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In the 1950s and 60s those who studied 
the USDA Forest ServIce (uSFS) found It a 
proud, productive agency with high esprlte 
de corps (Gul ick 1951, Kaufman 1960). This 
cohesiveness and strength was Identified by 
Gulick (1951 :74) as "the major coordinating 
force I n the Amer I can forest po II cy and 
program ••• ls not found In strong executive 
leadership by the President, or by the 
secretaries of the departments Involved, or 
I n the Cab I net, or I n Congress and Its 
diverse committees, or In similar state 
structures. It Is found rather (a) In the 
woods, and (b) in the forestry profession 
and Its unified philosophy •••• there are few 
major differences of opinion as to what has 
to be done, or how to do It, among men who 
have been trained in the same schools, 
brought up on the same philosophy, and are 
working for the same great purposes." 

In the 1960s the strength of such 
"unified philosophy" was Increasing 
perceived by many Americans as narrowly 
focused and not very adaptable to the 
broadening forest resource values of an 
urbanizing society. Legislation I Ike the 
National Environmental Pol Icy Act (NEPA 
1970) was an attempt to counter the 
disadvantages of such professional 
monocultures, by Injecting Interdiscip­
linary diversity Into agencies I Ike the 
USFS or Corps of Eng I neers. I n the same 
er a, equa I emp loyment and aff I rmat I ve 
action pol icy also required that women 
become actively recruited by federal 
agencies. 

We at Utah State University began 
study I ng the more sexua II y and 
profess I ona I I y d I verse USES cu I ture In 
1982. The goals were to describe how (and 
how not) recently hired men and women 
professionals were adapting to careers In 
their professions and the USES culture. 
For if the I ntent of NEPA (1970) and other 
1970s legislation is to be fulfil led, young 
men and women specialists (e.g., wildlife 
biologists) must become integratd Into 
federal agencies I ike the USFS. That Is, 
they must be able to find satisfying and 
productive USFS careers, whl Ie helping the 
agency expand Its forest resource 
sensitivities, values and management/ 
planning skills. 

This paper Is based on two studies of 
entry-I eve I USFS recru Its. The first 
examined the career development of 
forester, range conservationists (range 
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cons) and wildlife/fisheries (WlF) 
biologists hired in two western USFS 
regions (Kennedy and Mincolla 1982). The 
second study focused on a nationwide sample 
of USFS w I I d II fe/ fisher I es managers 
(Kennedy and Mlncolla 1985a). These 
studies examined why these recruits 
selected their professions and how 
committed they are to a career In it, how 
we II they were prepared I n co I I ege to be 
successful In their early USFS years, how 
agency va I ues were accepted, and If 
recruits are learning about and adapting to 
USFS culture. 

THE SEXUAL AND PROFESS IONAl DIVERS I TY OF 
REGION 4 AND 6 lAND MANAGER RECRUITS HIRED 
BETWEEN 1978-1981 

Region 4 and 6 (R4/R6) Invited us to 
study the 400-serles recruits hired between 
1978-1981 (Kennedy and Mlncolla 1982). In 
that period, 26% of 40o-serles 
professionals hired by R4/6 were foresters, 
35% were range cons, and 39% WlF 
biologists. Forty percent of these 
recruits were women. With 80% our 
questionnaires returned, 50% of this R4 and 
R6 recruit class was sampled. 

Recogn I zing that about ha I f the USFS 
professionals to be sampled were women, we 
anticipated significant women-men 
differences In Job satisfaction and career 
deve I opme nt • Some I mportant women-me n 
differences were observed, but greater 
differences were found between 
professional-types. Most often It was WLF 
biologists (regardless of their sex) 
differing from both their forester and 
range con colleagues. 

Some Career Development Differences Between 
R4 and R6 Men and Women 

Women had higher expectations than men 
about the challenge, professional prestige, 
group morale, etc. they would find on their 
first permanent USFS job. This may explain 
why women experienced lower overal I 
sat i sfact ion (Ch i-square sign i f icant I y 
different, P 0.01) on their first 
permanent USFS job, and the effect of that 
job on their commitment to stay In the USFS 
was lower than men (P = 0.02). Most WOIDbn 
seemed to resolve their initial job 
disappointment and concerns, however. When 
asked how their USFS career was progressing 
after two years or so I n the USF S, few 
men-women differences remained. 
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One difference that persisted was fewer 
women (75%) had made a long-term commitment 
to the I r profess Ions than men (92%)(P == 
0.04). This was largely related to current 
or future family/career Issues In which 
women felt more uncertain and more 
responsible In resolving. 

