV stations authorized to broadcast in the United
States. The services had a contract with BAR to measure and
monitor the value of PSA being received from the TV stations.
BAR reported that the services obtained about $5.6 million
of PSA TV tir. in fiscal year 1974.

The BAR report, however, monitors and measures an-
nouncements aired by only about 260 TV stations which serve
the top 75 U.S. TV market areas. No measurement was being
made of the other TV stations or the 8,000 radio stations.
The services estimated value of PSA received varied widely.
The Air Force estimated it received about $13 million PSA
radio and TV time. The Navy estimated about $5 million and
the Army and Marine Corps did not provide the information.

The Army conducted one paid TV and radio test from
March to May 1971 costing $10.6 million. This represented
the first large investment in paid advertising by any
service. Reports on the results were mixed. According to
Army studies, the broadcasts improved traffic at the re-
cruiting station, but, according to the Committee on Armed
Services, House of Representatives report in May 1972, no
evidence of a large increase in enlistments results from
the paid advertising program to justify the costs. The
Army started a second paid radio test in 17 major markets
on May 1, 1975. DOD officials stated that all the services
planned an extensive test of paid radio which started in
September 1975.

Opinions as to the potential loss in PSA time is also
mixed. Knowledgeable officials .in the advertising industry
said that if the services go to paid broadcasting, 60 to 90
percent of PSA broadcast time would be lost. The Committee
on Armed Services, House of Representatives, in a Special
Subcommittee Report on Recruiting and Retention of Military
Personnel, reported in May 1972:

" % * * The paid advertising program created an in-
equity for those stations which had provided free
time for recruitment advertising. As a result of
this inequity, a number of radio and television
stations indicated in writing that they would
cease all transmission of public service military
recruiting advertising. There is no estimate as
to how many additional stations might reduce
their public service broadcasting of Army recruit-
ing ads if paid advertising were reinstituted."



However, in a test made for DOD, radio and TV executives
were quoted as saying that they did not believe PSA time
would be lost.

Measuring and monitoring

Interviews with advertising officials, recruiters, and
military advertising personnel indicated that the broadcast
media's recognition of public service responsibility and the
quality and frequency of airing time depends largely on
broadcast station officials' awareness of the need and im-
portance of achieving an AVF at minimum costs. The re-
cruiters and the ad agencies' district representatives are
responsible for obtaining PSA time. The recruiters generally
deal with the smaller stations while the district representa-
tives deal with the larger metropolitan stations.

During the latter part of fiscal year 1973 the Navy
contracted with BAR on behalf of all the services, on a
shared-~cost basis, to monitor public service spot announce-
ments on the TV media, and to submit monthly reports, re-~
ferred to as the BAR report. The contract provided for
monitoring and measuring of announcements aired by only about
260 TV stations which serve the top 75 U.S. TV market areas.
The table on the following page is a summary of monthly BAR
reports for fiscal year 1974 showing the number and dollar
value of spot announcements and the time of day when aired.

The BAR reports deal only with spot announcements, aired
by 260 of the 1,000 TV stations and does not include radio
programs such as talk shows, recruiter interviews, and 30-
minute TV programs similar to the National Football League
pre~game highlight programs which are also aired on public
service time. According to recruiters, advertising personnel,
and research studies the smaller and more rural radio and
TV stations are fairly cooperative in donating such spots,
but the larger and more metropolitan stations are more
reluctant because their spots are expensive and in heavy
demand. Therefore, the amount and value of public service
time provided the services by TV and radio stations could
be much more than the BAR reports indicate.

We asked the services to estimate the total value of
their free TV and radioc announcements. The Air Force esti-
mated that the total value of the PSA time to them was about
$13 million for fiscal year 1974 as compared to the $1.8
million shown in the BAR report. The Navy estimated about
$5 million. The Army and Marine Corps would not estimate
the value of their PSA.



Army

Air Force
Navy
Marines

Total

Value
of
time.
(million)

$1.5

1.8

Estimated Spot Announcements (Free) Provided

the Services by the Top 75 U.S. TV

Markets During FY 1974

Percent Number
of value of spot Time period of spots
by announce- 6:00 AM 5:00 PM 7:30 PM 11:00 PM After
service ments 5:00 PM 7:30 PM 11:00 PM 11:30 PM 11:30 PM
27 15,281 57% 15% 8% 1% 19%
32 14,774 55 15 11 2 17
25 13,454 52 16 10 1 21
16 7,476 58 17 9 1l 20
100 55% 15% 10% 1% 19¢%

50,985



According to ad agency officials the basic complaint
regarding the PSA broadcasts is they are not aired on prime
time. Also there is a loss of control when materials are
released to the broadcast stations.

Effectiveness of PSA

Intermediate level managers said that PSA effectiveness
is difficult to assess at the local level because no system
for measuring its effectiveness exists. However, most man-
agers who commented felt, based on informal feedback from
recruiters, that PSA was effective. Of 26 managers comment-
ing, 16 said PSA was effective, 3 said it was not, and 7
said they had no basis for assessing the effectiveness.
Also, of 149 recruiters commenting on PSA's effectiveness,
94 (63 percent) said it was effective in their area.

It may be possible to determine, through random sampling
techniques and questionnaires, how often and at what time
announcements are being aired. As far as we know, this
technique has not been tried.

Tests of Paid Broadcasting

The Army conducted a special paid TV and radio broad-
cast from March 1 through May 31, 1971. This was to deter-
mine the effectiveness of paid broadcasting because the Army
felt that the advertising provided by PSA and other media
would not be adequate to meet their recruiting objectives if
and when the Nation went to an AVF.

The Stanford Research Institute (SRI) was engaged to
evaluate the effectiveness of the Army's special paid broad-
cast-media test program.

SRI, in its report dated December 1971, summarized
its findings and conclusions.

"To summarize the Institute's major findings and con-
clusions, the Spring 1971 Army's paid broadcast-media
recruitment advertising (1) was very effective in in-
creasing awareness of Army advertising among young male
Americans without prior military service, (2) was effec-
tive in motivating some of these young men to the action
represented by making personal inguiry about Army serv-
ice for themselves, (3) was accompanied by increases

in levels of Army enlistments beyond those that past
enlistment trends would indicate, and (4) was accompanied
by more pronounced increases in levels of Army enlist-
ments in the geographic section of the United States
where the advertising was most intensified.”
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Concerning the Army's test, the Committee on Armed Serv-
ices, House of Representatives, in a Special Subcommittee
Report on Recruiting and Retention of Military Personnel,
reported in May 1972:

" * % * The Army experiment. The Army expended some
$10.6 million between March 1 and May 30, 1971 on an
experimental paid prime time television and radio ad-
vertising campaign, a departure from past military
recruiting advertising practices.

"It is conceded that public service recruiting
advertising often missed the age group at which it was
aimed. Due to the loss of advertising revenue, stations
rarely aired military recruitment commercials as a pub-
lic service during prime time. However, we found no
evidence of a sufficient increase in enlistments as a
result of the paid advertising program to justify the
costs involved."

As a result of the complaints made, the fiscal year 1972
DOD appropriation bill barred using funds for paid advertis-
ing in the broadcast media. Although this provision applied
only to fiscal year 1972 funds, DOD continued the policy of
expending no funds for paid broadcast advertising until May
1975. During discussions with DOD and service officials in
April and May 1975 we were told that the Army had started
a test of paid radio on May 1, 1975, at an estimated cost of
$600,000. We were also told that all the services plan to
conduct an extensive test of paid radio in September 1975.

Of all the services, the Army wants to go to paid broad-
casting the most. The services' advertising people feel
that the Army is the only service whose Burrent budget is
adequate to support paid broadcasting. An Army advertising
agency official stated that paid broadcasting in the adver-
tising programs would make their advertising program more
effective without changing the budget.

The Army's fiscal year 1974 advertising budget included
$16.7 million for paid media. According to Army ad agency
officials, a budget of $16 to $20 million for paid media
would only produce an average advertising job depending on
the objectives and product. The officials stated that if the
Army went to paid broadcasting they would recommend using 40
percent of the media budget, or about $7 million, to purchase
broadcast time (75 percent TV, and 25 percent radio). The
$7 million to purchase paid broadcast time would come from
eliminating outdoor advertising and reducing about 25 percent
of the direct mail program.

11



According to advertising officials of the Air Force,
Navy, and Marines these services do not have the flexibility
to implement an effective paid broadcasting program because
of their present budget. Both the military and their adver-
tising personnel for all the services, except the Army,
stated that generally the PSA time they are presently
getting is adequate, and they would prefer not going to
paid broadcasting.

The advertising officials stated that if the services
go to paid broadcasting, 60 to 90 percent of their PSA broad-
cast time would be lost. The Media Director of the Air
Force's advertising agency stated that, if the services go
to paid broadcasting, the Air Force alone would lose $12
million annually in PSA time.

COMMISSIONABLE MEDIA

The military services use several types of advertising
for which their advertising agencies receive commissions for
placing the advertisements. These commissions are contrac-
tually agreed upon by the individual services and their re-
spective ad agencies. During fiscal year 1974, the services
used commissionable media primarily in the form of magazines,
billboards, and newspapers. In the following section, maga-
zine advertising is discussed in depth. Billboards and
newspapers, which are tied into the advertising campaign at
the local level, are covered in general in the local
advertising section starting on p. 21.

Magazines

During fiscal year 1974 the four services spent about
$18.6 million placing ads in about 160 magazines, periodicals,
and journals. The $18.6 million is approximately 31 percent
of all the media costs and does not include the agencies
production or design costs for the ads.

The military services were using magazine media to reach
the general 17- to 24-year-old target market, special inter-
est groups, such as doctors and influencers of the 17-24 year
olds. The selection of magazines varied from a special
interest type periodical, such as American Journal of
Nursing, to a general interest type, like Readers' Digest.

The Army's magazine campaign was directed at both the
17- to 24-year-old readers and their influencers. The Army's
campaign was the most costly of the services, and the Army was
advertising in more magazines and more frequently than any
other service. The Marine Corps' campaign, because of limited

12



funds, was generally attempting to reach the 17- to 24-year-
old readers. The Air Force's and Navy's campaigns were
attempting to reach the 17- to 24-year-old readers and their
influencers but not in as many magazines and not as fre-
quently as the Army.

The ad agencies and the services, to justify the selec-
tion of the magazines and the frequency of the ads, were
monitoring the number of leads generated by an ad and a cost
per lead. They were also making advertising awareness stu-
dies. There was no evidence that traffic at the recruiting
stations increased or that images of the services were im-
proved by magazine advertising. In addition, although the
services were spending 31 percent of their media dollars on
magazines, research indicated that magazines may not be the
most effective media. It appears that the overall extent
of each service's magazine campaign depended on the
available funds.

The results of the Gilbert Youth Research, Inc., study,
"Attitudes of Youth Toward Military Service in the All-Vol-
unteer Force - Results from National Surveys Conducted Be-
tween May 1971 and November 1973" indicated that the youth
ranked magazines third behind TV and posters as a recruiting
information source. As the chart on the following page taken
from the study shows, there has been a gradual decline in
most advertising media as a source of recruiting information.
It also shows that television, apparently PSA time, was the
best source of information.

Of 32 nationwide publications, 5 were selected in which
at least 3 services advertised during the year. Our review
of the five magazines showed that all the services were gen-
erally advertising job and training opportunities and the
benefits of military life. The differences in the ads were
in the specific image of the particular service and the ad
theme. Also, the one time that the services did a joint ad
in a magazine, it appeared to be successful on a cost per
response basis.

Number of ads and content

*

Generally, the military services have used magazine'
advertisements to reach two markets, the potential recruits
(17 to 24 years old) and their influencers. In this regard,
the services and their ad agencies were concerned with the
reach and frequency of their advertising. Reach is the per-
centage of the target market that will be exposed to or
reached by a particular magazine ad campaign. Frequency is
the number of times an individual will be exposed to the
advertising during a given time frame.

