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CHAPTER I
INTRODUCT ION

The extensive literature on leadership theory and research suggests
that, as a behavioral phenomenon, leadership is as common as dust, as elusive
as mercury, and an inveterate polymorph. This resistance to exposition lead-
ership shows apparently has whetted the investigative appetite of many
psychologists, according to the summary data reported by Strodtbeck and Hare.
Their bibliographic review revealed that items in the literature reporting
small group studies increased from .5 to 152,5 per year between the years
1890 and 1953.1 Recognizing leadership as the core concept in many, if not
implicitly in all, studies of group processes, its contribution to this
spread of interest is readily inferred. Such accelerated production of
leadership literature in the last decade apparently has not changed. This
attention reflects not only the extent of theoretical consideration and
practical investigation of leadership, but firmly establishes this particular
aspect of behavior as a proper matter for scientific investigation. However,
when it comes to ultimate understanding and final definition, the evidence is

noted to be content rich and concept poor.

IF. L. Strodtbeck and A. P, Hare, "A bibliography of small group re-
searchs (From 1900 through 1953), "Socjometry, XVII (April, 1954), 110.




Few scientific terms have been defined in so many ways as have "leader~-
ship" and "leader."” Selvin, like many others, cites Gibb's list\bf-five
definitions of leaders, all of which invest this function or attribute in a
single person.2 The person in this role may change from time to time within
any group, and even several persons may function at a single time to fill the
prescribed role. Such is the protean nature of leadership.

The evolution of the definition of leadership was interestingly commented
upon by Mann.3 Controversy was generated first by the approach to leadership
as an attribute of the individual, consistent for him in varying circumstances.,
Accumulated evidence necessitated modification of the trait approach. Trait
was contrasted with status, and leadership was then conceived of as a function
of the individual's personality, or alternatively, as emerging from the inter-
action of leaders and followers., In the latter view, leadership was seen as
subject to the influence of the group's task, composition, and culture. Mann
reports that the dilemma was resolved in compromise. The formulation then
stated that " « « + + an individual'’s leadership status in groups is a
function of his personality and the particular group setting."4

In this evolution Mann saw a parallel to the nature-nurture controversy,

resolved compromisingly also in terms of concessions regarding the limits of

24anan C. Selvin, The Effect of Leadership, (Glencoe, Ill., 1960), p. 8.

3R, D. Mann, "Areview of the relationship between personality and per~
formance in small jroups.” -Pgychol. Bull., LIX (July 19%9), 247.

Arkgg,




3
each factor for the operation of the other. From hence, research in the older
controversy has progressed through study of the relative importance of each,
heredity and environment, and the interaction between these two major factors.D
In spite of intensive attention and investigative effort leadership, regarded
in its two aspects, has not received the same degree of clear and comprehengive
definition. “Progress in theory development and generalizable findings is
less than might be expected when one considers the many hours of labor expended
in the collection and analysis of data."®

As noted above, definitions of leadership take many forms. Following
Gibb's proposals, cited by Selvin, types of leaders may be " . . . (1) an
individual in a given officey (2) the central person of a groups (3) the
person considered the most influential by members of a group; (4) the person
who is the most effective in creating a structure or consistency in the inter-
action of the group members."? Besides specifying the possible leader roles
in terms of the situation (in accord with the compromise noted by Mann), Gibb's
delineation alerts one to the dynamic nature of leaders and their functions.

Carter also listed five specifications of the meaning of the concept of
ieadership, but directed more attention toward group processes than toward the

individual., After briefly discussing four of these notions, Carter gives a

SIbid.

66, B. Bell, "Methodology in Leadership Research,” Amer. Psychole, VIII
(August, 1954), 329,

7C. A. Gibb, “Leadership” in G. Lindzey (ed.) Handbook of Social
Psycholoay, (Cambridge, Mass., 1954) cited in H. C. Selvin, p. 8.




strong endorsement to the practical approach, considering the state of
knowledge about leadership at the time of writing. This endorsement favored
definition of leadership in terms of leadership behaviors. The operational
definition is favored for the usual reasons--exactness immediate to the
studied situation, and flexibility for specification in other situations are
allowed.8 Leadership obvicusly is not a neat and simple concept.

_ In one sense, Carter and Stodgill appear to be in accord. The latter
remarked that the " . + . qualities, characteristics, and skills required in a
leader are determined t¢ & large extent by the d&mandz of the situation."9

Still others have directly and explicitly subscribed to influence os
defining the specific characteristic of leadership.

Since the area of leadership has been staked as a claim by social
psychologists, the prevalent definitions delineate leadership as a socially
emergent phenomenon, springing afresh in each newly occurring situation.

Early reviews did little to reveal support for the trait app;oach to
leadership., However, Mann's more recent review has shown some trends which
suggest that further research in the trait approach may now be timely and
fruitful. Though it may be commented that his pooling treatment of results
from various studies viclates the integrity of the studies and the maaniﬁg of

the results, Mann clearly stated his presentation was not to be a definitive

9R. M. Stodgill, “Personal factors associated with leadership. A survey
of the literature," J. Psvchol., XXV (January 1948), 63.




work, but instead he hoped it might stand as a recapitulation and a point of
departure for further research.lC Some studies included by Browne and Cohn
also call for a re-appraisal of the trait approach (Bell and French, Cattell
and Stice, Chowdry and Newcomb, Cowley, and Henry).ll

The trait approach appears particularly suitable to certain instances of
military leadership. For example, identification of the combat leader by a
test of firey, even at its best, is not economical or scientific. It is a
deplorable example of the adage, "Nothing succeeds like success.” The only
recommendation for such procedure is the devastating effect of the alternative
of no leader taking over. The nature of military organizations and the mission
of the defense structure have changed very dramatically with the onset of the
atomic age, and the prevailing insidious conflict of ideologies on the politi-
cal scenes A need that has received little attention from the behavioral
sciences is that for specific knowledge about t @ appointed leader in formally
organized and structured groups or units, particularly as are found in
military organizations. Theough engineering specialists and the technocracy
of physics may spell the difference between success or failure in any large
scale test of the modern defense organization, the military structure and
function still rest on the fundamental of a hierarchy of authaiity’ The

importance of this aspect of a military organization is not at all lessened,

10‘%&”“’ 24].

