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Rela tiona l Qiiali t ft~. of LC~ido rship Styto

Edwin P., Ftollbn der

Princ i~~~i I nv est i~~~ t~~r

Sia1~’ Univorsi ly of t~ja York al 6ut fai o

I . M aj or Purpose  a ’d  Tasks

-The ~urposo of ih  is  p roJ~~c~ has  bt~ ’r lo ~ant i f y and Stud y ~~ I ii i cs of

l o~dersh i p s’tyk , c~ ha~.i ?in 2 l hc- rolation~;hi p hc’I :’ a to~.drrs ~nd f ol Io~;t~-r~.. It

IS  part of a sorics of Invostia. .tior i s of I ? r — t o l l r . -. ; r  tr~nsac ~ns in v~rious

si tual ions . Tile pri~ e~ t h~ S p r c d u :  “CS i-’ ti s ’ ~~~r of pr cv’ucl’s, of v~ ry i  ri k irris,

wh i ch c~ r be hel p ful i n undcr~~S~ nd i r j c~’. ’ ’ r 9 h i r in more dynamic tcrr’s~ A l is t

of lechnl cal Reporis ~;rd I-~~l - ~~ ea~ ru~. I  i c . : - i i- ~:- - , i r - c i i c . ~l i : s ~ n~~ of 1he~e p r s i ~uc~ s ,

is  ati~’ched .

Three d i~,t inc 1 tasks were undertaken and cc~np Io tc ~d in 1h~ life of Ihe project.

First , pertinent li’ fer .’iure ~::~~- r e vi e - s~d ~‘n’~ evaf t~~t d  re~ard in~ i’’ p lic ~ tio ns b r

the relat onal qu a lit ie s of leadershi p s’i yle . Secor~S, experimenta l work ~.as dare

to exa’nino further the effects of -the lE’~~er ’5 source of authority, in app oitirno nt

or election , on foIIo ~.ers, ~a d also how personalit y ari i tosk factors relate to The

r r c r n c i i c : t ’  of leaci ’ i-s . Ih i rd, cr11 ical i rr i d c n i s  o ’ ~c H  and b~.d le&dorship ~;

q~ thercd wi -t b rat ir- ys of seven sl ylistic qualities of leadersh i p, from a variety of

respondents inc ludinj middle — l evel manayers In three fi e ld settlrlqs, to refine an