13



PERCENT OF YOUTH REPORTING EXPOSURE TO ALTERNATIVE
SOURCES OF RECRUITING INFORMATION

100 p~
@ Television
B Posters
90 |~ ‘ Magazines/newspapers
O Radio
[ Literature (other than mail)
80 B
70
60 I~
=
2
]
g 60 |-
w
o
40 r—
30 M~
20 D I:ﬁ ﬂ\ﬂ'\D/]
10 -
. 1 | L | P

MAY 71 NOV 71 MAY 72 NOV 72 MAY 73 NOV 73

DATES OF SURVEY ADMINISTRATION

The service's advertising agency along with the service
determines an appropriate reach and frequency based on past
experience and funds available. Specific magazine place-
ments are based on the demographics of their circulation
population, the money available for advertising, and on past
experience in selecting magazines for similar target markets.

During our review, we analyzed issues of five particu-

lar magazines (National Future Farmer, Ebony, Senior Scho-
lastic, New England Journal of Medicine, and Sports
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Illustrated) from the 32 nationwide publications in which at
least three services advertised during the year. We select-
ed these magazines primarily because they address various
segments of the target market: Ebony 1s directed primarily
toward the black population; Senior Scholastic to the high
school student; the New England Journal of Medicine is pub-
lished for the medical profession; Sports Illustrated is
directed toward the male adult, both prospective recruits
and influencers; and National Future Farmer for the agri-
cultural community.

~-The Air Force, Army, and Navy ran a total of 33 ad-
vertisements in the 12 issues of Ebony in fiscal year
1974. All of the the ads in this group were attempt-
ing to inform the reader of the various job and tech-
nical training opportunities available in each of the
services. Fringe benefits also played a major role
in the ads.

--Some of the ads were more specialized--directed to
those individuals interested in officer training or
particular career opportunities such as the Navy's
nuclear power program. But for the most part, the
ads were more general--assuring the reader that he
or she would learn a skill and be guaranteed a job
that would be beneficial to them even after they
leave the service.

--The Army, Navy, Air Force, and Marine Corps ran 31 ads
in the 6 issues of the bimonthly National Future Farm-
er in fiscal year 1974. All of the services, except
the Marine Corps, ran ads.like those that appeared in
Ebony. These ads mentioned the numerous job and
technical training opportunities, as well as the var-
ious fringe benefits. The opportunity to continue
education was usually included as one of the benefits.

-=-The Marine Corps ads were more concerned with the
Corps' image rather than job and training opportuni-
ties available.

The results of our review of the issues of Senior Scho-
lastic, New England Journal of Medicine, and Sports Illus-
trated were generally the same as for Ebony and National
Future Farmer.

The majority of ads we looked at were attempting to
inform the reader of numerous job and training opportunities
and fringe benefits. We did note that each service's image
and theme portrayed by the ads were different.
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The Navy ads usually had pictures of ships or something
else directly related to sea life. The theme in the Navy
ads generally related to seeing the world. The Air Force
ads most often depicted individuals working with or flying
aircraft. The theme related to being looked up to. The
Marine Corps ads were concerned with individual toughness
and courage and ads emphasized the quality of the recruits
with a major theme being "quality not quantity" of men. No
distinct image was portrayed by the Army ads. No one partic-
ular skill or group of related skills are directly associ-
ated with this particular service. The theme emphasized
joining others in the Army.

During fiscal years 1973 and 1974, three services, Army,
Navy, and Air Force, jointly ran ads for the Armed Forces
Health Professions Scholarship Program in numerous health
magazines. The ad described the opportunities and benefits
offered by the Armed Forces Health Care. An interested in-
dividual could send in the attached coupon, on which he or
she designated the field of medicine and service he/she was
interested in. This ad ran two times during each fiscal
year. The advertising agency for the Air Force which was in
charge of the ad, believed this ad campaign was successful.
During fiscal year 1973 the services received 4,545 re-
sponses, with an average cost per response of $28.69. The
first run of the ad in fiscal year 1974 produced 3,588 re-
sponses with a $30.83 per response cost. These costs com-
pare favorably to the cost per response reported by the Army
in Media Industry Newsletter.

Direct Mail

The four services spent about $6.1 million on direct-
mail campaigns in fiscal year 1974. The services generally
rent names and addresses of potential recruits from companies
specializing in renting mailing lists. Letters are sent to
potential recruits describing the benefits of a particular
service. Interested prospects return a preaddressed card to
the services' fulfillment house where the cards are screened
and questionable names are eliminated. The fulfillment house
then sends the requested information to the remaining pros-
pects and notifies the nearest recruiter so that he can
make direct personal contact with the prospect. Generally
the initial mailing is followed by a followup letter.

Military and ad agency officials said that although

direct mail is more expensive than other media, such as maga-
zines, it has certain unique advantages which makes it a
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valuable recruiting tool. It was explained that, psycholog-
ically, direct mail creates a positive attitude in the pro-
spective recruit because of its personal nature. Also, the
sender of direct mail has complete control over the format
and copy of the literature, timing of its release, and the
specific market group to whom it is directed. Moreover, an
individual receiving direct mail has fewer distractions
competing for his attention.

During our review, list rentals and direct-mail campaigns
were being handled separately by each service. Most of the
campaigns were to male high school seniors, medical and
legal personnel, and reserve officer training candidates.

The services reported that they mailed about 30 million let-
ters or booklets to potential recruits during fiscal year
1974 costing about $6.1 million.

Repetitive mailings

Generally, the four branches of the military services are
working independently of the others to contact and recruit
personnel into their branch of service. Since all the
branches are interested in the same three or four million
persons which direct-mail authorities have estimated to be
prospective recruits, it is unavoidable that people are
being contacted several times.

The table below shows the most important types of mail-

ing lists rented by the services in fiscal year 1974 and
the number of names rented.

Mailing List Army Air Force Navy Marines Total

Male High-School a
Seniors 2,992,220 1,071,000 2,439,914 2,136,267 8,639,401

ROTC 650,000 2409,000 604,733 495,024 2,158,757
Medical - 8450,000 - - 450,000

Law - - 6,655 45,000 51,655

311 Air Force data is for FY 1973-74 combined.

An executive of a direct-mail company stated that repet-
itive contacts occur to varying degrees in different market
categories and to the greatest extent when mailing to male
high school seniors.
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All four services consider the approximately 1.5 mil-
lion male high school seniors in the United States to be their
prime target market. As shown in the previous table, over
8.5 million pieces of direct mail were sent to male high
school seniors indicating that each student may have received
up to 6 or more letters from the military. These names were
rented by the services from three major suppliers. Officials
of advertising agencies and two major list suppliers stated
that lists of male high school seniors are 90 to 95 percent
duplicative and the services could not avoid renting some of
the same names for their separate direct mail programs. The
officials also stated that for the other lists the duplica-
tion was not as great but it did exist.

No evidence was found that the services or DOD had
attempted to determine what effect receiving five or six
mailings from the services had on the male high school sen-
iors. It is possible that receiving so many letters may
have an adverse effect on the student's image of and attitude
toward the military. In any event, repetitive mailings are
bound to lose their impact and become commonplace.

Unique features of direct mail

Advertising officials said that one of the most impor-
tant attributes of direct mail is its personal approach to
recruiting. We reviewed 28 sample letters representing all
types of letters used by the Army, Navy, Air Force, and
Marines to contact prospects and influencers. Our examina-
tion was to determine what the letters were emphasizing and
to what extent they appeared to present a personal approach.
Our analysis showed that:

~-The Army appeared to be strongly emphasizing the pay
scale. They were also stressing the opportunity to
travel; educational opportunities; job and skill
training; canoice of job; choice of location; and the
challenge, responsibility, and experience of the job
itself.

~~The Navy mailouts mentioned job training most often.
In addition, the literature stressed challenge, re-
sponsibility, experience of the job, educational
opportunities, the high calibre of personnel required,
and the many Jjob opportunities in the Navy.

--The Marine Corps literature stressed job training
more heavily than other benefits. Also mentioned
repeatedly were challenge, responsibility, expe-
rience of the jobs, educational opportunities, pay
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scale, high quality of Marine recruits, choice of

job, location and training, and the abili?y to use a
skill learned in the Marine Corps to obtain a civilian
job.

~-In its direct mail the Air Force appeared to emphasize
greatly educational opportunities. They also fre-
quently mentioned job and skill training; challenge;
rosponsibility; experience of the job; medical,
nousing, clothing, vacation, and other benefits; and
the many available job opportunities.

Most of the benefits and opportunities discussed above
were mentioned by all the services in the samples. A sum-
mary of the benefits and opportunities predominant in the
samples we reviewed is shown in the following table.

BENEFITS NUMBER OF TIMES MENTIONED
Army Navy Marines Ai1r Force Total
(8 letters) (7 letters) (5 letters) (8 letters) (28 letters)

Job/sk1ll training 18 25 11 3 57
Challenge, responsi-

bility, experience 15 19
Educational opportunities 19 12
Pay scale 26 7

47
46
42

Travel opportunities 21 6 33
High calibre personnel 2 12 23
Choice 18 3 29

ISRV, o SUV R BRIV
W W W W N oo

Job opportunit:ies 11 12 29
Medical, housing, clothing,

vacation and other benef:its 12
Use of skill as a caivilian

11
Guaranteed cholce contract 2
7
9
4

26
20
16
13
11

3

Delayed entry
Service to country
Plan for future

oW
O WU s
OO Wb

In reviewing the letters, we also noted two features
unique to each service--ad themes ("Join the People Who've
Joined the Army" - Army, "Be Someone Special"” - Navy, "One
of the Finest, One of the Best" - Marines "Look Up be Looked
Up To - Air Force") and occasional programs found only in
one branch of the service such as Nuclear Propulsion in the
Navy. Other than these two features, military direct-mail
letters generally appear to be repetitive, mentioning the
same benefits and opportunities offered by all military
services and repetitive of other ad media.

Because the services are aiming at most of the same mar-
ket segments and using similar benefits to persuade the
prospect to enlist, it appears feasible that DOD could
achieve the same results with a letter emphasizing the bene-
fits common to all services. The letter, while generally
stressing a military career's benefits, could also point
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out certain advantages unigue to each service so that indi-
vidual images would be maintained. To permit the potential
recruit to respond to the service that interests him, a
response card could be included which would be mailed directly
to the services for followup action.

To determine the potential savings of a DOD mailing, we
projected the mailing costs of the services for mailings to
male high school seniors in fiscal year 1974. All services
combined sent over 8.5 million items to male high school
seniors during the year. Advertising agency officials esti-
mated that the production cost for each item was between 8
and 15 cents and the rental fee for each name was about 2~1/2
cents. Using an average total cost of 14 cents for each
item mailed, the services mailings to male high school seniors
in fiscal year 1974 cost about $1.2 million. If DOD had
mailed two letters to every male high school senior about
3-million pieces of mail would have been sent with an esti-
mated total cost of about $420,000. Trying the suggested
method could save about $770,000 in mail outs to male high
school seniors. Additional savings are also possible in
other mail out programs depending on the degree of commonality
of the mailing lists.

During our review DOD was considering buying a consoli-
dated list of male high school seniors. Under this alterna-
tive, the three major list compilers of male high school
seniors would be asked to submit their lists to an indepen-
dent firm which would consolidate the lists and eliminate
duplicates. DOD would then pay the three compilers $160 per
thousand names on the consolidated list (details of the
transaction would be settled by DOD and the three companies).
The compilers provide monthly updates to the independent
firm maintaining the list.