1lc, G, Browne and Thomas S. Cokn (eds), Ihe Studv of Leadership,
(Danville, Illinois, 1958).




but rather crucially highlighted, in an electronic, nucleonic defense organi-
zation maintained at a state of push~button readiness.

Effectiveness of leadership has been investigated as related to
communication, interpersonal activity, status and a large inventory of other
forms of the processes of groups. Reviews most frequently are limited to
studies with small groups. This narrowness of scope may be no more by choice
than by material available. Comparatively little work has been noted in the
literature which investigates clearly identified leaders in obviously large
groups, particularly in formally structured groups with appointed leaders. It
seems that such more or less untapped circumstances of leadership are tailor-
made for the investigaticn of the trait concept af'lcadcrthip and for its
application in the identification of leaders. Such an approach is potentially
a source of great value to a program of selection and training of individuals
to qualify for appointment as leaders.

A service~wide program to re#italiza and augment the spirit of real
leadership in the United States Navy is now in effect, inaugurated by a
policy statement from highest authority within the Navy.lz The existence of
this program testifies to the impoxtance of this commodity to the military
organization.

The finest ideals of military leadership should be exemplified in those
individuals responsible for the training and orientation of the newly recruited

12General Order No. 21, "Naval Leadership”, U. S. Department of the Navy,
Washingten, D.C., 17 May, 1958.




volunteer personnel, While undergoing this training, recruits are gaining
their first impressions of military life, of its patterns, and of the impor-
tance of its purpose, The foundations of their naval career are being laid.
personnel charged with the serious responsibility for effecting this introduce
tion should be in svery respect the best available to meet these responsibili-
ties. Unfortunately, the men available are not alwmyi of the desired degree of
effectiveness, some individuals are immediately recognized as unsuitable for
such duties when they report to the training command. Disqualification after
a costly and troublesome transfer is an administratively unpleasant and
difficult procedure and an economic loss to the Navy and the man., In addition,
to be declared unacceptable to train recruits is personally disturbing to the
disqualified individual, and it erodes the morale of the men who, as
qualified, loyally remain to face the difficult assignment in such training.
Ideally, only the potentially best-suited men should be assigned
initially to such duty. However, little effort has been organized to identify
these men prior to assignment. Routinely, candidates for the duties of a
company commander at one navy hoot camp were required to report for a limited
evaluative interview conducted by one or more members of a staff of clinical
psychologists and psychiatrists. Interest in the practical aspact of the
investigation being reported herein was stimulated, in part, by the experience
of the writer as a member of a staff conducting these interviews. It was a
screening procaedure, and left much to be desired in terms of the extent and
nature of the professional responsibility, and particularly in terms of stan-
dards against which to predict. The procedure was based on the grossest of




personality characteristics for detecting unsuitability and for occasionally
raising a question of limited suitability. In those instances, the decision
was deferred in favor of the test-by-fire field technique noted above, There
is no direct éﬁproach, in such stop-gap measures, to the basic problem of
leadership effectiveness in this setting, The first problem is that of inves-
tigating the potential of the individual for performance in this role of the
company commander--the leader-~of naval recruits in basic tralnings The study
reported here is pertinent, It is an exploration of possible pre-assignment

selection methods, and/or an aid in training potential company commanders.

Antecedent to the applied approach to leader effectivensss is the
theoretical gpproach. The complementary aspect of the study herein reported
is that which is relevant to certain theoretical studies which followed the
predominant trend of small-group studies in leadership.

This study is an investigation of the transfer and usefulness of experi-
mentally derived measures of leadership for the purposes of identifying effec~
tive leaders in appointed, authoritative office in q;military organi:atian. They
‘| subjects are leaders of relatively large, formally oé@anized and structured
groups in a military organization. The purpose of this study is two-fold. In
regard to theoretical aspects, it first investigates the extension of experi-
mentally derived measures of leadership in small groups to leadership as it cccurs
in large groups. This approach tests theoretical implications of the prevalent
research of leadershipin small graupse Secondly, the studyis intended as & 7ield test of the




experimental methods and results and contrasts three theoretical approaches
to the identification processt an assessment of leadership potential
emerging in a leaderless group discussion; a trait approach through measure-
ment of personality factors associated with relative effectiveness of
leaderships and finalily, the relationship between leadership effectiveness
and the individual's attitudes and interpersonal perceptions.

This type of investigation geems justified from both the theoretical
and practical interests. Previously proposed methods of identifying small
group leadership are replicated in an attempt at cross validation, The
prediction of leadership performance in a formal organization is investigated.
As noted above, the practical implications of such prediction can be of use
in the selection and psychological assessment of prospective company
commanders in a naval recruit training program.

In the presently reported investigation experimental measures of
leadership effectiveness, derived in small, informal, artificial groups (and
some natural groups under experimental exploratory conditions) have been
applied to a single sample of subjects. The subjects of the stﬁdy have been
assessed as to their performance both in small artificial groups and in a
natural situation of formal, appointed leadership in a large group. Also,
measures of personality characteristics have been obtained which have been
reported as useful in identifying leaders.

This study is an investigation of the interrelationships of leadership
occurring in formally organized, large groups and in:irformal, small groups.
The relationships of certain personality traits and interpersonal
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perceptions, i.e,, attitudes to these two formg of leadership alsc were
studied. The following hypotheses were formulated concerning these various
relationships.

Hypothesis 1. The degree of effectiveness of leadership in the formal,
natural, leader role, measured by combined achievement scores and superiors’
ratings of performance, is directly related to the habitual attitude of
psychological distance, as measured by low ASo scores.

Hypothesis 2+ Individuals attaining greater degrees of offictivtnvaa as
formally appointed leaders in large groups do not tend to emerge as leaders
showing effectiveness (influence) in small, informal leaderless groups: That
is, large formal groups differ from small, informal groups in regard to
individuals identified as leaders by their degree of effectiveness.