Profession-Related Differences In Careers 
of R4 and R6 Recurlts 

WlF biologists differed from their 
forester and range con colleagues even as 
colleague students (Kennedy and MI nco I I a 
1965b). First. they expressed much 
stronger concern to manage and protect 
resources as the primary motivations for 
pursuing their profession (P = 0.001). 
Foresters were much more I ikely to state. 
"want I ng to work outdoors" or "des I re to 
II ve and work 1 n west", as a pr I mary reason 
for se I ect I ng the I r profess I on. WlF 
biologists were much more likely to decribe 
their professional motivations In college 
as, "love wildlife" or "want to protect 
wildlife resources." 

Secondly, many more WlF biologists 
attended graduate school (65%) than did 
foresters (32%) and range-cons (15%)(P == 
0.01). I n add It Ion, fewer wi I d II fe/ 
fisher I es students dreamed of Jo I n I ng the 
USFS upon graduat Ion. Asked to state how 
I~ortant was future USFS emp loyment when 
dec I ding to pursue the I r natura I resource 
profession. 56% of foresters checked either 
"I ~ortant" , "very" or "extreme I y 
i~ortant", as did 71% of range cons. Only 
22% of WlF biologists answered that way (P 
== o.on. 

Eighty percent of al I three 
professional types were committed to 
careers In their professions when surveyed, 
but WlF managers expressed greater strength 
In that commitment. While 65% of WlF 
biologists checked the two strong spots on 
a 7-po I nt sca Ie ("very" or "extreme I y 
strong"), 45% of range-cons and only 22% of 
foresters did so (P == 0.05). 

Asked what two attitudes or values "are 
most rewarded by the USFS", R4 and R6 
recruits gave open-ended replies that coded 
Into: (1) be loyal to USFS organization, 
(2) be productive and hard-working, and (3) 
get along with people and in teams. About 
25% of range cons gave replies that fit the 
"profess lona I competency category", 2% of 
foresters and no WlF biologists did so. No 
one gave "commitment to resources" 
rep lies. When asked I f they agreed that 
the three most rewarded values (above) 
~ be so rewarded, WlF biologists were 
I n greatest disagreement: 25% of WlF 
biologists rejected al I three rewarded 
values, versus 12% of foresters and 16% of 
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range cons. The majority of foresters 
(51%) and range cons (56%) agreed with all 
three rewarded values, only 31% of WlF 
biologists did so. This Is a noticeable, 
but not statistically significant 
difference (P > 0.05). 

Such pre-comm I tment and va I ue conf I I ct 
differences may help explain why 32% of WlF 
biologists checked "no" when asked, "At 
this point do you want to spend your career 
work i ng for the USFS?" A I though most 
(51-56%) of al I professional-types checked 
"undecided", few range cons 0%) or 
foresters (16%) checked "no". 

FOCUS ON FOREST SERV ICE W I lOll FE/F I SHER I ES 
MANAGERS 

As a result of R4/6 study findings that 
WlF biologists were having some difficulty 
finding successful, productive professional 
careers In the USFS, the Wildlife and 
Fisheries Staff In Washington, D.C. funded 
a service-wide study. With an 82% 
response-rate, our questionnaire produced a 
45% samp I e of a I I entry-I eve I (1-6 years 
permanent emp I oyment) WlF managers I n a I I 
USFS regions (Kennedy and Mincolla 1985a). 
The primary goal of this study was to 
understand how well university education, 
formal and Informal USFS training was 
functioning, and what were unresolved 
training needs. But to understand this, we 
also had to understand how these 
entry-I eve I peop I e were adapt I ng to the I r 
professions and the USFS culture. 

This service-wide sample of WlF 
managers was as committed to their 
profession as was the R4/6 sample. Having 
been In the USFS twice as long (mean == 4 
years) as the R4/6 sample, more (35%) were 
committed to a career In the USFS, 7% 
planned to exit, and most (58%) were stll I 
undecided. The major reason they were 
undec I ded or planned to I eave the agency 
was related to a poor promotion or career 
ladder for their profession, followed by 
the low pr I or I ty / status they perce I ve 
wildlife/fisheries resources to be relative 
to commodity production. Asked If the USFS 
"considers wildlife/fisheries resources as 
Important as other resources like timber, 
range, recreation, etc.", 42% checked 
"d I sagree very much", 45% "d I sagree", 4% 
"neutra I", 9% "agree" and 0% "agree very 
much". The major Ity of entry WlF managers 
judge USFS traditions, power and status Is 
stil I with timber and range production 
(Kennedy and Mincol la 1985b). 