As each service conducted a direct mail campaign they
would rent the list from the maintenance company at a rate
of $1.50 per thousand names and also pay DOD a portion of
the purchase price for each usage. DOD estimated that the
list would be used 12 times resulting in a total DOD cost to
the services of about $15 per thousand. 1In fiscal year 1974
however, the services sent letters to reach each male high
school senior only five or six times which is half the num-
ber of times expected by this alternative under consider-
ation by DOD. 1If the list was used 12 times, it would mean
that every male high school senior on the list would receive
12 letters from the military. It appears that if DOD adopts
this proposal, the increased costs of producing the addi-
tional literature would greatly reduce if not eliminate any
savings made possible by buying a consolidated list.
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Local advertising

The services were advertising on billboards, in local
newspapers, college and high school newspapers, annuals,
and at sports programs and community events.

The national advertising campaign funds the commis-
sionable media, such as the billboards and national news-
paper advertisements. The funding for the rest of the local
advertising is allocated by the recruiting commands to the
intermediate command levels for further allocation to the
services' recruiting stations. Recruiting commands and in-
termediate commands' awareness of how the funds are actually
spent by the recruiters varies between the services as well
as within the same service. The Army, at the district
recruiting command level, merely monitors the local ad place-
ment. The other three services required the recruiters to
obtain approval for their spending from the next command
level. Few recruiters were permitted to place ads solely on
their own, except when they were spending their own money
(i.e., Marine Corps recruiters paid for classified ads with
personal funds until May 1974 when the Corps began funding
newspaper advertising).

Almost all recruiters we interviewed felt that more ad-
vertising funds are needed at the local level. Most of them
were spending their own money, up to $25 a month, to supple-
ment local funds. The Army and Navy recruiters stated they
have the greatest need for more local advertising funds.

The average advertising expenditures by the Army recruiters
was $400, of which $100 was out-of-pocket expenditures.
This contrasts with Air Force spending, where recruiters
spent an average of $600 on advertising, all funded by the
service. The Marine Corps didn't find local advertising
funds necessary. An average of $30 was spent on local
advertising, all from the recruiters' personal funds.

Both the Air Force and the Army use local advertising
agencies to run local campaigns. The Marine Corps and the
Navy do not use local ad agencies but do have representatives
from the national ad agencies available for recruiters'
questions.

Our review showed that opinions as to the effectiveness
of local advertising differed. Advertising agency officials
felt local advertising funds provided by the recruiting com-
mands had little effect on getting recruits. Two firms
believed local funds were being spent haphazardly.
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An earlier charter for JADOR, dated September 20, 1973,
showed that one of its purposes was to review the local ad-
vertising resource applications for optimal effectiveness
and reach. The charter was amended in August 1974. One of
the group's functions under the current charter is to share
local advertising and marketing information to obtain max-
imum effectiveness and reach. DOD, the services, or their
ad agencies made no formal evaluation of the local program.

Incentive items

The services employed incentive items, or "giveway items"
as they are sometimes called, to aid the recruiters' efforts
to promote military service. These items are used to (1)
attract potential recruits into the recruiting station, (2)
serve as "icebreakers," a lead-in for conversation, and (3)
serve as a reminder after talking to the recruiter. The
services attempt to use items which potential recruits can
identify with and which are functional. Some examples of
incentive items are frisbees, ice scrapers, pens, watch
calendars, and T-shirts. Each item carries a message or
service slogan which serves as a reminder of that particu-
lar service when used.

At the national level, the services spent approximately
$8,266,000 on incentive items in fiscal vear 1974. The dol-
lar amounts ranged from the Marine Corps' $299,000 to
$3,789,000 for the Navy. Incentive items were also purchased
at the intermediate and local levels with local advertising
funds. Incentive items were also being purchased by the ad
agencies, unit of choice and station of choice units. A
record of the total cost of advertising funds spent on in-
centive items was not maintained by any of the services'
recruiting commands or at any other command level. In addi-
tion to these expenditures, funds were also spent for items
for influencers and others who helped promote the individual
service.

We interviewed several recruiters from each of the serv-
ices to determine their impressions of the incentive items.
From these interviews mixed feelings were found on the incen-
tive items' effectiveness. 1In general, the majority of the
responses of the recruiters were distributed among (1) in-
centives items are valuable (24 percent), (2) incentives
items have some value (31 percent), and (3) these items have
no value (33 percent) in enlisting an individual.

Army recruiters stated that several incentive items had

low appeai and therefore were ineffective, while others
appeared to be unsuitable for the target market. Advertising
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officials stated that while recruiters liked incentive items
their practical effect was nil.

We did not find any evidence where the services have
done research to evaluate the incentive items' effectiveness.
Officials of two services stated that it would be difficult
to measure the effectiveness of these items because to them
the whole concept of incentive items is intangible. Also,
it is hard to separate the effect of this particular
recruiting device from the effect of the total recruiting
program.

While we did not look into billboards as part of our
review we did not find any evidence that DOD, the services,
or their ad agencies had satisfactorily evaluated billboards'
effectiveness.

23



CHAPTER 3

POOR RECRUITING RESULTS FROM ADVERTISING LEADS

During our review the services were using various re-
sponse type advertising to obtain the names of potential
recruits. The advertisements contained coupons, tear-out
cards (popup cards), and telephone numbers for the potential
recruit to fill out or call. The services established com-
puterized systems to monitor and follow up these responses.

Essentially, the systems are designed to (1) collect
responses to advertising, (2) send the interested party
literature regarding the service, and (3) supply a recruiter
with the inquirer's name. The recruiter then contacts the
inquirer to try to obtain an enlistment. The organizations
which do this are called fulfillment houses.

We reviewed the fulfillment houses' operations to
determine how many advertising leads resulted in enlist-
ments. The military services received over 900,000 leads
during fiscal year 1974. Of the 550,000 people recruited
into the military service, only 39,000 can be traced to
people who sent in leads. Of the 39,000 leads that eventu-
ally entered the service, only about 20,000 actually entered
the service to whom they sent the lead. Except for the
Army, more people joined other services than the one to
which they sent the lead.

What this all seems to mean is that only a few people
who enter the services can be traced to advertising leads.
More than 500,000 of the 550,000 who enlisted in any service
never sent in a lead. It also means that advertising leads
are not a good source of recruits and not a good measure of
advertising effectiveness. Of the 900,000 leads only about
4 percent can be traced to any service and only about 2 per-
cent to the service to which they sent the lead.

The evidence also does not appear to support the Navy's
heavy investment in a toll-free telephone answering service.
The services enlisted only about 2,700 recruits that could
be directly traced to telephone leads, people who called up
and then did enlist. More than half of these are traceable
to the Air Force which has the cheapest system. The Navy,
whose system is 12 times as expensive as the Air Force's
and about 3 times anyone elses, does not show any appre-
ciable number of recruits from its system.
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THE SYSTEMS

Each service has a slightly different system to accu-
mulate responses to their advertising. They all have sub-
contractors to their advertising agencies, who accumulate
mailed responses, and start recruiter followup in motion.
Telephone responses for the Marine Corps, Alr Force, and
Army are handled by the same subcontractor which handles
mail responses. The Navy uses recruiters to staff its
telephone answering service. The Army, Marine Corps, Navy,
and Air Force systems started in July 1972, July 1973,
October 1973, and March 1974, respectively.

Each service screens the received response. This
screening is to review the data provided by the inquirer
and to categorize the inquirer by eligibility in terms of
age. The Navy, Army, and Marine Corps systems include fur-
ther screening to eliminate duplicative names, fictitious
names, and persons who have requested that their name be
removed from mailing lists. After screening, the people
who are not eliminated are sent a letter or literature
depending on their interest or eligibility. The Air Force
does not send literature to the inquirer. Their theory is
that selling should be done on a face-to-face basis.

Except for the Navy, the toll-free answering services
are adjuncts to fulfillment houses. These answering serv-
ices obtain enough information from the caller to furnish
the response to the fulfillment house for processing. The
Navy answering service is a separate military operation.
When the Navy telephone answering service considers a lead
worth pursuing, the local recruiting station is notified of
the lead by telephone and information on the lead is sent
to the fulfillment house. Navy personnel claim they can
have a local recruiter in touch with a telephone lead within
15 minutes.
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Costs of the services' fulfillment and telephone answer-
ing operations are as follows:

Fulfillment
(note a)
Service Period Cost
Army 7/ 1/73 - 6/30/74 Psa14,000
Navy 9/15/73 - 6/30/75 ®497,000
Marine Corps 1/ 1/73 - 6/30/74 P103,000
Air Force 7/ 1/73 - 6/30/74 €68,000
Telephone Answering
Service Period Cost
Army 12/15/73 - 6/30/74 s 62,000
Navy 7/ 1/73 - 6/30/74 ©350,000
Marine Corps 6/24/74 ~10/29/74 ~ P33,000
Air Force 7/ 1/73 - 6/30/74 ©27,000

e attempted to get cost data for fiscal year 1974 but the
data was not readily available.

bDoes not include applicable commissions of advertising
agencies who are the prime contractor.
c

No commissions of advertising agencies are applicable to
these amounts.

Leads resulting in recruits

From each of the services' fulfillment houses we ob-
tained a file of leads generated in fiscal year 1974. From
the U.S. Army Recruiting Command (USAREC) we obtained a file
of the transactions that occurred at the Armed Forces Exam-
ining and Entrance Station for the period July 1, 1973,
through September 30, 1974. The USAREC file contains
enlistments as well as other transactions.
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Tnitially we planned to match the advertising files and
the USAREC file by social security number (SSN); however,
the Navy and Marine Corps records on the advertising files
did not have S88Ns. Therefore, we created two matches, one
with records that have SSNs and one with records that do not
have SSNs. For those records that had no SSN we matched
last name, first initial, and zip code.

Match of social security number file

The USAREC file contained 551,243 enlistment records.
The advertising file contained 385,264 records. We compared
by SSN the advertising file to the USAREC file and found
21,095 leads which resulted in enlistments. The matches by
advertising house are as follows:

Matches
Service
leads Total (note a) Other

Worldwide Direct Marketing

(Army) 266,589 16,048 11,079 4,969
Dialogue Marketing (Air

Force) 118,675 5,047 2,103 2,844

Total 385,264 21,095 13,182 7,813

aEnlistment in the same service for which the lead was
cbtained.

We also found that only 1,592 of the 21,095 matches resulted

from telephone inquiries. All the 1,592 inquiries were from
the Air Force advertising house.

Match of name file

The USAREC and advertising name file were sorted into
name and zip code sequence. USAREC had 551,243 records rep-
resenting enlistments and the advertising file had 549,875
records.

We compared, by name and zip code, the advertising file

to the USAREC file and found 17,761 leads resulting in enlist-
ments. The matches by fulfillment house are as follows:
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Matches
Service
Leads Total (note a) Other

Worldwide Direct Marketing

(Army) 169,696 4,072 2,479 1,593
Dialogue Marketing (Air
Force) 23,722 653 247 406
LCS Industries (Navy) 281,674 8,601 3,644 4,957
Dart Industries (Marines) 74,843 4,435 1,343 3,092
Total 549,935 17,761 7,713 10,048

qgnlistment in the same service for which the lead was
obtained.

We found that telephone inquiries accounted for 1,271 of the
matches.

A breakdown by advertising house follows:

Worldwide Direct Marketing (Army) 2438

Dialogue Marketing (Air Force) 236

LCS Industries (Navy) 787
Total 1,271

There may be problems with using enlistments as a meas-
ure of advertising effectiveness. The Army's Director of
Advertising and Sales Promotion replied to a Media Industry
Newsletter, a business magazine newsletter, on December 10,
1974, that conversion rate and cost-per-enlistment data had
serious limitations. He wrote:

"A special problem presents itself in development
of 'conversion rates,' and a major deficiency in
completeness of the data tends to invalidate their
use for analytical purposes. The problem is that
persons filling out inquiry cards rarely use their
complete names, as those names will appear in
enlistment records. Only about a third of all
respondents include social security numbers. Many
do not give their correct address of record as it
will appear in the enlistment records. Because of
these facts computer matching of inquiries against

28



enlistment data substantially understates the
record of conversion."