Hypothesis 3-A. On the basis of personality traits, as measured by the
Sixteen Personality Factor questionnaire, the relative effectiveness of |
leadership demonstrated in emall, informal, artifical groups can be predicted,
That is, lambda, the index of relative effectiveness of leadership demon-
strated in small, informal discussion groups can be predicted by L, a score
derived by a sequential equation based on personality traits as measured on
the Sixteen Personality Factor questionnaire.

Hypethesis 3-B. On the basis of personality traits, as measured by the
Sixteen Personality Factor questionnaire, the effectiveness of leadership
demonstrated in large, formal, natural groups can be predicted. That is, the
index of leadexrship effectiveness in large, formal, natural groups, based on

a combination of achievement scores and superiors' ratings of performance,
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can be predicted by L, a score derived by a sequential equation based on
personality traits as measured on the Sixteen Personality Factor questionnaire.

Hypothesis 4. Personality trait patterns, as measured on the Sixteen
Personality Factor questionnaire, can be predicted by extrapolation from the
interpretation given ASo scores. That is, given a very high or very low
ASo score, and follouiﬁg interpretations given these scores by Fiedler, the
presence of certain personality traits as measured by the Sixteen Personality
Factor quc:tiannaixa'can be predicted.

This study is, in a broad sense, a cross validation of experimental
and applied, of artificial and natural methods of leadership assessment and
prediction. It is a departure from the usual approach to leadership as it
occurs or emerges in informal, relatively unstructured small groups. This
study focuses on the individual in a relatively unique appéinted leadership
role in a formally structured unit of the United States Navy.




CHAPTER 11
REVIEW OF THE LITERATURE

This review will first sample some of the general conceptions and
psychological research relevant to leadership, and then summarize work from
which have been derived the variocus measures of leadership to be used in
this study.

I. Ihe Analveds of Leaderships Concepts and Definitions

Reference to the paradigms for the study of leadership proposed by
various writers readily furnishes an impression of the diverse forms leaders
ship takes, and the nearly imponderable caupldxities accompanying them.
(Bass, 13 Morris and Seaman,l4 Stodgill and CoonslS). These complex, multi-
dimensional, comprehensive diagrams stand as a contribution to the literature
of leadership theory and research, One, by Stodgill and Coons, is presented

here in Figure 1.

135, M. Bass, Leadership, Psycholoay and Oroaniz:
York, 1960), p. 448,

145, T, Morris and Melvin Seaman, "The Problem of leaderships an
interdisciplinary approach.” Amgre Je $9cigles LVI (September 1950), p. 151,

158, Stodgill and A. E. Coons cited in B. M. Bass, Leadership, Psychology
and Orgasnizatienal Behaviexr, (Wew York, 1960), p. 88. |
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Reported studies of leadership usually focus on @& single dimension or
relationship. The complex interdependence as represented in the various as-
pects of the chart in Figure 1 obviously limits investigation in this manner.

As noted above in the Introduction, Chapter I, lesaders and Jeadership
are defined in numerous ways. Even more extensively than Gibb, Fisher lists
seventeen polar typologies (e.g., cognitive vs. authoritative, personal vs.
jmpersonal, general vs. specialized) and three tri-category types of leader~
ship (e.g., autocratic vs. paternalistic vs. democratic, small groups vs.
mass leader vs, administrator).l® Such lists are a further index of the
variety of conceptulizations of the process, relationships and function of
leadership.

L. Fs Carter's five specifications of the meaning of the concept of
leadership are succinctly stated and thoughtfully justified.1? They direct
attention more toward group processes than toward the individual. Carter
points to the leader (1) as the person able to focus the behavior of the group
membersy (2) as the person leading the group toward specific group goalss
(3) as the sociometrically selected memberj and (4) the person who has
demonstrable influence upon the group gyntality (after Cattell). In preference
to these approaches, Carter endorses a very practical fifth approach--that of
defining leadership in terms of leadership behaviors operationally defined.

| 16B, M, Bass, Leadershin, Paxehelgav, And Qruanizatienal Bshayior, p. 86-
87 c¢iting L. F. Fizher, Philosophy of Social Leadership According to Thomistic
Principles. (Washington, 1948).

17Launor F. Carter, pp. 22~25 in Browne and Cohn, Ihe Studv of Leadership.
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PARADIGM FOR THE STUDY OF LEADERSHIP

18z, Stodgill and A. E. Coons. "Leader behaviors its description and
measurement.” Bur. Bus. Res. Monogr. ii, Ohio State Univ., 1957 cited in Bass,
Leadership, Psychology and organization, p. 88.
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The latter type of definition is favored because it "allows the experimenter
to define with exactness what is to be considered'l;:derahip behavior in the
immediately studied situation, and at the same time provides flexibiiity of
definition or specification of these behaviors from situation to sitvation."1?
The necessity for the further advantage of an operational definition is to a
guard against improper comparisons of leadership from situation to situation
(nursery school chilidren, coeds, industrial executives, and combat soldiers).

Carter's approach to leadership research is direct and though it appears
to be locsely general, isxealistic, All typing, definition, and specifications
in approach remain unsatisfactory so long as a univnrgnl, iadiyisibl& and
measurable concept of leadership is sought. The value of various forms of
statements of and about lesdership, examples of uhieh'htvtrﬁbon noted here,
is plainly heuristic. But, as will be indicated, Carter's position is
justifiec and such heuristic guides are rewarding as well as appropriate.
Il. Jhe Irait-Situation Orisntations Paractisal and Iheozetical |

Such rewards were not immediately evident to Jenkins. His 1947 review
was a search for material to aid in the practical problems of selecting mili~
tary leaders.20 He sampled empirical studies of five types, grouped according
to the characteristics and sources of the populations studied: industrial and
governmental executives, sclientific and professional personnel, children-«both
in and out of the school situation, and lastly, military leaders. Data in the

191pid., 24.

Ly, o, Jenkins, "A review of leadership studies with particular reference
to military problems.” Psychols Bull., XLIV (January. 1947), 54~79,
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first four types of studies were gathered by a wide variety of methods: persons
seen as successful or powerful in their Q%ganization were polled for their
opinions about the attitudes and behaviors impor;int for leaderss broad
historical examinations (birth galaxies were discovered among British botanists
and great military leaders' fame seemed dependent on national conflict); ameng
supervised subjects, such as preschool and school children, leaders were
jdentified through obserﬁation by others, by peer nominations, and by situation-
al tests. These latter techniques remain in prominent use today.