How We I I Tra I ned Were WlF Managers Upon 
Entering the USFS 

Sixty-two percent of entry WlF managers 
cons i de red themse I ves livery we I I" or "we I I 
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Tab Ie 1. How we II co II ege prepared entry 
level WLF managers in technical and people 
management ski I Is (n = 99). 

Replies 

Very well 
Well 
No Impact 
Poorly 

Technical Appropriate People 
knowledge/ attitudes management 

sk I I I s va lues sk I I Is 

-----------Percent-----------

7 10 1 
55 22 14 
10 23 27 
25 35 42 

Very poorly 3 10 16 

Total 100 100 100 

prepared" In professional knowledge and 
skll Is upon graduating from college (Table 
1). Fewer (32%) were as well provided with 
proper "attitudes and values" to be 
successful In the USFS (e.g., being wll ling 
and able to be a cooperative, contributing 
and mu I tid I sc I P I I nary team member). Less 
yet ( 15~) were we I I prepared In 
"people-management skills" <Table 1). 
Let's exami ne more c losel y how well the ir 
technical education really provided the 
professional skll Is necessary for the first 
years on the job. 

Asked, were you hired as "a WLF manager 
to work primarily as a species or habitat 
manager, or neither?" One person (3~) 
stated they were h I red as a spec I es 
manager, 83~ were hired to manage habitat, 
7~ to do both, and 7~ hired Initially to do 
other work (planning, range, etc.). Few 
entry WLF managers had col lege training 
that Initially helped them succeed in the 
habitat demands of their job: none had 
college training that focused "much more on 
habitat," 16~ of the training focused "more 
on hab Itat", 32~ "equa II y on both spec I es 
and hab i tat management", 27% "more on 
spec les", 25% "much more on spec les 
management." Obviously these entry WLF 
mangers had a lot to learn I n the 
technical-professional area of habitat 
management, even though the majority (61~) 
had masters degrees. They had even more to 
learn about the "attitudes" and 
"peop Ie-management sk I I I s" necessary to be 
a successful USFS manager. 

Asked, "I n your first year or two as a 
permanent USFS employee, what did you 
discover were the two most Important 
attitudes/values to be a successful WLF 
manager in the USFS?" Most frequent open-
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ended replies given coded Into: (1) be able 
to get along with people and In teams, (2) 
behave and act profess lona II y and 
competently, (3) be able to compromise, 
give-and-take, (4) have work-ethlc, meet 
targets, and (5) loyalty, support the USFS. 
Th I s was fo I lowed by, "What were the two 
biggest attitude/value changes (If any) you 
had to make In your first year or two as a 
permanent USFS employee?" Open-ended 
replies were: (1) learn to get along with 
people and teams, (2) adjust to wildlife/ 
fisheries resources being low priority, and 
(3) accept that many decisions are 
political. 

It's evident that the post-NEPA (1970) 
era of Interdisciplinary decision-making 
requ I res entry- I eve I managers to have the 
attitudes and skll Is to coordinate, 
cooperate and contribute In a team 
setting. The majority of professional 
recruits we studied had to learn these and 
most other att Itude and peop Ie management 
skll Is on-the-job. It's also evident that 
NEPA does not seem to have produced a ful I 
multiple-use revolution In the USFS within 
a decade. Traditional forest production 
values still dominate. Few students of 
organizational behavior would have 
predicted such a revolution anyhow. 
Organizational values change by evolution, 
not revolution. But for many young, 
Idealistic WLF managers, this evolution was 
not occurring dramatically or quickly 
enough. 

Job Satisfaction 
Although the romance, simplicity and 

challenge of wildlife/fisheries fieldwork 
was the primary career attraction for 
entry-managers, they now spend only 30% of 
their time In the field. They were much 
more I nvo I ved I n coord I nat ion with other 
USFS multiple-uses (24% of work-time), 
planning (12%), and administration/ 
budgeting (8~), areas not well studied In 
col lege or dreamed about In youth. 

