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~~The purpose of the study was to describe variations in racial perceptions ,
along with ideal and real patterns of leadership behavior among a sample—group
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sisted of 104 company commanders and 104 non—commissioned officers assigned to
five Army installations.
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~Consequently , the data indicated that the leader behaviors of the commanders
— occurred partially independent of their racial attitudes

The following general conclusions were drawn from th • d y.
(1) The lack of a significant relationship between al perceptions and

patterns of leadership behavior point to the necessity o~ mining situationa l
determinants of leadership patterns , as they might relate to ace relations in
the army.

• (2) While racial integration seemed to be an accepted and valued phenor~—
enon in the Army , Black company commanders tended to differ from White  comn~iny
commanders relative to the perception of day—to—day Army experiences in terms
of race. Generally, Blacks believe that Whites are receiving preferential
treatment while Whites believe that Blacks are receiving preferential trea~”ent.

(3) Company commanders and non—commissioned officers identified Consider-
ation (looking out for the welfare of the men) as the commanders ’ predominant
pattern of leadership .

-- 

~~~~~~ ~~~~~~~~

- -  

.• • • • 
~~~~~~~~~~~~~~~~~~

‘ . ~1~’ ~

.1

__________ 
S~~~J~~I.!YLiI~AI4IYICATIQN Or~~~IIS PA Gt($?.n~~~ata Ente red) 

—



H /
C .  

~~~~ /

H AD 
_ _  _ _ _ _ _ _ _ _ _ _ _

AN ASSESSMENT OF THE RACIAL 1TR(;EPTIONS (‘F’ c(~ ’r AN v CO~ 1P1NDERS
• 

• RELEVANT TO ARMY SOCIAL ~CRK PRACT 1.CI~. ~~.i ) KN~~ LEDGE

FIN A L REPORT

John 11. Nc~by, Jr. D . S . W .

Augu’~t 1975

Suppoi. ted by

U .S.  ARMY MEDICAL RE SEARCI~ AN1) DEVELOI’~~~ ,~ ’ COMMA’~1
Washiagton, D .C .  20316

Grant No. DADA17—73—G—9369

The Catholic University of Am erica , Washington , D.C. 20017

• ; Approved for Public Release; Distribtiti~n Unlimi ted .

I The findings in this report are not to be construed as an
official Department of the Army position unless so designated

• by other authorized documents.

~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~ _~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~ ~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~



~~~~~~~- .~T”T T

AR ASSESSMENT OF THE RACIAL PERCEPTIONS OF COMPANY CO1~NANDERS

RELEVANT TO ARMY SOCIAL WORK PRACTICE AND KNOWLE DGE

Problem an4j~~~~~~~ _

This study was concerned with the nature of the r elat io n sh i p b e t .~. en

racial perceptions and patterns of leadership behavior among Bl~i c k  and

White Army company commanders. The purpose of the study was to describe

variations in racial perceptions , along with ideal and real patteri~ of

leadership behavior, among a sample—group of Army leaders wi tc  ha ve vita l

roles to play in the area of race relations. In c o nj u i r l i o n  with  the

objectives of the study , relevant implications for i~r~ y social work

practice were examined.

Methodology

-• Questionnaire data were utilized from a purposive smvpie of 104

company commanders and 104 non—commissioned officers assigned to five

Army installations. Two research instruments were used for data col—

• lection, namely, the Racial Perceptions Inventory and th~ Leadership

Opinion Questionnaire. Ten hypotheses were tested in relat ion to the

goals of the study. The hypotheses were statisticall y analyzed by

either the Pearson—Product Moment Correlation Coefficien t or t test.