Jenking' review of military leadership studies is of especial interest.
He found that traditionally accepted writings on military leadership are of
the nature of rules of thumb and platitudes offered by those who are sage and
experienced. Cited as typical was a manual for young naval officers, basing
leadership success on widely accepted principles. However, the supporting
empirical evidence and methods sought by Jenkins was lacking in this type of
writings. It must be this kind of cultural wisdom and truisms which prompted
Newcomb to recall another truism by which he appropriately declared that no
one knows whether what everyone knows is true is really true until it has
been properly tested,2!

Continuing his review, Jenkins outland the American, British, and German
nations' elaborate pre-war and World War II programs of selection without

followwup« ‘tle commented on the "uéelessncss of elaborate testing techniques

Ar, M, Newcomb, "The prediction of interpersonal attraction." Amer.
Psyghols, XI (November 195¢), pe 586.
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hand in glove with complete disregard of their necessary concomitant--
standardization, objoctifieation, and validation‘“zz Unfartua;tbly; the
prescribed follow-up was not much more revealing, as exemplified in the
famillar OSS studlies.23 But of course, therein the shortcoming lay in the
fact that tho ¢riterion situations and information were inconsistent and not
| comparables '

Thoerlults of two studies of 1;adcrship among non~coms and éomhat
officers of the U, S. Arny indicated that constructive morale attitudes in
the former and rotrospociive performance evaluations for the latter were most
highly correlated with field demonstrations of leadership potential and
achievement .24

More generally, leaders appear to be superior to group members in at
least one of a variety of abilities generally, and in each particular field
"need and tend to possess superior general or technical competence or knowe
ledge in that area (other than intelligence),"2> leaders share some inteorests
and social backgrounds with their group, and (contrary to other reviewers)

Jenkins noted that several studies suggest that leaders are superior in

223enkins, pe 74,

23055 Assessment Staffh of Mens selection of personnel for
the Office of Strategic Services. (New York, 1948), pp.4l4 - 417,

24Jenkins, p. 66,
B1hid., p. 75.
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physique, age, education, and socio-economic background. Jenkins also opined
that no single trait had been isolated which set the leader apart from the
members of his group, leader characteristics varying widely both within and
between situations. Apparently, about all that could be said about leadership
was that it is specific to the situation (including the measurements employed).

Jenkins found no ready-made answer to the then very urgent problem of
leader selection in the military and pessimistically concluded his review.
There is some doubt that this review was sufficiently comprehensive to end in
any other n$y. Howover, Jenkins' purpose limited the scope of his review
since the press of war-time problems did not allow experimentation with
theories about leadership in order to establish bases for particular selection
methods. Theories and ressarch from a later time to be cited below indicate
considerable change from the paucity of information leading to general
principles and theories of leadership which Jenkins reported available.

It should be noted, however, that Jenkins sought aid in identification of
leadsers in a highly specific situation--sppointed leaders in a formal group
with both leader and group characterized by a high degree of effectiveness.

It may be that there is no single answer to the type of problem Jenkins posed,
There is no evidence to suggest that a single trait could be isolated which
would reliably identify a military leader in all, or even some, military
situations or organizations. 1In spite of the rigorously formal and

structured organization, an effective military leader brings infinitely more
to bear in the situatign than the qualification of a single trait or simply
living by the book, as might be inferred from Jenkins and some of his sources.
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In contrast to Jenkins, Stodgill was concerned primarily with
theoretical and speculative studies. This approach lent a more schblarly
’air to hié comprehensive survey, which atiempted to find evidence for the
jsolation of traits and characteristics of lqadcrs.zﬁ Cross~checking seven
methods of identification and twenty-nine factors or characteristics Stodgill
| reported from a bibliography of 124 items. He summarized his findings in
seven statements, negarding’to the frequency and magnitude of positive or
negative correlations to 1eidorship. His integration of results from various
studies revealed the followings highest overall correlations with leadership
were shown for originality, popularity, sociability, judgment, aggressiveness,
desire to excel, humeor, coope:ativoniatg liveliness, and athletic ability,
(in approximate order of magnitude of average correlation coefficients); lower
positive correlations with leadership were common to chronological age, to a
group of physical attributes (height, weight, physique, energy, appearance),
and to personality traits of dominance and mood control. The evidence was
found by Stodgill to be evenly divided between leadership and traits such as
introversion-extroversion, self-sufficiency, and emotional control,

Direct obgervation and analysis of bilographical and case~history data
were the bases for descriptions of leadership in the most fruitful studies

from the point of view of understanding loadurahip.27

2g, M. Stodoill, "Personal factors associated with leadership, a survey
of the literature,” J. Psychol. XXV (January. 1948), 35-71,

27 1pid.,
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These methods may be compared to Jenkins' notation of three methodological
techniques which seemed most fruitfuls nomination of leaders by group members,
surveying the characteristics of outstanding individuals through questionnaires
and blographical information, and using selection tests keyed to the situation
under eonsidcration;za Whether approached theoretically or practically, it
seems that the remaining obstacles to further isolation of leadership traits
are the criterion problems and working definitions, The common reference of
these reviewers to biographical or historical data is of interest.

Continuing his summary, Stodgill listed six general headings of factors
posaibly of aid in understanding leadership and selecting leaderss capacity,
achievement, responsibility, participation, status, and situation. He
commented that leaders always have a coordinating responsibility associattd"
with attainment of group ehjcciiv&n, and leadership implies activity, uﬂbﬁmcht,
and getting work done. Other significant aspects of the attribute of lesder=
ship are intelligence, alertness to needs and motives of others, and ingight
into situations, all reinforced by such "habits"™ as responsibility, 1n£tittiﬁt;
persistence, and self~confidences But Stodgill reported no evidence as to the
basic nature of the personal qualifications of leacers vss non~leaders.

Nevertheless, he contended that, though the complex of factors
determining status in a group is difficult to identify and understand, selecting|
leaders should be less difficult than training non-leaders to become

leaders.