The Army official also stated that:

"Since many of the magazines on the schedule were
chosen for the long range purpose of changing the
Army image in middle and upper income homes into
a 'success story' and not the 'home for the dis-
advantaged' or 'employer of last resort'--the
'influencer' advertising--* * *the same effi-
ciencies in drawing large number of responses

and immediate enlistments were not expected, and
they have not, in general, materialized."

In their newsletter dated December 20, 1974, Media
Industry Newsletter stated that:

"One can grant that the cost-per-enlistment figure
is 'substantially' understated. But surely, with
the sophisticated statistical techniques that are
available, and indeed used daily in the physical
sciences, one should be able to state the 'sub-
stantially' with more precision. Precision should
be the byword with the Army since $43-million is
being spent on advertising activities in the cur-
rent fiscal year. As for the 'analytic' uses of
these statistics, one can presume that the vari-
ables in the computer matching of inquiries against
enlistment data will probably be the same for all
magazines in the same class, and perhaps, very
little different for all magazine respondees as a
group; that is, the persons who fill out a card for
Time will probably have the same incidence of left-
out social security numbers, incomplete names,
mis~-matched addresses, etc. as the people who fill
out cards for Newsweek; and further, that this
incidence of unmatchable 'inquiry' vs. 'enlistment'
data that applies for the Time or Newsweek respondee
does not differ substantially from the Jet, Reader's
Digest or Car Craft respondee."

Army, Navy, Air Force, and Marined Corps
answering service

All the toll-free answering services used by the serv-
ices are similar and all have the same purposes; answering
telephones, identifying leads, forwarding leads tc a re-
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cruiter for follow up, and taking action to have information
sent to the inquirer. The ways the answering services
accomplish their objectives differ slightly. The Navy's
answering service operated by Navy recruiters, immediately
contacts the local recruiter to furnish him the lead. The
other services use their subcontractors to answer the tele-
phones and leads are forwarded to the recruiter by mail
through the fulfillment house.

The Navy established the Navy National Recruiting
Information Center at Macon, Georgia to perform the answer-
ing service function. Recruiters staff this activity, an-
swering calls 24 hours a day, 7 days a week. The direct
costs of this activity were estimated as follows:

Cost
Cost element 1973 1974
Salaries of staff $211,000 $221,000
Rental of phone lines 126,000 123,000
Miscellaneous 6,000 6,000
Total $343,000 $350,000

The Naval Audit Service reported to the Chief of Naval
Operations that a commercial contractor could run the oper-
ation at a cost of $24,000 a year with savings of $319,000
on the 1973 operation cost. The Navy did not agree that
this approach was adaptable to their needs. They believed
there are real advantages to having Navy personnel answer
the telephone.

The Navy feels that its recruiters are better at
screening responses. As pointed out earlier, we identified
only 787 Navy leads that could be matched to enlistments.
The Navy's. system costs about $350,000 or about 6 times
more than the Army's system which is the next most expensive.
None of the other services have chosen to set up in-house
operations for the telephone answering service. The Air
Force had the most telephone enlistments, 1,828, during
the fiscal year at a cost of $27,000, or $323,000 less than
the Navy. The Air Force considered using the Navy's ap-
proach but decided against it because of the high cost.
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Combined operation of
telephone answering services

The subcontractors operating the telephone answering
services for the Army, Air Force, and Marine Corps stated
that they believe that a combined answering service is
feasible. Commercial answering services exist which handle
many clients who use the same toll-free telephong number in
their advertising.

It is apparent to us that savings could result from
combining telephone response systems. The amount of savings
would be contingent upon the services developing common work
requirements.

The Deputy Comptroller for Audit Operations, Office of
the Secretary of Defense (0SD), in November 1973, recommended
that the services consider combining their toll-free lines
under commercial contracts. OSD, Manpower and Reserve Af-
fairs, agreed to consider the recommendation. No action was
taken on this recommendation.
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CHAPTER 4

ATTITUDES AND IMAGES OF THE MILITARY HAVE NOT CHANGED

Since 1970 the military services have contracted for
and conducted numerous research studies to determine (1)
attitudes toward joining the services, (2) awareness of the
military and their advertising campaigns, (3) the image of
one service in relationship to another, (4) the kinds of
benefits and other key factors that encourage enlistment,
and (5) the number of people qualified to join the services.

These studies, referred to as situation research, gener-
ally involved a series of penetration or tracking studies
and were conducted by interviewing a sample of male youths
ages 16 through 21 and their influencers, i.e., coaches,
guidance counselors, brothers and sisters, and parents. We
made a list of such studies that were made from 1970 through
1974 by various research firms for the Army, Navy, Air Force,
Marine Corps, and 0SD that we estimated cost about $4 million.

The analysis of the studies showed that attitudes and
images of the military, or the individual services in re-
lationship to each other, had changed very little over the
5-year period. In short, the percentage of youths that _
were likely to join the service had not changed in any sig-
nificant way, and the service they were most and least likely
to join had not changed. This is important because a princi-
pal goal of advertising is to influence attitudes. The analy-
sis also showed that to a large extent, the studies covered
the same ground and were largely duplicative of each other.
There was no systematic gathering and analyzing of the studies
or exchanging the studies among the services. We were told
that there was an informal exchange system that worked with
mixed success. We believe that if DOD had made an analysis
of the study results it would have logically led to a re-
consideration of the advertising program.

GILBERT YOUTH SURVEYS, MAY 1971
TO NOVEMBER 1973

The Directorate for Manpower Research in the Office of
the Assistant Secretary of Defense, Manpower and Reserve
Affairs, contracted for a continuing study of youths' atti-
tudes towards the military. The survey was done at 5-month
intervals beginning in May 1971 by Gilbert Youth Research,
Inc. Additional tabulations, data analysis, and report prep-
aration were accomplished by the Human Resources Research
Organization. Each 6-month report summarized the results of
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not only the most recent study, but all previous reports.
The following is a summary of the May 1974 report, which
included data gathered through November 1973.

The percent of the sample that would definitely or
probably enlist was 11 percent in May 1971 and 12 percent in
November 1973. The highest percent obtained was 15 percent
in May and November 1972. Of those persons indicating a
possibility of entering the service the major incentives in-
cluded (1) learn a trade or skill applicable to civilian life;
(2) travel, excitement, and new experience; (3) choice of
service or branch; (4) opportunity for advanced education
and training; (5) opportunity to serve country; and (6) over-
all benefits. Of the major incentives mentioned,overall
benefits increased by the largest percentage, followed by
learn a trade or skill valuable in civilian 1life, and then
by travel, excitement, and new experiences. Of the total
sample the incentives most mentioned that would most likely
induce enlistment was 4 years of college in return for 4
years service.

The largest portion of the male youth population do not
indicate any desire to join the military. The most often
cited reason for not enlisting in the first four surveys was
the high risk of injury. This reason fell to third place
in the 1973 surveys, undoubtedly due to the cessation of U.S.
involvement in Southeast Asia. More frequently mentioned in
1973 were strict discipline and/or training conditions and
extended time away from home. These two reasons were also
the only conditions besides high risk of injury to be con-
sistently mentioned in earlier surveys by more than 40
percent of the respondents.

Another important topic dealt with extensively in the
Gilbert surveys is knowledge of the military. A series of
questions used in each survey involved vocational training,
benefits, and pay. There were consistent positive statements
dealing with the quality and types of training in the mili-
tary. Medical and dental care and general references to the
GI Bill were the most frequent answers to the question about
military benefits in November 1973. A third response to this
question, which had been mentioned most often in November
1971 and May 1972 but declined in subsequent surveys, related
to the military's educational benefits provided.

In each survey the respondents were asked to choose
which of the military services was best described by a list
of nine statements dealing with various positive character-
istics of military life. The results showed little meaning-
ful variation across surveys. In general, the Air Force was
most often mentioned as best in pay, family living conditions,
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chance to get ahead in a career, chance to learn new and
useful skills, and chance to use one's skills and abilities.
The Navy ranked above the other services in foreign travel
opportunity and exciting life. The Marine Corps had the
best image regarding proving manhood and having the most
attractive uniform. The Army was not ranked first in any
of the nine statements.

SERVICES' STUDIES ON IMAGES,
ATTITUDES, AND INCENTIVES

We contacted those organizations responsible for con-
ducting penetration and tracking studies and obtained from
them a synopsis of studies each had conducted for the calen-
dar years 1970 through 1974. 1In all we were able to identify
76 such studies dealing with images, attitudes, and incentives.
We randomly selected 22 of these studies (8 Army, 7 Navy,

5 Air Force, and 2 Marine Corps) in addition to the Gilbert
surveys for detailed review.

The studies showed that the services' images have not
changed since 1971. The Air Force has been the first choice
for those who planned to enlist since 1965 and is considered
the prestigious or elite service. The Navy was the second
choice for those who planned to enlist and is considered the
best service for foreign travel and exciting life. The
Marine Corps and the Army generally were ranked as tied for
third. The Marine Corps was perceived as demanding tough-
ness; physical capabilities; and offering masculinity, pres-
tige, and physical action. The Army was perceived as the
biggest, oldest, and most basic of the services.

The studies showed that the most often mentioned enlist-
ment incentives were training, travel, and preparing for
later life. The major deterrents mentioned in the studies
included dislike of discipline, loss of identity, and re-
stricted freedom. The benefits most often mentioned were
pay and fringe benefits.

Excerpts from four of the studies we reviewed follow:

-~According to a 1971 Army study among young men aged
17 to 21, about 17 percent were genérally favorable
toward entering the military. About half of all
young men were distinctively hostile while most re-
mained more neutral but tending to the negative.

When asked for their preference among services, about
30 percent chose the Air Force, another 30 percent
chose the Navy, while 20 percent chose the Army, and
15 percent the Marine Corps. The two most important
motives for enlistment were self-development and
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training. Other motives mentioned were patriotism,
travel, adventure, and excitement. The major deter-
rent to enlisting in the Army was danger or the fear
of being killed or wounded. Other deterrents were
dislike of discipline, loss of identity, restricted
freedom, and lack of choice over training and duty
assignment. Benefits mentioned included medical and
dental care and job security. Pay was mentioned as
an important factor but only in conjunction with
other incentives.

-=-A 1972 study for the Air Force showed that compared
to 1971 the image of the Air Force seemed somewhat
richer in detail related to training and education.
The images of the other three branches were essentially
unchanged. The Marines were perceived as wanting “a
few good men" and as demanding toughness; physical
capabilities; and offering masculinity, prestige and
physical action. The Navy image was more complex, in-
volving rather romantic ideas about travel, the sea,
good living, as well as opportunities for training in
career skills. The Army also had a complex image--
the biggest, oldest, and most basic of the services.
It offers opportunities for learning also, but it is
the service which is easiest to get in and least de-
manding of physical or mental skills. Young men, on
the average, did not speak of it with much enthusiasm.
The results on overall exposure to military advertising
were essentially unchanged from last year except for
a 5 percentage point increase in advertising seen for
the Navy. However, there were small increases in ex-
posure for all branches. The Army, whose exposure in-
creased the least, continues this year to be the
branch for which advertising was most often reported
seen.

--A Navy study dated November 1973 analyzed the attitudes
and awareness of young males during four different
time periods (May 2 to 15, 1972, September 18 to 30,
1972, March 26 to April 5, 1973, and September 18 to
29, 1973). The awareness of military advertising
noted during the four time periods is as follows:
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Percent of

Total total sample

advertising awareness I II ITI IV
Navy 67 69 73 72
Air Force 69 69 71 67
Army 81 81 77 81

The attitudes of overall interest in joining the military
and a particular service is shown on the following chart.