-• _ _ _ _
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Summary of the Findings and Ceneral_Conclusions

Summary of the Findin&s Pert~~~~ nZ~~ p. the

Relationsh4~ Between Racial Perceptions

and Patterns of Leadership Beh:wio r

Perhaps a most significant f inding resulting from analyzing the data

pertains to the relationship between racial perceptions and pat te rns  of

• 
leadership behavior among the company commandct . who were the subj ects of

study. Accordingly, analysis of the data indic :te th e c~:i.ste nce of insig—

• nificant correlations between racial perception:; (i.e., vttitudes toward

integration and perception of racial d i sc r iminat ion)  and two dinensions of

• leadership behavior , namely, Consideration and Initiating Structure as

measured by the Leadership Opinion Questionnaire. The finding of no

significant relationship between racial perceptions and patterns of leader—

ship behavior seems to indicate the part ial  independence of overt behavioral

manifestations from racial attitudes and/or perceptions . In conjunction

with this finding a t test which measured the difference betw~en the

commanders’ Consideration scores (real) and Initiating Structure scores

(real) resulted in a t value which was significant at the .01 level . In

short, the data indicate that the commanders’ leadership scores were sig—

nificantly higher on the dimension of Consideration than they were on

• 
Initiating Structure. This finding was corroborated by NCO ratings of

leadership patterns demonstrated by their company commanders.

~ 
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• Summary of the Findings Relating to

• Ideal and Real Patterns of Leadershl2.

Behavior Among Company Commanders

Leadership patterns of company comani ~rs were measured by scores

they received on the leadership dimensions of Consideration and Initiating

Structure measured by the Leadership Opinion Questionnaire. Accordin~.;ly,

the data revealed a significant discrepancy between company commanders ’

perceptions of their ideal versus real patterns of leadership behavior.

In this context, the hypothesis was tested that there would also be a

• significant difference between company commanders ’ descriptions of ideal

versus real Consideration and Initiating Structure. “T” tests , for measur-

ing the significance of the difference between the mean scores of cornpany

commanders vis—a—vis ideal and real Consideration and ideal versus real

Initiation of Structure, were significant at the .01 level. The data ,

therefore , provide support for the theoretical formulation that discrep—

and es often exist between expected (ideal) patterns of leadership behavior ,

and the manner in which roles are actually performed. In short , role

behaviors do not always measure up to role expectations .

Two hypotheses were tested to measure the significance of difference

between commanders’ and NCOs’ percep tions of ideal and real patterns of

leadership behavior. No significant differences were found between company

commanders ’ self—descriptions of their leadership behaviors, and NCOs ’ descrip—

• tions of the commanders’ leadership behaviors. It might, therefore be con-

cluded from the data, that NCOs were generally knowledgeable of their company

commander ’s real (actual) pattern of leadership behavior. NCOs were also

• very closely aligned with their company commanders in describing ideal
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patterns of leadership behavior for company commanders.

Literature pertaining to expected discrepancies between role perceptions

and role expectations, depending upon one ’s place in a leadership hierarchy ,

was not supported by the data. Speculat~~ 4-~ facto’s, whi L might be related

to the lack of any significant discrepancy bet~~~L-n 1e:~t~- r shi p roles describ—k_
~ 

ed by commanders, and NCOs are: (1) the c;;p h:~ •~~, the  A ni places on the

- 
crucial nature of leadership at the company ]evel , (2) t h e  ri litary longevity

of the NCO respondents and (3) respondents ’ invol~ einent in the  Vietnam War ,

which might he related to NCOs ’ cognizance of real and id~ ni pat te rns  of

I • leadership for company commanders. The latter point is being made in view

of the crucial nature of leadership in war zones .

• The conclusions drawn from analyzin~ the data pertaining to company

commanders ’ and NCOs’ descriptions of ideal and real pntteras of leadership

behavior are: (1) significant dlscrepancie~ exist betwec i the way commanders

really perform their leadership roles and their idea l ex~’c~’tations , as to

how leadership roles ought to be performed , and (2) NCOs tend to agree

• with their commanders’ perceptions of ~eal and ideal patterns of leadership

• behavior.

Summary of the Findings RelatIn~ to

Differential Racial Perceptions Between

Black and Wh ite  Company Commanders

The data reveal the existence of perception differentials , along racial

lines, of company commander ’s daily race—related experiences in the Army .

There was a tendency for Black company conunanders to differ from White company

commanders in their attitudes toward integration . Accordingly, Black company

~ 
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commanders tended to have more favorable attitudes toward integration than

White commanders.

The most significant difference between the racial perceptions of

Black and White company commanders relates to the perception of racial dis-

crimination. The d i f ference  between Blacks arid Whites on thin variable was

significant at the .01 level.