28Jenkins, Pe T4e
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This conclusion of Stodgill's, pertinent to the present study, is based
on the hypothesis that a positive relationship between certain measures ei
leacazrship and performance effectiveness may be an adequate basis for a
method of selection of leaders. However, no strong brief can yet be made
for "trait” selection or prediction of leadership performance in the face of
lack of positive evidence of this relationship. This suggestion of Stodgill‘'s
is not in accord with the current trend in leadership training for developing
situational insights, and for sensitivity training in human relations
workshop settings, as represented in the seven studies in the training section
of the Browne and Cohn volume,?

Gibb and Stodgill, agreeing with Ackerson, present the viewpoint that
the relationship of leaders and followers is not antithetical, as would be
expected, It is speculated that the antithnnis of leader is characterized
by indifference, incapacity, or unwillingness to follow pr to lead,30s 31, 32
This distinction may hold a key to the interpretation of leadership-study
results which appear to be inconsistent and unreliable, particularly regarding
the traits of leaders. Perhaps the issue is whether or not there are traits

29Browne and Cohn, pps. 417~473.

XC, A. Gibb, "The principles and traits of leadership.” J. Abnozm. So¢.
Psychol. XLII (July 1947) 271. .

stodgill, 67,

32, Ackerson, Children's behavior problems. II Relative importance and
intercorrelations among traits. {Chicago, 1942) cited by Stodgill, 67.




of potential and/or effective leaders-followers. If a relationship between
leadership potential and traits were established, the appointment to a
1eadership position should be given to the more promising individuals and
should result in greater leader effectiveness.

In conclusion, Stodgill does not see traits as abstracted from the
situation, but acknowledges the large component of interaction and the
situational influences on both status and effectiveness. Though he cites the
"devastating evidence" of Newstetter, Feldstein and Noucaéb against the
concept of measurable traits, Stodgill does not find thic evidence conclusively
for or against a theory of leader traits.33 Stodgill refers to other cﬂidlnéa
which may be interpreted in terms of knowledge of personality and dynamics,
rather than of social processes, and as such, lends encouragement to the o
further investigation of the trait theory.34 The proposal of Cattell, to be
presented in detail later here, is one approach to such a trait 1dontif1¢it1§n,
and it meets the specifications of operational definitions {per Carter) andi
of criterion keyed measures (after Jenkins) of the leadership function.3®

Stodgill's general theoretical collation has stimulated work in leader-
ship investigations Group processes have become the mode in this area,

However, the operational definition of leadership, in terms specific to the

situation, remains the single factor common to leadership in most studies.

33Stodgill, 65.

341pid.

358.-..3. Cattell and G. F, Stice, "Four formulge for leaders on
ihe basis of personaliiv,” Hup. Belat. VII (November 1954), 493-507.




A singular concept of leadership is yet to be defined which can aid general
researchs A possible exception is Bass' definition within the framework of
his interaction theory of leadership. "Leadership is said to occur when cne
member of a group, A, behaves in a way directed toward changing another
member's, B's, bnhavior‘”aﬁ This definition places the leadership source in
one individual, "A", and in a fairly well delimited way expresses an inter~
action function termed legdership.

This specificity is not common to all the definitions appearing throwjhout
the fifty-one reports of scientific studies of leadership selected by Browne
and Cohn.37 Definitions are lost in the specification of attendant, modifying
circumstances and processes which are given primary consideration.

III. Jdentifying Leaders and Leader Behgvior

Representing the progress in the development of leadership theory and
research are the fifty-one reprints and abridgements of works included in the
volume edited by C. G. Browne and Thomas S. Cohn and presented in 53,38
Articles were grouped into four areas of leadership studys The Analysis of
Laadership; Identifying Leaders and Leadership Behaviorj The Dynamics of

Leadership; and Training.

bp, M, Bass, Outline of a theory of leadership and group behaviors Tech.
Rep. 1, Contract N70NR 3%609. Bﬂt@n Rouge, 1955. ps 3 A

37Browne and Cohne

S8Browne and Lohn, Studies in Leadership.
Ibidey xi=xv.
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The Ohio State Leadership Studies program is outlined by Morris and
Seaman, with the recommendation for the interdisciplinary approach as suitably
comprehensive for research in 1eaderahip.‘° Carter's discussion of definitions
previously commented on here was also included in the section on analysis of
1eaderah1p.41 Stodgill's attempt to anchor leadership in the group is also
presented. He discusses leadership here ss an attribute of the group, dynamic
in nature, and basically as an interaction proceas which varies in amount from
time to time.42 Jennings extensive analyses of leadership as related to
sociometric choice are summarized for comparison with other views in the
volume.43 The highly abstract concept of gyntality, as defined by Cattell, is
discussed in terms of group attributes.44 Cattell's snthusiasm for concepts
which hold such broad promise is tempting, if not contagious. However, as
Carter pointed out, the parameters of groups necessary to describe or measure
the syntality of a group are not suficiently well known, methods of measure~

ment undesignated or uncertain, and the relationship »f the parameters to

401p1d., 12-21.
411pid,, 22-25.
421p1d., 31-40.
Brbic., 41-45.

44g, B. Cattell, "New concepts for mia:uring leadership, in terms of
group syntality.” Cited in Browne and Cohn, p. 47.
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jeadership are not sufficlently clear to use in leadership research.4>® with
less specific theory than had Cattell, Murphy offered situstionsl analysis as
a method for identifying leaders.®® The method involves job anaiysis related
to group's goals and the group's needs, and sociometric anslyses which, though
ostensibly are for identifying leaders, appear to be concerned more with the
substrates of popularity, agzenblamn, and desirability as an asgociate or
'tum mate. The leadership which Murphy analyzes and sssociates with situation-
al analysis is leadership of an informal nature demonstrating little which
contributes to the understanding of leadership. Such approaches are not of
interest in connection with the present study. The contributions of Cattell
and Murphy are analyses of groups, and as such, are tangential to the identifi-
| cation of leaders.