Compared to the Navy

Air Force Army Marines
Lower Higher Lower  Higher Lower Higher

Wave 1 0% 6% 12%

Wave 2 26 7 14
Wave 3 3 10 14
Wave 4 3 7 10

The overall interest in joining each branch is shown
on the following table.

Percent of
total sample

I II 11T Iv

Navy

Very/extremely 9 7 9 8

Somewhat/rather/quite 24 28 25 25

Not at all interested 67 65 66 67
Air Force

Very/extremely 10 11 11 9

Somewhat/rather/quite 23 26 26 27

Not at all interested 67 63 63 64
Army

Very/extremely 5 5 6 5

Somewhat/rather/quite 22 23 18 21

Not at all interested 73 72 76 74
Marine Corps

Very/extremely 6 4 4 5

Somewhat/rather/quite 15 17 16 18

Not at all interested 79 79 80 77
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~-A 1974 study for the Army compared the attitudes
towards and awareness of the military in 1971 and 1973.
There has been no real improvement in young men's per-
ceptions of military service for themselves. Non-
college men, as a group, express less interest in
going into the military today than in 1971. This is
due largely to a decline in the acceptance of the
military among whites. The ranking of the four services'
overall attractiveness was: (1) Air Force and Navy
on top, close together, with a slight edge for the
Air Force over the Navy; (2) Army and Marines at the
next level, very close in positive votes, but the
Army receiving considerably less criticism than the
Marines. The perceived main attraction of the Army
compared to the Air Force and Navy was that it is
better or safer to serve on the ground than in the
air or on the water. Compared to the Marines the
Army life is not as brutal; there is less physical
hardship involved in the Army's basic training.
Major disadvantages of the Army compared to the Air
Force and Navy are that the Army's training program
is not as good, does not offer as much technical job
training and there is more hand-to-~hand fighting in
the Army. Compared to the Marines there is no dis-
advantage. Top motivators to enlistment in the Army
are (1) ciwvilian job training, (2) chance to decide
what to do later in life, (3) personal growth and
maturing, (4) travel opportunities, and (5) chance to
obtain college-type schooling. Patriotic considera-
tions and the chance to be with people one can respect,
on the other hand, have a more limited appeal.

POTENTIAL FOR A SINGLE STUDY

It appears reasonable that all the services could use
one study to track the attitudes, awareness, motivations, and
images of youth toward the military. We talked to numerous
people in OSD, the services, and their ad agencies about the
potential for such a study. There was almost unanimous agree-
ment that a single study should suffice, with the caveat that
from time-to-time, some peculiar aspect of a particular
service might require special study. Most people agreed that
many of the previous studies were unnecessary. The principal
problems that have created the large number of studies are
(1) disenchantment with the Gilbert surveys and (2) insuf-
ficient information as to what studies had been or were being
done by other organizations.
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Concerning the Gilbert surveys, there was almost
unanimous agreement that this was not the proper vehicle.
Criticism of it was not always the same, and sometimes
appeared invalid. We were told that guality and depth were
lacking, the peer group method of interviewing was not a
good one, and the wrong questions were being asked. However,
we noted no major differences in the results of the Gilbert
surveys and other studies. Delay in obtaining the results
was the criticism most often expressed and did appear wvalid.
We noted that reports were not issued for 6 months or more
after the survey was made. This problem appears tc be
largely a product of the way the study is produced. One
contractor, Gilbert, makes the survey while a second, Human
Resources Research Organization, analyzes the data and pre-
pares the study. The study must then be approved by O0SD.
0OSD officials stated that the Gilbert surveys had been
canceled.

We obtained an incomplete list of studies from the
Defense Document Center. We became aware of several studies
done by a particular service that contained data and infor-
mation on all the services. However, we found that people
in other services or their contractors who could have used
the information were not aware of them. There was no system=-
atic method for gathering and analyzing data, or assuring
that it was exchanged among the services.

0SD has been aware of this problem for some time and has
recently launched an effort to redesign a study that hope-
fully will satisfy most of the services' needs. We believe
that this effort, if successful, will solve the problem.

AWARENESS OF ADVERTISING

The services, and particularly ad agencies, rely on aware-
ness of advertising to determine the effectiveness of adver-
tising. Two techniques are used to measure advertising
awareness: (1) penetration or tracking studies (sometimes
done as a part of other studies) which attempt to determine
whether the ads are being read, and (2) the number of coupons
and cards from ads that are sent in expressing interest in
additional information. (See ch. 4.)

All of the services or their ad agencies have conducted
advertising awareness studies from time to time. The Navy,
for instance, through its ad agency, conducts an annual
tracking study, which measures people's awareness levels of
Navy advertising. These studies show that there is a corre-
lation between increased advertising and people's awareness
of it. However, they do not show that awareness of advertising
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correlates with a better attitude toward the military or a
particular service. In fact, the studies, taken together,
seem to be saying the opposite, i.e., that although adver-
tising awareness is increasing, attitudes toward the service
are not improving. In some cases, the study says clearly
that the advertising awareness increased but attitudes did
not.

A strong correlation also exists between increased
advertising and increased responses. However, there is little
correlation between responses and actual enlistment. Our
test showed that only a small fraction of those who responded
actually enlisted. (See ch. 4.)

Ad agencies tend to argue that there are many factors
over which they have no control that may influence people
to join the service and form their attitude toward it.
Therefore, if people are reading the ads and responding to
them, this constitutes the best measure of advertising
success. Although this may be valid from the ad agencies'
standpoint, we do not believe it is a valid measure from
the standpoint of the military recruiting program. The
purpose of the military program is to influence attitudes,
improve images, and to obtain recruits, and we believe that
the services need better measures of how advertising is
accomplishing these objectives.

NEEDED RESEARCH NOT BEING ACCOMPLISHED

We noted several recommendations for research programs
that have been suggested but not accomplished. In early
1974 JADOR's research subcommittee made recommendations that
they believed would improve the research program. One was
for a single study of attitude and awareness for all the
services to use. They also recommended a study to determine
whether a broader approach to DOD advertising might be suc-
cessful. This approach would involve an attempt to interest
a larger number of youths in military service as distin-
guished from any particular service and presumably, if
successful, would lead to a DOD-wide campaign that would
benefit all the services. They also made other recommenda-
tions for research projects that would benefit all the
services.

As previously indicated, a need to improve the methods
of measuring advertising accomplishments also exists. The
present methods rely on a general belief that advertising
is useful and on measurements of awareness of advertising
and responses to advertising. These methods do not answer
such basic questions as the extent that (1) advertising has
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improved (or kept from decreasing) the youths' attitudes
toward the military and (2) advertising has been success-
ful in attracting qualified youths to the military service.

The University of Pennsylvania has been conducting re-
search to develop improved methods of measuring advertising
for more than 10 years. The essence of this technique is to
isolate advertising as a variable in controlled market areas,
and then to vary it up and down in the controlled areas. The
results are then measured in terms of the end objective (i.e.,
recruiting people to the military services) to determine the
effects of advertising.

We discussed the approach with a professor who has been
in the forefront of marketing research for many years. He
said that the research had been quite successful. He cited
us the example of a nationally known beer manufacturer which
had successfully reduced its advertising by more than half,
at the same time increasing sales and market percentage. The
methodology and results of this research were reported in the
Sloan Management Review (Winter/1975). He also said there
had been several other successful applications of the tech-
nigue. Although there are obvious differences between sell-
ing a life style and selling a product, he believes that the
research methodology is applicable to both.

We believe that DOD could and should conduct research
into better methods of measuring the effectiveness of its
advertising program.
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CHAPTER 5

CONCLUSTIONS AND RECOMMENDATIONS

CONCLUSIONS

The AVF recruiting effort has been successful, and it
has been assumed that advertising contributed substantially.
However, all the available evidence indicates that this con-
tribution has been modest at best. Several factors have
influenced this recruiting success--the recruiting forces
were expanded and improved, salaries were raised, and
bonuses were added. This leaves unanswered the question of
whether less advertising would produce poorer results. It
also raises the question of whether a different approach
might produce more for less. The total number of potential
recruits was not increased by expanded advertising campaigns
from 1970 through 1974. When the services conduct large
advertising programs, they are only competing with each
other for the same potential recruit. Advertising Age, an
advertising industry trade magazine, stated in an editorial
commentary dated April 7, 1975, that the military advertising
accounts are too big.

As the preceding chapters of the report show, there is
considerable evidence of uncontrolled, duplicative, or incon-
sistent practices that we believe offer considerable potential
for reducing cost and increasing effectiveness. In some
cases, immediate action could be taken while in others addi-
tional research is needed.

Each of the services have been left pretty much on their
own as to how the money should be spent. The rationale behind
this approach appears to have been that the unigque nature of
each of the services would require them to tailor ad programs
that gave their special message. Research has shown that
the things that attract youth are common in all services,
i.e., pay, educational benefits, training opportunities,
travel, etc. The advertising of the services with occasional
exceptions contain these basic messages. The image of a
particular service as perceived by young people appears to
be the single most influential factor in his enlistment de-
cision. The Air Force, for instance, is perceived to offer
the best training opportinities and has had the highest image
in the eyes of youth since the early 1960s. The Army's
image in relation to the Air Force has remained unchanged
in spite of the fact that the Army has probably spent three
or four times as much as the Air Force on advertising educa-
tion and training benefits.
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An analysis of studies done for and/or by the services
and DOD showed that attitudes toward the military had changed
little in a 4-year period. The studies also showed that
advertising had little effect on the image ot the services
in relationship to one another. One of the principal purposes
of advertising is to improve attitudes of youth and their
influencers.

Although no one really knows how much free time is
being received, most people agree that paid radio and TV will
cost the services some large part of the free time now being
received. The services and DOD do not have a clear cut
estimate on the total free time they are receiving. Since
some large part of this will be lost if the services go to
pald radio, we believe that some better assessment should be
made of the overall impact of paid radio before any extensive
program is undertaken. The clear possibility exists that a
paid radio and TV program stands a good chance of reducing
the overall effectiveness of radio and TV advertising.

It appears that the overall extent of each service's
magazine campaign has depended on the available funds. Al-
though the services are pumping 31 percent of their media
dollars into magazine advertisements, the services and their
ad agencies have yet to determine how effective this medium
is. Research shows that magazines rank behind TV and posters
as a source of recruiting information.

From our analysis of five magazines used by at least
three of the services, we concluded that all the services
were advertising the same general features such as job and
training opportunities and fringe benefits. The basic
differences in the advertisements were the images and themes
brought forth by the individual services.

Qur review also showed that the services have done some
work in joint service advertising in magazines. This effort
was done in connection with the Armed Forces Health Profes-
sions Scholarship Program.

We believe that under the present method of operation
there is substantial duplication in the direct-mail program.
In addition we did not find any evidence to show that the
services or DOD know whether receiving five or six letters
from the military during a year may or may not be harmful
to the overall recruiting effort.

The mail outs from all the services are generally empha-

sizing the same opportunities and benefits. The only unique
items in the mail outs seem to be slogans and special programs.
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There are dollar savings available by using alternative
methods in the direct-mail program. Specifically, DOD could
save about $770,000 by sending one letter and followup letter
describing all services to male high school seniors instead
of having each service run its own campaign for male high
school seniors. Additional funds could be saved by using
the same methods in other areas where all services are aiming
at the same market segment.

At present, all four services are using local adver-
tising, incentive items, and billboards as part of their
recruiting advertising program. It appears that the services
do not know the effectiveness cf these items.

At the same time it appeared that few people who enter
the service can be traced to leads generated through the
advertising media used by the serxrvices. More than 500,000
of the 550,000 who enlisted never sent in a lead at all. It
appears that advertising leads are not a good source of re-
cruits and are not a very accurate measure of advertising
effectiveness because few leads result in recruits.