Stili general job satisfaction among 
entry-level managers was high, with the 
fol lowing percentages agreeing that: I 
like my job (81%), my work's Important 
(93~), my work's Interesting (89~), USFS 
generally accepts my advice (61%), USFS 
treats me as a valuable employee (47%). 
Note that entry-managers fee I cha II enged, 
Involved and productive In their job, more 
than valued for their effort. 

When general career and job 
satisfaction of men and women entry-level 
WLF managers was compared, the results 
contested some conventional wisdom. In all 
cases where statistically significant 
differences occurred (P < 0.05), women 
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seemed to feel better about their USFS 
careers than their male col leagues. 

Women WlF managers felt their jobs 
"more challenging" (P = 0.04) and more 
"Interesting" (P = 0.05) than men. They 
perceived the USFS "generally treats me as 
a va I uab I e emp loyee"more than the Irma Ie 
peers (P = 0.02). They were more satisfied 
with thel r "current rank" (P = 0.01) and 
more optimistic with future "promotion 
prospects" than men. Our survey did not 
direct I y address I f women exper 1 ence more 
sexua I preJud I ce or agency barr I ers than 
their male colleagues. But In this 
particular sample of entry-level 
specialists, women consistently felt better 
about the I r current job and future USFS 
career prospects than their male 
colleagues. 

CONClUS IONS 
Developing a commitment to one's 

profession begins In high school or 
cOllege. It becomes establ ished there (or 
not established) In courses, with role 
models, and In temporary jobs. Over 
two-thirds of the professionals we've 
examined were committed to careers In their 
professions upon college graduation. After 
2 to 4 years of permanent job exper lence 
about 90_ were committed to their 
professions. In contrast, developing a 
commitment to the USFS agency usually 
occurred late, and that commitment often 
conflicted with previously established 
professional values, especially for WlF 
managers. 

WlF managers were much less I ikely than 
the I r range con or forester co I I eagues to 
have dreamed of work I ng for the USFS In 
college. They experienced more conflict 
between their professional values and those 
of the agency. They perceived the USFS not 
va I u I ng the' r spec' a I ty or the w I I d II fe! 
f' sher I es resource as high I Y as timber or 
range. In addition, many did not see an 
attractive career ladder available to them 
In their specialty or as line officers. 
Not surprisingly, entry-level WlF managers 
were I ess sure they wanted to spend the 
next 10-20 years of the I r careers I n the 
USFS then were their forester or range con 
co I leagues. 

Students of organizational behavior 
wou I d not be surpr' sed to find that a new 
and different profession, (I ike WLF 
managers) were having more difficulty 
integrating Into USFS culture, than 
traditional forester and range con 
professionals. They would also not be 
surpr i sed to discover that many of these 
new, young specialists were frustrated with 
agency culture not changing rapidly 

CAREER DEVELOPMENT * Kennedy 37 

enough. Organizational cultures change 
slowly, especially proud and cohesive 
organizational cultures. Changing them 
requ Ire t I me and ef fort, and often blood, 
sweat and tears. In addition, It 
facilitates organizational evolution If new 
specialists are trained to appreciate, 
understand and manipulate organizational 
cultures. Most entry-level WlF managers 
were not so or Ie nted or so tr a I ned, and 
such I ngnorance and na I vety often 
contr I buted to the stress of the I r USFS 
Integration and effectiveness (Culter 1982, 
Kennedy 1985c). 

Our stud les have he I ped document and 
clarify WLF manager and USFS Integration 
problems that were Intuitively recognized 
by many peop Ie. The agency has responded 
with more research support and Immed late 
Integration of study findings Into training 
programs. It's the beginning of a long 
process to help WlF managers and other new 
specialists. The traditional USFS power 
structure recognizes the Integration 
prob I ems of th I s new phase of Its 
organizational development, and plans to 
help new specialists understand, 
appreCiate, become Integrated Into the 
organizational culture. This requires a 
change In the technical skll Is emphasis of 
professional WLF biologists' training, to 
Incorporate the understanding of and 
effectiveness in organizational cultures. 
I t may a I so requ I re a change of heart for 
traditional USFS culture to welcome and 
Integrate new, different and sometimes 
strange specialists into Its ranks, and to 
share power with them. In this way the 
USFS can respond to the I ntent and 
substance of laws like NEPA (1970) and 
continue Its tradition as a proud, 
cohesive, effective agency, adapting to a 
diverse, urban American society. 
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