Setting a slightly different slant to thelr sociometry, Williams and
Leavitt's contribution to the Browne and Cohn wvolume demonstrates that socio-
metric judgments are informed judgments of a spaéial nature, and as such they
tell many things about the subjects not otherwise availabic;."" These writers
schoed Jenkins' complaint of inability to find objective methods for selecting
military leaders.%® They demonstrated that sociometric judgments were more
valid than the ratings, achievements, and individual tests as predictors of

Carter (cited in Browne and Cokn), p. 24
“6Browne and Cohn, ppe 123-134.
4T1pid.s 135-147.

481nide, 139,
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officer Candidate School success and combat performance for junior officers of
the Marine Corps, even taking into account certain selective factors in their
final population.4? The strength of such sociometric judgments for pradicting
leadership was attributed by the authors to peers' opportunity for greater
observation time, the realistic social context on which their personal
familiarity is based, and the proximity and interaction of the subjects to each
other's social-dominance behavior.30 Group opinion scores (based on the v
judgment of five traits by peers) exceeded self-ratings, leaders' (superiors')
ratings at two and five weeks periods of acquaintance, personal history inven~
tories, Army GCT and MAT tests, and final grades in the school in predicting
two criteris~~0CS pass-fail and combat proficiency ratings. Group opinion at
two weeks correlated .»33(N--240) and .47(N-100) with OCS pass-fail criterion
and combat proficiency ratings, regpectively. gimilar Judgments at five weeks
of acquaintance correlated +40(N--1193) and .43(N-~-100), respectively for the
same criteria.®l While sociometric Judgment may be the most reliable of many
instruments and methods for such pradictién, it can be said to be as much an
index of the structure of the group=~if not reflecfing status, and some say it
does not (including Williams and Leavitt). This technique reflects a subtle
awareness of interaction, and does not usually contribute te‘undorstanding

leaders nor to preselecting them for membership in groups of candidates or

4%1bid., 143.
Orpid., 147,
Sl1pid., 142




leader trainees, Williams and Leavitt regard group judgment methods as a
gecond best stop~gap measure for use while awaiting the develepmentlof good
objective tests for measuring the psychological characterisiics of leaders.52
Apparently shiftinc preferonce decidedly away from leadership ralated
unreliably to individual traits following hi: 1948 review, in 1950 Stodgill
described leadership in highly general, inclusive terms of group goa)l
achievamont.53 So defined, leadership is restricted to iﬁfluance within an
organized group, and is more an aspget of the organization than it is an
attribute of individuals. As such, leadership parallels authurity,\gkich
specifies what each member's activity will be in the task or goai aaﬂievememt.
This is a question-begging position, or at least Quite one sided. A3 stated in
his contribution to The Study gz,nggg;gnig. Stodgill fails to account for the
existence, initiatlon, and maiitenance of the organizations In one perspective
at least, as leadarship contributes to these aspocts of organization, it is
the sine gua nop of organizetion, and should be considered as somewhat snte~
cedent to the establishment or statement of authority, goals, and goal
achievement. Recalling Carter's asdmonitions concerning operational dofinitionsﬁ
however, in such an either-or debate antecedence is secondary to the difficulty

of even deciding which is the chicken and which is the egg!

521bid., 145,
53;2:; g L] ' % L




Apropos of this controversy, pseudo-problem, or arbitrary assumption,
it is redeeming to recall what Stodgill pointed out previoualys that the ". . .
very studies which provide the strongest srgunents for the situational nature
of leadership also supply the strongest evidence indicating that leadership
patterns as well as non-leadership patterns of behavior are persistent and
relatively stable."®¥ Thus accepting no assumption that leadership is inci-
dental, haphazard or unpredictable Stodgill suggests that further under-
standing of leadership ldes in the answers to questions concerning the
conditioning of social participation, insight into situations, and mood
|control, responsibility, and the transferability of leadership from one
situation to another.3® Tie latter question concerning transferability is an
important underlving question in the present study.

The findings of Carter, Hiythern, Shriver and lanzetta have some bearing
on this cuestion,%0 Analysis of leader behaviors in small work groups yielded
interniting differences rclatoé to the type of task, and to emergent vs.
appointed leadership. Average ratings of fifty-three categories of behavier
were compared by significance of the diffevences of ratincs for emercent vs.
appointed )eaders. In all instances of demonstrated leadership, regardless
of task or group situation, the results indicate that leadart-ch:racteri#ticallf

are involved with getting insight and analyzing the situation, and with

S41pid., %9.
SSlbides 60s
BTbides 97-105
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initiating the action required by the situation and goal. Some behavior varied
with task .md structure of the situation, however. The emergent leader in
discussion task situstions readily offers information, and appropriately shows
agreement and approval of others. He seeks the opinions of others and avoids
disagreeing openly. Also, results unexpectedly showed strongly that appointed
leaders tend to conceive their functlon as a receptive coordinator or agent
through which group activity moves toward the specified goal. This was in
contrast to the emergent leaders' behavior characterized by energetic action
and efforts to gain acceptance as a leader, and to defend and support his
proposals and opinions. For example, the appointed leader typically assumed
responsibility of & routine written recording task in contrast to the emergent
leader who delegated to others this labor of writing in order to remain free
to pursue and defend his position,57

These findings are of interest in view of the contrast of leadership
occurrences in the present study. Lesdership assessed by the criterion situa~
tion is to be compared with leadership emerging in a lesderless group discussion]
similar to the experimental conditions set up by Carter, gt al. The question
becomess Is the behavior of an emergent leader (or by which a leader emerges
in a leadsrless group) different from the behavior of an appointed lesder
which is required to maintain his authoritarian role and his function in
contributing to the group's goal achievement? Consideration at this peint is
theoretical, of course, as the present study is not directly investigating or
analyzing behaviors, as such. Nevertheless, it is suggested that the highly
effective formal leadership of a recruit company commander requires function




peyond that of an agent administrator and coordinator, and as such, will be
reflected in the grester relative effectiveness of goal attainment with a
succession of natural groups~~i.e., with several recruit companies.