The cost of the Navy's telephone operation is not just-
ified on the basis of telephone leads. More than half of
the telephone leads are traceable to the Air Force which has
the cheapest system. We believe that great savings could be
affected by combining the telephone operations of the services.

In addition, recruiting research for the AVF has lacked
central direction and control. The result has been that much
of the research done was duplicative while at the same time
needed research was not being accomplished. JADOR appeared
to have recognized this problem early in 1974 and formed a
subcommittee to make recommendations concerning the research
effort. However, until recently, their recommendations went
largely unheeded apparently because DOD was preoccupied with
the broader problems of achieving a successful AVF,

Recently DOD has recognized this problem and has taken
actions that should result in improvement. A coordination
for the overall advertising effort, including research, has
been established in the Office of the Assistant Secretary
for Manpower and Reserve Affairs. As a first step, several
areas have been identified where a common research program,
including attitude and awareness, could suffice for all the
recruiting needs.

RECOMMENDATIONS

Now that the AVF has basically been established, the
military services can and need to critically evaluate their
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present recruiting-advertising programs. The services and
0SD should coordinate their efforts to evaluate their present
advertising programs and to experiment with various media.

We recommend to the Secretary of Defense that:

~~DOD and the four services should undertake research
programs that improve advertising programs by de-
vising better methods for measuring advertising
effectiveness.

--If the research supports the findings and conclusions
of studies done in the past, the services, with the
help of DOD, should reassess their advertising programs
in terms of meeting their objectives~-to determine
why the youth attitudes towards the military as well
as their images of the individual services have not
changed significantly.

--DOD should identify additional research that is
common to the entire recruiting effort and make
arrangements for such research to be performed in a
common way and made available to all who need it.

~-Some mechanism should be established to assure that
research performed by the services in common areas
is not duplicative of research being done and is made
available to those who have use for it.

In addition, the services and DOD should begin to ex-
periment with various advertising approaches such as: (1)
DOD military service advertising, (2) four service adver-
tising, and (3) controlled test advertising to determine the
effect of various media such as direct mail and magazine
advertising.

--The concept behind DOD military service advertising
would involve a military service career pitch, selling
the military as a viable alternative for job training,
education, and/or career. This concept could be simi-
lar to the ads for milk and orange juice--advertising
the general product versus a specific brand of the
product. This approach could be useful in direct mail,
magazine advertising, and electronic hroadcasting
(TV and radio).

--The services have already done some work in joint
service advertising. With the apparent success of
the Armed Forces Health Professions Scholarship
Program advertising effort, the services should

44



test using this type of advertising for recruiting
in other areas which are common to all the services.

--Additionally, the services should be experimenting
with the quantity and type of advertising done.
Using control and test markets, the services can ex-
periment by increasing and decreasing various adver-
tising media within a region keeping other factors
constant. In this vein, we feel DOUD should consider
seriously adapting and testing the variable advertising
approach that has been developed. This would aid in
determining the effectiveness of local advertising,
incentive items, billboards, and public service an-
nouncements in relation to the money spent. This

approach could also be used nationally with magazine
advertisements.

--The services should look at the individual incentive
items to determine which are most suitable to their
needs.

--Before pursuing any type of paid broadcast advertising,
the services should determine how much PSA time is now
being obtained, how effective this media 1is, and how
much of this time could be lost if the services went
to paid broadcasting.

--DOD should examine the policy of using all re-
ponse type media especially the more costly popup
cards considering the number of leads that can be
traced to enlistments.

--DOD, Manpower and Reserve Affairs, should take action
on the November 1973 recommendation that the services
consider combining their toll-free lines under com-
mercial contracts. In any event, the Navy should
reassess its use of the toll-free telephone answering
service which does not appear to be cost effective.

These recommendations are possibilities to test and
improve the effectiveness of military advertising. GAO does
not advocate eliminating advertising, but we do recommend
research and experimentation as means of evaluating the pres-
ent advertising campaigns and for determining optimal ad
programs. We do believe some of these actions could reduce
the individual efforts and costs of the services by supple-
menting the individual service campaigns and by promoting a
DOD military service advertising campaign.
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DOD COMMENTS AND PLANNED ACTIONS

DOD stated that:

--Efforts are currently underway by the services and
DOD for measuring advertising effectiveness. In addi-
tion, all services and DOD have conducted various
advertising effectiveness studies. An element of the
consolidated DOD market research program which has
recently been implemented is the development of an
improved advertising effectiveness measurement,

--The current joint DOD/service study of the effective-
ness of paid radio advertising should provide added
insight into advertising's effectiveness in support
of recruiting. The study is experimental and will
attempt to relate advertising to intermediate com-
munications and behavioral measures and to contracts
for accession.

~-Another study in the consolidated DOD market research
program should improve DOD's ability to track adver-
tising effects. This study will provide information
on awareness, attitudes, and motivation of the enlist-
able population every 6 months. Within the limitations
of such survey research, the study has been designed
to meet the in-common needs of the services for ad-
vertising tracking information.

--The recommended research program must consider the
state of the art in advertising effectiveness research.
Measuring advertising's precise contribution as part
of a total marketing effort has always been a diffi-
cult and complex task. There is much controversy as
to whether advertising objectives should be stated in
terms of communication or sales (accessions). Progress
in measuring advertising effectiveness has been slow
due to the difficulty and expense of isolating adver-
tising from other variables having a bearing on sales
(accessions). Measuring the direct effect of adver-
tising on accessions poses unusual problems of cost,
data availability, and control over the other im-
portant variables impacting upon the enlistment de-
cision process.

--DOD agreed to reassess their advertising programs if
research supports the need. DOD also stated that the
arguments used to establish the need to improve ad-
vertising effectiveness measurement should also
serve ‘as a caution against using the apparent lack
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of significant positive attitude changes as a basis
for criticism of advertising. Also, relatively
constant attitudes may not indicate a lack of ad-
vertising effect.

~--DOD agreed to identify common research, make it avail-
able to those who need it and determine a method to
eliminate duplicative research. It stated that the
ongoing consolidated DOD market research program has
been designed to define the in-common research needs
of the services and DOD, to accomplish the research,
to eliminate redundancy in the total DOD market re-
search effort, and to make the findings available to
all users in DOD. This research program will not
eliminate the need for certain service specific infor-
mation which will continue to be fulfilled via service-
unique research.

The program is in operation. The first three primary
research efforts have been defined, contracted for,

and initiated in the field. These studies have resulted
from iterating, condensing, and reordering the research
requirements developed by JADOR. The studies are

an awareness attitude and motivation tracking study
built around commonly defined service tracking areas,

a study on the recruitment of medical professionals,
and a study of the market potential among minority
groups. These studies are presently in the data col-
lection stage. Action is also being taken to define
additional in-common information needs.

A mechanism for insuring that duplicating market re-
search efforts is eliminated has been established
which involves regular updating and communication of
completed, ongoing, and planned market research
efforts in DOD (the Coast Guard is also included).
Additionally, action has been initiated to provide
additional staff expertise for the definition, design,
and analysis of in-common market research efforts.
0SD also plans to formalize a market analysis and
research committee (similar to JADOR) which will be
made up of service and DOD market research and analy-
sis representatives. This committee will identify
common market information needs, review technical
proposals, and provide cocrdination and guidance to
insure the effectiveness of the consolidated DOD
market research program.

--DOD concurred that it should began to experiment with

different advertising approaches. It stated that
JADOR has made a great contribution in setting

47



standards for and implementing media buying procedures,
in the sharing advertising cost information, and in
coordinating joint experimentation. The coordination
between DOD and the services via the Joint Education
Liaison Directors of Recruiting has resulted in joint
sales support efforts aimed at providing information
about service opportunities for jobs, training, careers,
and education, as well as information about enlistment
qualifications and military life to the educational
community.

DOD agrees that DOD and four service advertising
approaches should be evaluated to determine if they
offer cost effective methods of supplementing service
specific advertising. Currently, JADOR is planning
to conduct a test of cooperative direct-mail adver-
tising.

DOD plans further testing of the cost effectiveness
of joint advertising in support of the individual
services' recruiting and advertising. If joint ad-
vertising proves cost effective, it would be used in
combination with individual service advertising.

DOD agrees that experimentation in the marketplace is
the means that offers the best opportunity to establish
the existence of causative relationships between ad-
vertising and its impact on accessions. Opportunities
for experimentation are now and will continue to be
considered as an element of the consolidated DOD
market research program and service specific research
efforts. Experimental design, however, as a means to
evaluate advertising and recruiting efforts in the
marketplace does have serious practical limitations.
It is difficult, if not impossible, to isolate and
control all the variables influencing measures of
effectiveness. It may impact negatively upon field
personnel subjected to the experimental controls and
demands to participate in data collection. Design,
data collection, and analyses of market experiments
are very costly.

--DOD agreed that the services should look at individual
incentive items. It stated that each of the military
services has closely monitored the incentive item
program, and management action has been taken by the
services to improve the program which includes reduc-
tions in the incentive program in the Navy and Marine
Corps and institution of improved control procedures
in the Army. DOD will continue to stress the need to
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determine the suitability of incentive items and to
provide items at least cost.

--DOD concurred with our recommendation about PSA time.

It stated that DOD since 1971 has refrained from

using paid broadcast advertising on a regular campaign
basis, without the consent of the Congress to do so.

As a result of the unavailability of paid broadcast
advertising, combined with the tremendous challenge

of implementing the AVF, the present media advertis-
ing of the military services reflects a greater depen-
dence on PSA and other substitutes for paid broadcast
advertising (such as billboards) than would most likely
exist if paid broadcast advertising had been available.
Service media planning has been constrained. The
possibility exists that without this constraint more
efficient or economic media schedules could be designed.

DOD prefers to have unrestricted access to the avail-

able advertising media, so that all media can be evalu-
ated in the media planning process. However, before
employing paid broadcast advertising on a campaign
basis, DOD has been executing a process of evaluation
of paid broadcast which includes an evaluation of PSA
impacts should paid broadcast be employed. This
evaluation process has included a media analysis with
audience delivery capability a dollar as the criterion
variable. This study also attempted to estimate the
value of current PSA as well as probable impacts on

PSA support of a move to paid broadcast on a campaign
basis. This analysis indicated that further evaluation
of paid broadcasting in the marketplace was warranted.
Subsequently, an Army and an all-service paid radio
field test program was designed and implemented.

These field tests aim to measure the relative cost
effectiveness of paid radio as an element of the serv-
ice media mixes. They go beyond the media audience
delivery analysis to include the impact on communica-
tion and accession criterion variables. The results

of these studies will be used to determine the advis-
ability of entry into paid broadcast advertising and
will provide the basis for any request to the Congress
by DOD for unrestricted access to paid broadcast adver-
tising. An element of the field test designs has been

the monitoring of impacts on public service advertising
support.

In summary, in the course of the evaluation of paid
broadcast advertising, DOD has estimated the amount
of PSA time being obtained and its effectiveness.
Further, DOD is attempting to assess the amount of
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PSA time which could be lost if any of the services
should decide to employ paid broadcast advertising.

--DOD agreed with our recommendation on response type
media. It stated that DOD will continue to stress
evaluation of the use of response type media. The
Army and the Navy, as a result of service evaluations,
have reduced the use of response type media in their
advertising programs.

Recognizing the uncertainties associated with adver-
tising effectiveness measurement, DOD believes that
changes in inquiry rates should not be used alone as
the total advertising effectiveness measure. This
would understate the overall impact of advertising

and, in particular, it ignores the probable impact

of advertising on those enlistees who have not inguired
using the formal service inquiry mechanisms.

--DOD generally agreed with our recommendation on toll-
free telephones. It stated that the issue of combin-
ing toll-free telephone service under one contract is
under consideration by JADOR and will be evaluated by
DOD.