In addition to discrepancies regarding at t ~~ i idc s  towa rd integrat ion

and perception of racial discrimination , Black coun indcrs differed sig-

nificantly from Whites on their perceptions of 1 L1:;nh feelings. The data

regarding backlash feelings indicate that the L ite coupanv ( L r : ander s

believe that they are being threatened by Bla ’k : , a’ i i  th~ t Lu cks receive

preferential treatment in the Army . it might he c : i x ~ iud~ d fre:~ the data

that perceptions and attitudes regarding the race—related c;:~ riences of

Black company commanders In the Army are different [rea th~~ e uf White

company commanders. Relative to perccptio~i ; of r a c i i l  discrhnination ,

Blacks believe tha t Whites receive preferentia l t r e a t m e n t  vhi]c I hites

believe that Blacks receive preferential trcatrcnt . Therefore, the data

suggest the existence of a “perception gap” between Blacks and Whites

relative to their race—related experience in the Army .
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Summary of the Findings Reladng to Attitudes

Toward Integration, Vietnam Duty Status and

Pre—Armvjnterraclal Experiences

The data indicate that attitudes toward integration among th e company

commanders were no different depending upon (1) ~hcther the co~m : n d e r

4 served in a combat or support unit in Vietnam or (2) ~r h e t h t e r  or u t  he had

had pre—Army interracial  experiences. However , t~~~. co:~emdcrs who reported

that they had not had pre—Army interracial conte ts bed r~ere favorable

attitudes toward integration than commanders who r p r t e d  that they had

had pre—Army interracial contacts .

Implications of the Fi f o r A rm~
Social Wo rk_ P r a c t i c e

As specialists in human relations and social functioning , social

workers are being called upon to perform key race relations roles in the

Army . They provide consultation to commanders , supervise and conduct race

relations programs, serve as members of commander ’s staffs , teach , conduct

race relations research, etc. A salient finding of this study which might

have implications for Army social work practice , is the notion that leader-

ship behaviors and/or race—related behaviors may occur partially independent .. 
-

of racial attitudes or perceptions .

Racial discord in the Army seems to be more related to offensive race—

related behaviors than to racial perceptions and/or racial attitudes . There—

fore, efforts to modify: (1) behavioral manifestations, related to racial 
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disharmony an4 (2) the social context in which prejudice and discriminatory

practices arise might prove more beneficial than efforts directed toward

changes in racial attitudes. Modification of behavior , and/or situational

factors , relative to race—related problems , migh t then serve  as an lopetus

for the alteration of untoward racial attitudes .

In short , the findings per taining to the r e l a t i o n s h i p bet ween r u L i ~J

perceptions and patterns of leadership behavior , seem ti  have i i . p li c a t i o i s

for Army social practice in the following con exts:

• (1) They suggest that Army social workers , who Irive race
relations responsibilities , should explore situational

• variables, i.e., peer—groups , reference grour e . rani~
stratification , etc. as they relate to leadcr:hia

• 

- roles in the area of race relations . Thus, ~h~ n these
situational variables, or factors are taken in~ c ~v - e n u n t ,
more accurate predications might be made reg: r3 lag patlterns
of leadership behavior as they might pertain to race
relations in the Army .

(2) Social workers assessing leader behaviors , ne
• might relate to race relations, should be co~y iL:ent

of the fact that leadership roles, like other behavio r
• do not occur within a vacuum . According l y, leadersh ip

• is a multi—dimensional phenomenon , i.e., there are
many factors which influence it, and similar stii~iulii
produce variant results. Therefore, leadership roles
relative to race relations might be understood best if
they are examined within an interactional frame. For

• - example, the interaction of the leader ’s racial
perceptions and attitudes along wi th ; (1) the race—

~ ~~ 
related values , opinions and beliefs of fo l lowers , and
(2) racial factors relative to the si tuation in which
the leadership occurs.

• • (3) Army social workers desirous of exploring the relation— •

ship between racial perceptions or attitudes , and racial
behaviors should be aware of the complexities which might
be inherent in their task.