Taft's account of group situstional observation of applicants for a
young exscutive trainee position is sn example of extensive effort and motions
for selection, augmented by the further scrutiny of the organization (manage-
ment) resulting in a program of minimized benefit to either personnel selection
or management.>® There is nothing to suggest that this was an exploratory or
experimental endesvor which might have justified using so many preselection
screens, additional test batteries (from aptitude to projective tests), game
and problems situstions, discussions and interviews and forced social situs-
tions. Aware of ghortcomings in the procedure, Vraft anticipates questions
Is prediction justified based on inferences from assessment situations which
vary greatly from the job or criterion situation? Are inferences from the
ability of a candidate to lead peers acceptable indications of his ability to
lead subordinates?™® |

Taft's questions may well be asked of many leadership identification or
prediction techniques. They obviously apply to the present study concerning
experimental measures applied to a practical situation, involving measures
which may be varied from the criterfon situstion or which invoives leadership
among peers compared to superior (appointed leader)-subordinate condition of
leadership. As to the second gquestion the answer is indicated, for the time

581pid.s 106-114.
%91bides 113.
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pbeing at least, by pointing to the evidence of others derived from the wide-
spread use of the leaderless group discussion, relating results and observationg
to external criteria (Carter, Haythorn, et 3l.,50 Bass,5l Carter and Nixon,%?
Berkowitzéso. The first question Taft dismisses as a truism applicable to any
selection exception trial and error methods. The more appropriate reaction to
observation of such "trulsms” seems to be to invoke some criterion-keyed
instrument or procedure, as noted here previously. it may.also be found in
accord with Stodgill's and others' noiations cited above that there is probably
not an antithetical relationship between leader and follower, but rather that
evidence suggests leader-follower is one extreme of a dimension which measures
indifference and apathetic group interaction at the.othar.64 Hollander and
Webb report evidence supporting this similarity of leaders and followers.53

Several studies of sociometric techniques (buddy ratings and peer
nominations) were included in the Browne and Cohn compendium. (Roff, Hollander
and Webb, Carter and Nixon, Whérry and Freyer) As an assessment method or
predictive technique much depends on peers* familiarity prior to the criterion
situation or at least during a period anticipating some goal (e.g. completing

OCS training)e This is not a relevent technique for the circumstances of the

6°Cartar, et al. cited in Browne and Cohn, p. 102.

61B, M. Bass and I. A. Berg. Objective Approaches to Personality Assess-
ment. (Princeton 1959), pp. 146-168.

62, F. Carter and M. Nixon cited in Browne and Cohn, pp. 170-183.

631. Berkowitz cited in Browne and Cohn, np. 324-337.
64R, M. Stodgill, p. 68.

63E. P. Hollander and W. B. Webb cited in Browne and Cohn, ppe 404-416.
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present study, and so results will not be reviewed in detail here, except as
they indicate pertinent dimensions or characteristics of leadership or leaders.

Hollander and Webb's study has been noted above.56 Roff utilized group
judgments sampled by rating scales in studying characteristics of judged high
and low success of combat leadership among Air Force officers.57 Equally
important with factors contributing directly to combat performance were the
personal characteristics of lack of concern with personal advantage, sincerity
and impartiality in discriminating between degrees of success of leadership.
These results corroborated results of an earlier study which had indicated
these characteristics were the minimum requirement for effective leadership.68
The agreement between results is significant, because Roff did not feel that
his results could safely be projected for other groups since his'sample was
not randomly selected. The data had been analyzed on the baiis of the
differences between average ratings of the best and poorest leaders; median
item standard deviation--,80 for ratings of the upper group and larger=-1.07
for the lower group.69 These characteristics, as expected logically, were
strongly related to the most discriminating scale item which reflected the
officer's ease of maintenance of ground discipline--a crucial barometer of the
effectiveness of leadership. Roff commends the sociometric rating technique

for use in revealing leader traits with expectations that further research of

66M, Roff. cited in Browne and Cohn, pp. 158-169.
$71pid., 168.

*%1big.

691bid., 167.
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the traits would advance understanding of the leadership itself.’C He is one
of the few who use sociometric techniques who acknowledge their limitation as
an exploratory probe.

Iv. Criteria of Leadership

Peer nominations were one of the four criteria compared by Carter and
Nixon with three types of work tasks (intellectual reasoning, clerical, and
mechanical assembly.) The ruﬁi&n&ng tﬁéﬁc criteria were supervisor's ratings,
work task performance rated by observers, and extra-curricular activities.’l
While the familiarity of peers may be an essential on which certain types of
sociometry are based, other situational aspects may act as contaminants which
are masked. The study of Carter and Nixon clearly reveals this. Criterion
scores for leadership given their subjects (N=100 high school males) were all
indigenous to aspects of their ﬁfbh schaolylift and activiticé. The relatione
ship of opinions of the subjects held by the school principal and counselor,
and by peers, and number of extra~curricular activities participated in are all
readily related to and influenced by the general school reputation of the
subjects. Further suggestion of these 1s seen in the resultwhich shows that
the fourth criterion, ratings of observers foreign to the school situation,
were independent of these three criterial72

70Ibid., 168.
71L, F. Carter and M. Nixon cited in Browne and Cohn, pp. 170-183., -
72M., 180. VLA
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Carter and Nixon can hardly be said to have come to grips with their
cviacnco when they comment in passing about this relationship of the criteria
merely as “"something these three criteria have in common,"7’3 as if it were an
obscure dimension awaiting an elegantly logical and statistical analysis to
bare its nature. |

The basic question in Carter and Nixon's study concerned the transfer-
ability, that is the consistency, of leadership from situation to situation.
Rather than a generally successful leadership from time to time regardless of
situation, these authors interpreted their results as indicating that this
degree of superior leadership is likely demonstrated among “families" of tasks
or situation.’¥ Thus the demonstrated trend of the former (transferability) is
speculatively concluded in terms of the latter families of tasks, but more
research is needed, they say. This investigation is an example of the
criterion difficultiit in 10ad§rship studies, The degree of agreement between
the different criteria in the assessment of the subjects' leadership potential
was shown in correlations ranged from =.2% to +.66. Work-task scores
(intellectual, clerical, and mechanical assembly, in that order) (based on
experimental observation) showed low correlations with peer nomination scores
(r's = .13, =.25, .05) and activity acort; (r's = .13, .02, .22), while work

task scores and supervisors' ratings yielded higher correlation coefficients.

