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I. Major Purpose and Tasks

The purpose of this project has been fo identify and study qualities of
leadership style, emphasizing the relationship between teaders and followers, It
is part of a series of investigations of leader~follower transactions in vaerious
sitvations. The project has produced & number of products, of varying kinds,
which can be helpfu! in understanding leadership in more dynamic terms. A list
of Technical Reports and Related Publications, indicating some of 1hese products,
is attached,

Three distinct tasks were undertaken and completed in the life of the project.
First, pertinent literature was reviewed ond evaluated regarding implications for
the relational qualities of leadership siyle. Second, expsrimental work was done
to examine further the effects of the leader's source of authority, in appointment
or election, on followers, and also how personality and task factors relate to the
emergence of leaders, Third, crifical incidents of good and bad leadership were
guthered with ratings of seven stylistic qualities of leadership, from a variety ot
respondents including middle=level managers in three field settings, to refine an
instrument to measure leadership style across different situations.
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li. Literature Reviews and Evaluations

There are three reports completed under this project which deal with quite
distinctive areas of the leadership literature. The first of these in seguence
is Technical Report No. 2 on social exchange processes; it is due to appear as a
chapier in a book on this topic. The next is Technical Report KRo. 4 on leader
legitimacy, influence, and innovation, which has becen pubiiched in a bock on graup
processes., The most recent is Technical Report Ne. 7 on issues in comparing women
and men as leaders, which has recently been submitted for pubilication in & journal
devoted to work on sex roles. It is also noteworthy that Technical Repori No. 6
is an integrated statement of ideas about the transactional perspective on leader=-

ship which serves fo tie fogether much of the work surveyed in these other reports,

t1t. Experiments

Pursuing the broader line of research on followers' reactions 1o leaders, a
pair of experiments were conducted by Hollander, Faflon, and E£dwards and reported
in Technical Report No. |. Both experiments involvad four-man discussion groups
for which in half the cases there was an elected leader and in the other half an
appointed one. The groups discussed urban probleme for a typical large city called

Colossus. The task was to arrive at a group ranking for each of the problem areas.

The primary measure involved was thae [cader's influenco, whether he was clected or
appointed, afier the group had been told how they ware doing in these rankings
compared to experts in the field, This was tha "success" or "failure" condition.
The general finding was a significant difference in the leader's influence, after
"failure" feedback, favoring the elected leaqer; alternatively, after "success"
feedback, the olected leader was more likely to lose influence, which was not the

case for the appointed leader., The second experiment in this palr extended this #
design in to a third phase in whicn the lecader could be reteined or deposed after
the group received success or failure feedback :rom the cholces made in the second

phase. The elected leader's haightenaed influence atter tailure was found to be




short-lived. If the group saw continued failure, then the elected leadr was likely
to be deposed. Oiher implications for leader succession were found, and these are
reported more fully in the article published in the Journal of Psychology in 1977,
In another experiment, reported in Techeical Report No. 3, Gleason, Seanan,
and Hol lander looked at emergent leadership in four-man greups involived in a wodel-
building task., The peint of this research was to relate a personality characteristic
== j.e., Machiavellianism, which is @ tendency to atiempt to exeri manipuletive
conffo! over others == to a feature of the tesk situetion, i.e., Structure with re-
spect to whether or not specific procedural instructions are given to the greup in
doing the construction task, Of the four parsons in each group cf males, one had
scored High, one Low, and two Madium on the Hachiavellianism Scele. In goneral, it
was found that those who were Mediuvn were significantly preferred as leaders then
those who were High or Low, especially in 1he Low Structurae conditions, Thet condi=-
tion also proved to be the one which most favored the emsrgsnce of leaders., The
fuller implications of this expariment were reported in an article published in

ocial Behavior and Personality in 1973,

IV, Critical Incidents and Ratings of Good and Bad loudership

Two studies were done to got at qualities of leader tehavior perceived to be
ralated fto good and bad leadership by follovwers, Both used the critical incidents
technique, as well as rating scales. The formar is more open-ended insofar as it
asks respondents to describe a situation in which effective or ineffective leader
behavior was displayed. The latier, in this case, involves seven qualities which
are specifically identified for rating of 1h§ leader mentioned in the incident,
They are: Compliance, Directivencss, Involvement, Perceptiveness, Rewardingness,
Time Orientation, and Trustworthiness, Technical Report No., 5 reported an explora-

tory study by Hollander and Neider in which male and fenéle college students were




asked to 2ive critical incidents thoy had experienced In which cood or bad leader-
ship was shown. Then they rated the leader in each incident on five~point scales
for the qualities just listed. A major finding was produced by a content analysis
of the incidents which indicated similar and consistent differences in the factors
differentiating good from bad leadercship for both measures. There also was a
sianificent differcice between appointed vs, non-appointed leaders for bad leader=
ship, but not for good leadership. Generally, good leaders of either kind were
described and rated as more sensitive inferpersonally than bad leaders, althoush
task competence was not unimportant,

In the latest study, which is Technical Report No, 8, Neider, Carpenier, and
Hollander have exiended this same proceduro fo middie~level managers in three
different organizational settings: manufacturing, retail sales, and community agsncies
Both femnale and male respondents were involved in this survey. While there were some
striking parallsls botween tha findings of this study and the carlier one, the data
from the critical incidents showed more variabilitly in the qualities associated with
good and bad leadership In these three settings than did the reiing scales, Among
other things, it was concluded that raiing scales gave more gencral information about
perceptions of good and bad leadership and the crilical incidents gave more selective
information about situaticnal aspects of good and Lad leadership. Even with the
diversitly cbserved, there does appear To be some common elements of rescnance being
tapped by these two techniques, however. A number of implications for furthor work

were identified, consistent with the exploration of leader-follower relations in more

dynemic termws,
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