The Navy in commenting on its toll-free telephone lines
disagreed that its system was 12 times as expensive as the
Air Force's. The Navy stated that its system was only five
times as expensive as the Air Force's. Considering DOD's
planned action, we have no further comment.
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CHAPTER 6

THE MILITARY'S USE OF

ADVERTISING AGENCY FIELD REPRESENTATIVES

All the services, except the Air Force, use field repre-
sentatives of their national advertising agency to assist in
their local advertising efforts. In general, the field repre-
sentatives provide advice and guidance in advertising, public
affairs, community relations and publicity, and in other
areas relating to recruiting.

During fiscal year 1974 the Army used a total of 69
field representatives, 1 at each of its 5 regional recruiting
commands and 1 at each of its 64 district recruiting commands.
The Navy uses a total of seven field representatives, one at
each of its area commands. The Marines use a total of seven,
one at each district. The field representatives were used
for both the active and reserve forces advertising on what
the advertising industry considered a full-time basis.

The table below shows, by service, the total costs of
field representatives for fiscal year 1974.

Marine Air
Army Navy Corps Force

Total costs for field
representatives:
Personal services $1,807,000 $214,000 $359,646
Travel and overhead 493,000 92,000 31,941

Total $2,300,000 $306,000 $391,587 N/A

Number of field
representatives 69 7 7 N/A

The Air Force used, along with its own advertising and
publicity personnel, the assistance of local advertising
agencies on a when-needed basis for obtaining media space
and time. Comparable costs and other data for the Air
Force's method were not readily available.

NEED AND EFFECTIVENESS

During the review we noted that a review had been
made to evaluate the continued need for the use of and
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effectiveness of the Army's advertising agency field repre-
sentatives in early 1973. There had been no studies of the
Navy and Marine Corps' field representatives.

The U.S. Army Audit Agency, in its report issued in
April 1973, questioned the need for field representatives,
and concluded that the field representatives performed
routine tasks to a large extent and duplicated functions of
169 personnel within the Army's recruiting commands. To
eliminate duplicating the functions, the U.S. Army Audit
Agency recommended that:

1. @Frield representatives be eliminated at the District
Recruiting Commands (DRC), and a reduced number be
used at the Regional Recruiting Commands (RRC), to
advise Army personnel on specialized advertising,
marketing, and public relations problems.

2. The use of field representatives be monitored and
evaluated for cost effectiveness.

3. The fiscal year 1974 contract with the advertising
agency be changed to provide not only a reduced
number of field representatives assigned to DRCs,
but a precise definition of the services they would
perform.

USAREC disagreed with the recommendations, but indicated
a study would be made to determine the proper military-civil-
ian mix and grade structure for DRCs and the appropriate def-
inition of what services are to be provided by the advertising
agency field representatives.

As of the completion of our review, USAREC had not fol-
lowed any of the U.S. Army Audit Agency's recommendations,
nor had it followed the actions it agreed to take.

Through interviews, we found it is the opinion of many
Army Advertising and Information personnel (A and I), that
field representatives provided a lot of expertise and were
generally helpful. They were particularly helpful in ob-
taining PSA broadcast time, because they work for a presti-
gious firm and are able to get free media time more easily
than Government personnel.

We found also through interviews, however, that many
A and I personnel felt they were competent enough in the
advertising field to assume the duties of the field repre-
sentatives. An example given to us which demonstrates the
competent feeling of some A and I personnel was a request by
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one of the DRCs not to refill the position of the field
representative that had been unoccupied during the summer of
1974.

Some of the DRC commanders we interviewed, who viewed
the duties of field representatives as being duplicative
of his own A and I personnel, felt the number of field
representatives should be reduced. Similarly, one of.the
field representatives we interviewed suggested_that field
representatives should only be assigned to regions and
eliminated at the district level.

Our comparison of the position guide for the Army's
field representatives with the job description for the DRC's
A and I chiefs showed some areas of duplication.

The commander of one RRC, in commenting on the duplica-
tion of effort between his DRC's A and I personnel and field
representatives, stated that there had been problems in the
past in obtaining well-qualified A and I chiefs at the DRCs.
While this problem existed, the field representatives played
a major role in the Army's advertising and there was very
little duplication of effort. He stated that at present his

DRC's A and I chiefs and supporting staffs are essentially
well-qualified and duplication of effort is increasing

between the field representatives and the A and I chiefs

and will continue to increase as the A and I chiefs gain
experience. The commander felt that in the near future the
number of field representatives in his RRC could be reduced
from its present level of 12 down to 2 or 3. These two or
three field representatives would- work out of the RRC. The
A and I chief at one of the DRCs stated that any DRC A and I
shop, fully staffed with qualified individuals, as his was,
could do without a field representative without any adverse
effect on the Army's recruiting mission.

In an August 1974 letter report to the Commander of
USAREC, the Inspector General, commenting on the basis of
interviews with 13 field representatives and their commanders,
recommended that:

1. It be recognized that the field representative is
a vital and necessary member of the recruiting team.

2. Consideration be given to allocating the services
number of field representatives to DRC based on need.
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We 1nterviewed recruiters to get their opinions and

views of field representatives. Of the 60 Army recruiters
interviewed, all were aware of the existence of field repre-
sentatives, but only half of the recruiters had any idea as

to what the functions and duties of these particular people
were. Although it was the opinion of 75 percent of the re-
cruiters that the field representatives were readily available
to them, it was not clear how they might use their service.

It was noted that if USAREC were to eliminate the field
representatives at the DRCs, a savings of about $2,133,000
would be possible.

AVAILABLE ALTERNATIVES

The Air Force has an Advertising and Publicity Division
within each of its recruiting groups and detachments staffed
with their own military and civilian personnel who manage
and control the local advertising, including coordinating
the local advertising with its national advertising programs.
The other services also have similar staffs having the same
responsibilities and performing similar duties. Therefore,
since the field representatives operate in an advisory ca-
pacity only, they are considered to be in addition to and
not instead of the services' local advertising and publicity
staffs.

Although the Air Force does not use any advertising
agency field representatives, we noted that they have less
of an image problem, have not had a problem in meeting their
enlistment quota, and obtained more public service broadcast
time in fiscal year 1974 (a vital function alleged to be more
capably done by field representatives).

It is the contention of the Army, Navy, and Marine Corps
that the national advertising agency field representatives
with their expertise are in a position to better identify the
"advertising gap" not covered by the nationally controlled
progrpms and to communicate and coordinate the locally created
advertising with the national programs.

Experience has shown that the Air Force's advertising
and publicity personnel are capable of identifying the adver-
tising gap not covered by their nationally controlled programs
and to communicate and coordinate the locally created adver-
tising with the assistance of local advertising agencies on
a when-needed basis to obtain media time and space.
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RATES OF FIELD REPRESENTATIVES

The services' payments to its national aqvert@sing agency
for the services of field representatives during fiscal year
1974 were reduced to the following hourly rates:

Army $17.50
Navy 24.00
Marine Corps 42.00

The rates used from the Army and the Navy are composite
rates based on actual salary payments to all field representa-
tives plus a percentage to cover overhead costs and profits
to the advertising agency. The hourly rate of $42.00 used
for the Marine Corps is the maximum rate specified in the
Marine Corps' fixed price contract with its national adver-
tising agency, a rate to be used in computing in-house labor
costs in negotiating a fixed price on delivery orders.

Our comparison of documents on the responsibilities and
duties of field representatives showed no discernible differ-
ences among the three services.

CONCLUSIONS

We believe that Army, Navy, and Marine Corps may have
needed the field representatives' assistance upon entering
the AVF concept of recruiting at a time when the recruiting
forces were not up to strength and when their own personnel
were inexperienced in the advertising area. Now that the
recruiting forces are adequately trained and at full strength
and the services' personnel have gained experience in adver-
tising, the further need and effectiveness of national adver-
tising agency field representatives on such a broad scale in
light of the costs involved and other alternatives available
is questionable.

The adequacy of the recruiting force and advertising ex-
perience of the services' personnel is attested to by the
fact that all the services are currently meeting their re-
cruiting goals and have had little difficulty since inception
of the AVF recruiting policy on July 1, 1973.

The Army, Navy, and Marine Corps spent a total of $3
million in fiscal year 1974 and had plans to spend even more
in fiscal year 1975 for field representatives, but have not
determined their continued need and/or effectiveness, par-
ticularly on such a broad scale as in the case of the Army.
There are strong indications that many of the duties performed
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by field representatives are to a large extent routine and
duplicative of those already being done by the services'
personnel. Experience has shown that the Air Force is capa-

ble of handling its own local advertising mission without the
advice and quidance of any advertising agency field represen-

tatives.

The responsibilities and duties of field representatives

are similar among the services; but the rate of 542 an hour

used for payment of Marine Corps' national advertising agenc
Y

field representatives is unreasonable when compared to the
rates of $17.50 and $24,.00 used for the Army and Navy. The
Marine Corps informed us that it has renegotiated its con-
tract for services of field representatives for fiscal year
1975. The new rate equates to about $29 per hour.

RECOMMENDATIONS

We recommend that the Secretary of Defense take action
determine the continued need for the Army, Navy, and Marine
Corps' national advertising agency field representatives.
The reviews should include a monitoring of the actual duties
done by field representatives and evaluated for uniqueness
in terms of whether such duties are beyond the capability of
the services' own personnel.

DOD COMMENTS AND PLANNED ACTIONS

DOD agreed to review the continued need for national
advertising field representatives including costs and con-
tractual relationships.
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CHAPTER 7

ADVERTISING COST DATA

NEEDS TO BE FULLY DISCLOSED

IN A CONSISTENT MANNER

During our review the services provided us with adver-
tising cost data concerning the areas covered in this report
and other related advertising areas. The statements we
requested and received from each of the services totaled
$96.1 million and $102.1 million for fiscal years 1974 and
1975, respectively.

Our analysis of the cost data provided showed that what
each service included as advertising costs varied widely.
It seems that when the services are requested to submit adver-
tising cost data to DOD or the Congress, each service uses
its own discretion in selecting the format and in determin-
ing what costs should or should not be included. There are
no DOD or interservice guidelines for the services to follow
when reporting their advertising cost data. Without an all-
inclusive and comprehensive picture of the services' total
advertising costs presented in a consistent manner, program
managers and especially DOD managers are not in the best

position to formulate effective plans and make sound deci-
sions.

DOD agreed with the need for cost guidelines and stated
that they would be_developed.

ADVERTISING COST DATA

The table on the following page classifies the advertis-
ing costs discussed in this report. The cost data was pro-
vided by the services.

Our compilation of readily identifiable advertising
cost data show total costs for the overall militarv advertis-
ing to be at least $118.6 million and $126.2 million for fis-
cal year 1974 and 1975, respectively. However, this compilia-
tion is probably not all-inclusive because of lack of criteria
and classification of advertising costs.

The House of Representatives Committee on Appropriations
in its November 1973 report showed concern for full disclo-
sure and uniformity of budget information when they tried to
compile a total recruiting request for fiscal year 1974 in
which advertising was addressed. The compilation contained
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Description of 1tem

Commissionable media:
Magazines
Billboards
Newspapers/local ads
Miscellaneous

Direct matl

Cistrict representatives

Production/solicitation

of PSA time
Local advertising

Incentive--recruiter
give away 1tems

Research

Fulfillment house

DOD market research
(institutional)

Remaining items not spe-
cifically addressed
1n this report

Reset ve

ROTC
Academy

Unit of choice/station
of choice advertising

National Guard

Retention

Military salaries

Total (included in general

advertising budget)

Total other identifiable

costs

Total service advertis-
ing costs

COST ANALYSIS OF MAJOR REPORT AREAS

FOR FISCAL YEARS 1974 AND 1975

a/Amounts not 1included in general advertising budget.

b/Not available.

c/Estimated.