"31bid,
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(r's = +31y «17, 14 in one school and .49, .27, and .35 in the second school
for the intellectual, clerical, and mechanical assembly tasks, respectively.,)’>
Feeling they could not point out any particular criterion as being superior to
the others used, Carter and Nixon discuss the advantages and disadvantages of
the various criterion measures or methods. The discussion leaves the criteria
of superior's ratings, peer nominations, and self report of past history, as
used here, on the disadvantage side of the ledger, as opposed to a balance of
advantages for the leaderless group method of assessment.’® The disadvantages
indicated for this method have been rather well obviated by Bass' method to be
discussed here later.

Recalling the discussions of Jenkins and Roff, and the results of Carter
and Nixon's report just notec, there is commonly suggested the requirement that
ultimate criteria of leadership performance should be related to the method
and type of leadership assessment on which predictions are being made. Two
studies will be roported which demonstrate this standard--the work of Wherry
and Fryer, and that of Wilkins--each dealing with officer candidate training.
Several of the usual selection and prediction methods (aptitude tests,
biographical data, interview and ratings by superiors) were compared with
buddy ratings and nominations and with academic grades on two classes of
officer c;;did:ted in the Army's Signal Corps at Fort Monmouth, N. J, in 1945, 771
Advocating peer judgments, they sought te compare these two criteria as

assessments and predictions of leadership and success in program leading to

TS1bid., 179-180.

73&@., 182,
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commissioning. Ratings and nominations each were fauﬂg to be gbod predictive
measures of leadership and of academic and tactical pi@?brmanco.' Nominations
exceeded ratings in relisbility after four months (+.58 and +.17, respectively),
though they predicted stably about equally after only one month of acquaintance
in the class (+.75 and +.76, respectively for nominations and ratings). In
both instances peer judgments exceeded the reliability of superiors' ratings
of the subjects, which averages +.50 after one month and +.23 after four
months.”8 Using all selection procedures, it was found that nominations were
better predicted than was the more commonly used academic grade criterion.

The only exception to the pattern was the prediction of grades from aptitude
tests, However, the data otherwise indicate that academic grades and nomina-
tions are measures of something quite different in the subjects of this study.’“
Wherry and Fryer thus report that peer judgments exceed most other measures
for assessing leadership, and of these, nominations are to be preferred some-
what over graphic ratings on the bases of better reliability, and ease of
obtaining.BO

This finding of Wherry and Fryer can be explained on two bases. Peer
Judyments seemingly reflect knowledge about the individual functioning (1) as
an intimate member of the group and (2) in significant interpersonal dealings
with other individual members. The peers have impressions from isolated

évents as well as global perceptions af cthers' roles on which they can base

78Inid., 211
" Ibid.
801pid., 212.
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their assessments of potential leadership. Such assessment is in some respects
more valid than the more distant and incidental evaluation by superiors, or
evaluations by means of specific test or task performance. The peers can tell
whom they wogld follow willingly and well. That nominations are to be preferred
over graphic ratings in part follows from the above explanation. Also, the
individual members' spontaneous nominations reflect global impressions of the
best leaders. Finally, the nominations method avoids both the pitfalls of
judging overt behaviors to assign amounts of reputedly desirable leader~-traits
and the dubious validity of weight assignments in constructing graphic scales.

In a similar officer candidate screening and training program for Marine
Corps officers, use of peer judgments was reported by Wilkins as part of the
screening program.8! Even though peer judgments, and superiors' ratings in
training and in field combat performance have that communality of standard
for assessment noted above as a requirement, Wilkins concludes his report
with an admonition concerning use of the sociometric method of assessing and
predicting. In this instance peers and superiors shared common experience and
understanding of what would be expected of a subject in the criterion situation-]
~-field combat. It appears that the acquaintance of judges with peers and
with long~range criterion situation is essential to the suitability and
adequacy of sociometric judgments as a predictive device. However, in the

short range goal as criterion situation, such as reported by Wherry and Fryer,

81w, A. Wilkins, "Selection of Marine Corps Platoon Leaders." U, S. Armed
Eorces Medical Journal, V (August 1954), 1184-1191,
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tthpxocessea of social interaction and judgment may alone be sufficient for
such predictions. It should also be noted that the Marine Corps subjects
probébly had a highly articulate image of what an officer and a field combatant |
is expected to bes This condition is seldom as true for other types of can-
didates, applicants and newly entering members in an oxganizatioh. Also,
returning to Wilkins' admonition, it was found that peer ratings had a correla-
tion of +20 (not significant) with respect of others, contrary to logical
expéctatiansc Thus, though promising, analysis of the dynamics is essential
in all cases, and experimental refinement of the technique in each situation
sesms advisable.82
Ve Psrsonaliiy Iraits and the Dynemics of Leadership

The introduction to Part III of their volume was the selection of Cowley's
early investigation of the traits of face~to-face leaders.53 Browne and Cohn
comment that thiserly work was included as an unusually good example of traits
studies in leadership. Clarity of style in another feature of this article
which would benefit current literature if it were (along with the awakened
interest in trait studies as noted by the editors) to become fashionable again.

In this very early dated study by Cowley, face-to-face leadership was
chosen for study among widely divergent populationss criminals, non-commission-
ed officers and lower rated enlisted men in the Army, and college students.
Cowley asked three questions. First, does a set of psychological tests

differentiate leaders from followers on the basis of a constellation of traits

82Ipid., 1190,
E3W. H. Cowley cited in Browne and Cohn, pp. 227-234.




for each type of leader? Secondly, what traits might become demonstrated?
And thirdly, would the test results produce enough evidence to make it
possible to call any trai's general iraits of leaderghip, i.e., common to all
leaders in all situations?84 His results revealed a constellation of eleven
traits for criminal lcaders, twelve for non-commissioned officers, and fourteen
for student leaders. Six traits were found to be held in common by all three
groups of leaders: self confidence, motor impulsion, finality ¢f judgment,
and three measures of speed of decision. The generalization which would be
indicated by affirmative evidence in answer to the third cuestion was regarded
as an impossibility. However, of ihe slx traits common to the three types of
leaders studied, all were found to be related tc a<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>