A majority of the company commanders in this stud y described their

• leadership roles as being aligned with the Considera t ion  dimension of
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leader behavior. Therefore, the data indicate that a “human relations”

foundation appears to be present among a sa apl e—group of A rmy leaders

who have crucial race—related roles to play . I f  similarities exist

between the leadership patterns of company commanders in this study and

: 1 those performing parallel roles throughout the Army , it mi ght follow

that company commanders generally have considerable concern for  the

welfare of their men . Consequently , this component of their leadership

- 

~ might serve as a viable link to the human relation and/or social function-

ing roles of Army social workers.

• The data indicate further that there is a very signi I icant re lat ion—

ship between racial perceptions and the race of ccnpany cc :~euiders. In

this regard , the data seem to give Army social workers i - c  idence that

different ia l  perceptions of race—related Army exp er icncc~; p er t a in  to  the

Black and White subject of this study as they did in si a~ m r  race relations

research conducted by the Army . Therefore, social workers ’ knowledge of

such a substantial difference in racial perception auong blacks and

Whites might:

(1) Serve as a basis for social work intervention into the area of

race relations in the Army since the dysfunctional elements of racial

disharmony tend to have a negative impact upon individual , group , and

organizational functioning .

(2) Serve as a basis for calling the attention of Army leaders to

the “perception gap” between Blacks and Whites and the need to explore

factors which give rise to this situation.

(3) Serve to stimulate discussions, conferences, training programs,

“gripe—sessions” etc., relative to offensive behaviors and discriminatory
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• implementation of policies, which might be re la ted  to the perception

differentials. These activities migh t then serve to increase trans—

racial communication and understanding.

(4) Stimulate the interest of the Army ’~; coiamand structure to

evaluate facets of daily Army life , i.e., proi uticns , pun~ e1~ ;cnts , the

judicial systems , e t c . ,  which m i g h t rela te to d i sc rep an t  r ac~ r il  pe rceptions

between Blacks and Whites in the Army .

(5) Call the Army ’s attent ion to the  p~ t~ 1 to hri o~ its efforts to

• eliminate racial discrimination lute hetlee ul~ I ~m c i i t  vllli i t s  achievements

in the area of racial integration.

Limitatlees

The limi ta t ions  of th is st u d y  are:

(1) The sample—group of re~;p o a d u n t a  ~-a-~ not Chosen nt random .

Therefore, generalizations canno t he r’ide bey o~id th e respcndcnts herein

discussed .

(2) The instrument used to measure p a tterns of loaderehi p behavior

focused upon two general dimensions of leader behavior r a t h er  than upon

specified race—related behaviors per Se.

(3) Interviews were not conducted aion~ wi th the admini s~ ration uf

the questionnaires .

(4) The sample of Black company commanders , included in t h e  stud y,

was proportional to their numbers in the pu~uiation of study. However ,

a larger number might have facilitated more comparisons.

(5) The installations from which the samp le was drawn may not have

been “ typical Army pos ts” for research rc]ated to race relations in the

Army .

- --“
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Recon~nendation s for  Furth i- Research

The da ta analyzed in this study seem to hi ghli ght the need for further

research as indicated below:

(1) The data point to the desirability of c ~ iaing the effects of

factors other than racial attitudes and r~ ciai perceptions as they might

relate to overt racial behaviors. Generally , ~Ucre appears to be a need

to examine relevant situational determinants of leadershi p and overt

race—related behavioral manifcstation~~.

(2) The data indicate a nced tu  s tu l y Li~e e~ iology of pcrecption

differentials between Blacks and l.’hitcs in the ~‘ ay.

(3) Significant demographic variables shoal ~ he stud1~ d to see how

they might relate to racial percept ionr  and ra e— r e l a t e d  beh i~’~ r ,rs.

• (4) Follow—up studies could he clone on: (1.) specific individuals

who are s ignif icant ly  perceptive of r a c i a l  d i s r i L : in a t i on  in the A rmy

• and (2) on specific individuals who feel  that  o ther  racial groups receive

preferential treatment.

(5) Research should be conducted to d l s r e v c r  the possible communi-

cation barriers that mi ght precip i ta te  the “ r a c i a l  pe rcept ions  gap ”

extant in the Army .

(6) Research should be undertaken to s tu dy  the relationsh i p between

variant values , be l i e f s , op inions , e tc . ,  of d i f f ~~,- - i t  r acial groups in

the Army, and problems which arise in the area ec r ace re la t ions . 
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