Army Navy Air Force Mar ines DOD
N 2 A FY SR S FY - FY FY 74 FY_175
7 73 g 75 7 75 73 75T 7@ 75 Total Total
{000 omitted)} -
$ 6,600 $ 8,300 5 4,827 $ 4,890 $ 4,288 § 2,432 $ 2,905 $ 1,769 - - $ 18,620 $ 17,391
5,300 3,000 3,233 4,437 2,757 2,617 1,304 451 - - 12,594 10,505
2,200 1,000 964 3,047 599 406 1,151 - - - 4,914 4,453
200 200 58 - 357 100 1 243 - - 616 543
2,400 3,000 2,516 3,951 1738 125 970 1,034 - - 6,064 8,110
2,300 2,400 207 191 - - 398 351 - - 2,905 2,942
1,644 2,176 219 1,493 998 815 357 361 - - 3,218 4,845
6,642 8,390
4,035 4,100 1,271 3,047 1,336 1,243 a/(701) a/(907, - - a/(701) a/(907)
411 202 3,789 2,280 1,067 515 299 25 - - 5,566 3,022
519 184 757 - 25 40 65 119 - - 1,366 343
644 879 665 669 163 242 155 430 - - 1,627 2,220
5,781 8,800
3,400 g/(3,400) a/(1,525) i/(l,800) a/(856) 1,800 - - $2,381 §7,000 a/(2,381) a/(5,200)
8,647 17,659 3,205 715 1,041 1,501 4,288 2,415 - - 17,181 22,290
1,279 810 5,827 5,193
a/(6,060) a/(5,400) 4,548 4,383 a/(590) a/(950) a/(2.,600) 2a/(1,400) - - a/(9,250) a/(7,750)
1,981 - 2,042
a/(5,095) a/(5,095) 174 371 1,807 1,671 - - - - g/(5:095) a/{5,09s5)
410 - 309
a/{153) as/(97) - 50 410 259 - - - - a/(153) as(97)
(a,b) a/, c/(469) (b) (b) (b) {b) (b) (b) - - (a,b) a/, c/(469)
a/(3,638) a/(3,124) (b) (b) a/(800) a/(800) (b) (b) - - a/(4,438)" a/T3,924)
Included 1in above 320 246 462 424 782 - €70
Not included Not included Not included a/(455) a/(73s) - - a/(455) a/(735)
Not included - - - -
38,300 33,700 76,733 75,770 T1g,767 15,000 11,893 7,198 7,381 7,000 796,094 102,088
14,946 17,585 1,525 1,800 2,246 1,750 3,756 3,042 - - 22,473 24,177
$53,246 $60,685 $28,278 $31,570 $19,013 $16,750 $15,649 $10,240 52,381 $7,000 $118,567 $126,245
RLALT T e
W Wy / hj;



in the report was qualified by the following statement

"The data on the tables should probably be looked upon
as '"floor' for recruiting manpower and dollar costs
since there are a number of indications that all costs
have not been identified."”

On May 1 and 2, 1975, respectively, we advised the Sub-
committec on Defense, Senate Committee on Appropriations,
and the Subcommittee on Defense, House Committee on Appro-
priations, that we were reviewing the advertising phase of
military recruiting and had found that the services were
inconsistent in including certain costs in their advertising
budgets and that in addition no guidelines had been estab-
lished by DOD or the services to insure comparable use of
the data. Both committees expressed interest in the mat-
ter and felt that a need to establish guidelines for stan-
dardized reporting existed.

Because of the large sums of money being spent on ad-
vertising for the AVF, and the need for studying the cost
effectiveness of this program, we believe there is a growing
need for the services to report advertising costs in all-
inclusive manner. -

We found that the cost data provided us by the services
varied widely among the services. For example--the Navy's
statement included costs for their reserve forces recruiting,
the other services' statements did not; the Navy and Air
Forces' statements included costs for their ROTC program,
the Army's statements did not; the Marine Corps' statements
did not include their local advertising costs nor the costs
of their retention program, the other services' statements
did include these costs; the Army, Air Force, and Marine
Corps' statements include costs for toll-free telephone con-
tract services, the Navy used their own military recruiters
for this purpose, but its statements do not include these
costs. Also, the Marine Corps reported direct-mail costs of
$970,000 for 2.7 million pieces of mail while the Army re-
ported direct-mail costs of $2.4 million for 3.6 million
pieces of mail.

In addition to the above-mentioned inconsistencies in
the statements of advertising costs, we also noted a lack of
uniformity among the services in their reporting of major
line items. The costs shown on the services' statement are
not classified in a comparable manner, and in most instances,
we found it impossible to make any meaningful comparisons of
similar costs among the services. Because of the lack of
established criteria, at least one of the services reduced
the amount of their advertising cost 19 percent by removing
various items and transferring them to other cost areas.
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Their rationale was that other services d4id not include
these items, therefore they were eliminating them from their
advertising costs. This transfer may or may not have been
valid, but the fact remains that there is no criteria and
there can be certainly no comparability of cost data pre-
sented by the services as long as similar actions of this
kind are available.

We also noted that the funds in support of a service's
advertising as well as its other recruiting functions come
from different appropriations and different budgets within
an appropriation. In addition, there were allocations of
funds to lower level commands and separate accounting; there-
fore, with inadequate or no feedback on how the funds were
being spent. These conditions seem to be some of the rea-
sons why the services do not report all advertising costs.
However, the problem of the services not fully disclosing
and reporting their advertising costs consistently can be
solved by promulgating and implementing well-conceived
guidelines.

We recognize that to provide advertising cost data in a
manner that would be useful to management, the promulgation
of any such guideline should include (1) criteria for deter-
mining what constitutes advertising costs, (2) a listing of
the recruiting areas among the services with like or similar
characteristics, (3) a format for the classification of cost
data in a manner that would best serve management, and (4)

a requirement that each service report all applicable costs
by each of the defined recruiting areas. For example, some
of the recruiting areas which probably have like or similar
characteristics for each service are (1) enlisted personnel
for their active forces, (2) officer personnel for their
active forces, (3) enlisted personnel for their reserve
forces, (4) officer personnel for their reserve forces, (5)
reteation of onboard personnel, (6) ROTC, and (7) academies.

CONCLUSIONS

All advertising costs relating to the overall military
recruiting campaign are not fully disclosed and reported by
the services in a consistent manner. We believe that with-
out such reporting of advertising costs program managers are
not in a position to best carry out their responsibilities
in formulating effective plans and making sound decisions.

No DOD guidelines were issued for use by the services
for the reporting of advertising costs.
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RECOMMENDATIONS

We recommend that the Secretary of Defense issue in-
structions and guidelines to the services for reporting
advertising costs in a manner that will be useful to man-
agement. We further recommend that these gquidelines include
(1) criteria for determining what constitutes advertising
costs, (2) a listing of the recruiting areas among the
services with like or similar characteristics, (3) a
format for classifying the cost data in a mannner that
would best serve management, and (4) a requirement that
each service report all applicable costs by each of the
defined recruiting areas.

DOD COMMENTS AND ACTIONS

DOD stated that it will develop improved guidelines for
the reporting of advertising costs.
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CHAPTER 8

SCOPE OF REVIEW

Our review dealt with current and proposed advertising
programs of the four services, their advertising agencies,
and their subcontractors. During our study we looked into
(1) the research conducted by 0SD, the four services, and
their advertising agencies concerning attitudes toward and
awareness of a military career and the advertising campaigns'
effectiveness and (2) the services' overall advertising pro-
grams—--including each service's budget, media used, response
systems, etc.

We interviewed officials in the Department of Defense,
military services, their advertising agencies, and their
subcontractors:

DOD Office of the Assistant Secretary for
Manpower and Reserve Affairs; Manpower
and Reserve Affairs Data Analysis
Center.

Army Department of the Army, Washington,
D.C., Recruiting Command (USAREC); the
Recruiting Regions; the Districts; and
randomly selected recruiters.

N.W. Ayer and Son, Inc.; the Ayer Di-
rect Division and its subcontractor
World Wide, Inc., Philadelphia,
Pennsyivania.

Air Force Recruiting personnel from the Recruit-
ing Commands; the Recruiting Groups;
the Detachments; and randomly selected
recruiters.

D'Arcy-MacManus and Masius Advertis-
ing, New York.

Dialogue Marketing, Peoria, Illinois,
a D'Arcy-MacManus subcontractor.

Navy Department of the Navy, Washington,
D.C., Recruiting personnel from the
Recruiting Commands; the Areas; the
Districts; and randomly selected
recruiters.
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Marine Corps

Grey Advertising, Inc., New York.

LCS Industries, Pelham Manor, New York,
a subcontractor of Grey Advertising.

J.F. Small, Inc., New York.

Navy National Recruiting Information
Center, Macon, Georgia.

Marine Corps Headquarters, Washington,
D.C., Recruiting personnel from the
recruiting commands; the District
Headquarters; the Stations; and ran-
domly selected recruiters.

J. Walter Thompson, New York.
Market Compilation Research Bureau, a

subcontractor of J. Walter Thompson
Company.
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APPENDIX I

PRINCIPAL OFFICIALS

RESPONSIBLE FOR ADMINISTERING

ACTIVITIES DISCUSSED IN THIS REPORT

APPENDIX I

Tenure of office

From
DOD
SECRETARY OF DEFENSE:
Donald H. Rumsfeld Nov. 1975
James R. Schlesinger July 1973
William P. Clements
(acting) May 1973
DEPUTY SECREATRY OF DEFENSE:
William P. Clements Jan. 1973
ASSISTANT SECRETARY OF DEFENSE
{MANPOWER AND RESERVE AFFAIRS):
William K. Brehm Sept. 1973
Carl W. Clewlow (acting) June 1973

DEPARTMENT OF THE ARMY

SECRETARY OF THE ARMY:

Martin R. Hoffmann Aug. 1975
Norman R. Augustine (acting) July 1975
Howard H. Callaway May 1973

ASSISTANT SECRETARY OF THE ARMY
(MANPOWER AND RESERVE AFFAIRS):

Donald G. Brotzman Mar. 1975

M. David Lowe Feb. 1974

Carl S. Wallace Mar. 1973
CHIEF OF STAFF:

Gen. Fred C. Weyand Sept. 1974

Gen. Creighton W. Abrams Oct. 1972

DEPARTMENT OF THE NAVY

SECRETARY OF THE NAVY:
J. William Middendorf 11 Apr. 1974
John W. Warner May 1972

64

To

Present
Nov. 1975

July 1973

Present

Present
Aug. 1973

Present
Aug. 1975
July 1975

Present
Jan. 1975
Jan. 19734

Present

Sept. 1974

Present
Apr. 1974



APPENDIX I APPENDIX I

Tenure of office
From To

DEPARTMENT OF THE NAVY (cont.)

ASSISTANT SECRETARY OF THE NAVY
(MANPOWER AND RESERVE AFFAIRS):

Joseph T. McCullen, Jr. Sept. 1973 Present

James E. Johnson June 1971 Sept. 1973
CHIEF OF NAVAL OPERATIONS:

Adm. James L. Holloway III July 1974 Present

Adm. Elmo R. Zumwalt, Jr. July 1970 July 1974
COMMANDANT OF THE MARINE CORPS:

Gen. Louis H. Wilson July 1975 Present

Gen. Robert E. Cushman, Jr. Jan. 1972 June 1975

DEPARTMENT OF THE AIR FORCE

SECRETARY OF THE AIR FORCE:
Thomas C. Reed Dec. 1975 Present
John L. McLucas May 1973 Dec. 1975

ASSISTANT SECRETARY OF THE AIR
FORCE (MANPOWER AND RESERVE AF-

FAIRS):
David P. Taylor June 1974 Present
James P. Goode (acting) June 1973 June 1974
CHIEF OF STAFF:
Gen. David Jones ' Aug. 1974 Present
Gen. George S. Brown Aug. 1973 July 1974
Gen. John D. Ryan Aug. 1969 July 1973
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