i nstrument to measure leadersh i p style across diffe t-cal situations. 

~~~ _ _ _ _
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II. Li’t eralure Pevic’~.s and Evaluat i ons

There are three reports comp l eted under this project which dc~ t w i th  qu i te

distinctive areas of the leadershi p literature. The first of these in sequence

s Techn icel Report No. 2 on social exchange proc iases; it is due to appear as a

chap -b r  in a book on t h s  top ic. The next is Tc-cb’~~ica flcport No. 4 on leader

le giti macy, in f l uence, ~nd innov~ iion , w h i c h  ha s ~‘cer, pUb1is l~~d ill a boch on ‘~rcu~

processes. Th~ na~t recent is Technica l Report 1k. 7 on issucs in cc.;.~arlnj Wc’ iC fl

arid men as te~id crs, which hat . recentl y been suLs ilted for publ ica’t ion j; i  a j ourn~~i

devoted to work on sex roRs . it is also noicior ihy that  Techn i ca l P.epcrl No. 6

is an i ntegrated statement of ideas ~d-~-~’ i the trhr.c~;c-i ional perspective en lc~der—

shi p wh i ch servos to t ie to~othcr much of iho lrH. surveyed in th’ sc other roporis.

I ,, . E o r i r r i c n t s

Pursuing the bro~ Jor line of ruse~ rch on followers ’ reactions lo IuH•~rs, a

pair of experime nts were conducted by Hol lander , Fat ton , and Edwards and reported

In Technica l Report No. I. Both oxper iit ~nUs ir volv’id four—i.- ‘n d i scussion groups

for which in hal f the cases there was t.n eicc.i ’d loH- r and in the oth~ r hrl f an

appo i nted one. The groups discussed urban prohler~is for a typ i cal large city cal led

Colossus. The task was to arrIve at a group rank iny for each of the problem areas.

Th” primary m :asure involved was lila lt:.:dur ’s inf R~’nc~ , whether he was clected or

appointed , after the group h~.d been told how they ~ure dam ; in These ra1ik ifl~ s

compared to experts In the fi e ld. This was the “success” or “failure ” condition .

The genera l findi ng was a signi ficant difference in the leader ’s ln f t ua r ce , otter

“fa ilure ” feedback, favor i n- ) the elected leader; alternative ly, after “success ”

feedback , the elected leader was more like l y to lose inf l uence, wh i ch was not the

case for the ~ppointcd leader. The second experiment in this pair extendod this

• design in to a third phase in wh tcn the  Icader could be retdinCd or deposed after

the group received success or fal lure feedback ? rci~ the choices m ade in the second

phase . The elected leader ’s he igh iened Influence after failure was found to be 

- TI~~~~~~~~~~~~~1
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sho rt—I ivod . If the group saw cent int ed f~ i lu~c, - ih ~ ri The el~ c_tcd i~~~~r ~~~~ I ibt .. ly

to be deposed . Olhcr imp li cat io ns f o r  leader  succo~ ;ion wore found , cnd these are

reported more f u l ly in the articl e puh l ishc~ in the .hurr,at of f~~~~~~~ -~y in 1977 .

In anol her c~~ r l~ eni , rep-~r I~ in T~ i -  cal P~rc~ 1 ho. 3, Cl c ~~~~~~~ ¶
~~ :- :~n,

and Ito l i anJer iook~ c~ at c’.~~rgent lc.~der~ I l l p in four—nan groups l r;volvcd in a i .

bu li di n; t~ sh . The print of this research ~;.;s to role -b c a porsoriclity ch~ r .-:ie aisf ic

—— i. e., I-~ ch1a vel I i&;~i srn, ~.hi ch is a 1~ n~i ut y to ~1 rar ,,~t to Cxcri , n I ~~;l:~1 Iv~

contro l ovrr others -— to a fc:iHrc of i-h~ i~~:k  ~i1-~ a- i ien , i.e., Structure ~ i ft m e-—

s;~cct to wh~ lhor or not Spec if V prccedur~ l ir~~trL’ctions ~io  ~ iv~ n to the ~rcu~ in

do ing the cc r~~~ruct ior ~~~~ Of the four ~~~~~ ~~~~~~ in o . . c i  ~rc-u~ ~f r~ .ics , ore had

scored I~i h , one Lo;, Lnd two V - ! ‘L n on 1b ~ V~chi.~- 1H is’n ScL’L. I r :~~~i ~L I , it

was fcn .~iJ iL l th~~ • - 

~hD wore ~~~~~ i;~ c . a i . ni t  icarr tly 1r~:~rrrc:J ~~~~
. l t - ~~ r~ :-c n

those who wc ro Hi~Th or Lom:, especial ly in ihc Low Structure co~~ i iions. Thet cor.~I—

tion a lc ~ proved to ~ fl-ie o~~- ~h ich r~ s1 f . ’ , -ir J ih-~ ~r~~~r~cc of tc ~~~ r~ . The

fuller 1r - I ications of this c-.~p~ r i’ j flt ~- -~rc o~~r1c’J in r. art ic le  p c I  i~ h~~ in

Soc i al P ~viur and fl r~~~’i,~~li l .  in 1 978 .

• IV . Critical lncid 2rl ts and Rafin~ s of Gc~ J ~mc~ Bad Lu ~ der~..I,i p

L Two studies wcre done to ~3i at qua l I i Ls of ic~~ c; L ~~;. ~‘k~r , rct.i vod io be

related lu cod ~n-~ h~ ’i ic-~~~r: hi ç’ by fo l  le rs . V~~h u~cd the c~ iti c -~l i nci~~~~ s

technique , as well as rating scalec . The former is more open—ended Insofar as it

asks respondents to d3scr i be a situation in which effective or iner foctivo R.ader

behav i or w~s displayed . The latter, in this case, involves seven qualiti es which

are specif ic -’ill y identified for rating ~f Iha l oader octiloned in the inciden t .

They are: Complianco, Direct l verucss, i nvolvem ent, Perceptiveness, Rewardin-jnoss,

TIrn~’ Orieniation,~~ d Trustworthiness . Technical Report No. 5 reported an exp lora-

tory study by Hoilander and Nei der In wh i ch r .iulo and fc,~ ,le coileje students were

~~~~~ 
-
~ — 

- 
-
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~i~kt.id to ~~~~ ci i Fic ~ I jr i :i -nt~ I r o y  h ’  c>.p~-r-~ er ’ck cf jr wh l r-~ ~- d  or 1. d ic~~ e r-.

shi p w~ s shown . Then they rrtcd the l eader in each inc idei l .~n ive—point LcaIo s

for the qua lities just listed . A major fin d i ng ue~; produced by a content analysis

of the jncide nt~ which in di ct~-ic-d simi la r and consis~~nt di rferun ee s in lIc fectc..rs

di ffe r~ntiatin ; ~-~d f roni hL..d lea~crshi p for both ~r.::’~.ur os. Th-;r~- ~ lso m. -~ c a

S ~r I~ R ~- t  d ~f f ~ ~,cn belveon ~ppOi r . 1  ci vs. rcn— ~~ -ointed ic-ar~c.rs for t - ~jd Ic~ Jc r—

sh i p, hut ,mct 1c oc’-J l j .i r i r m  i p . G :ncral ly, .ioc J I~~~2 .rm .. of e ithrr ki rd  ~ :rc-

descr ibed and ru-Ri  as “~~i•o s~ n m - i t i v e  i rrt~ rporson~~I Iy than bu d lc ders, El lhou-h

task competence was not u n i r ,~c~r l n t .

In the La t -~ t stu~
1y, ~ih i ’h is Tec ,n ice I Pc~p~ r t ~~~. ~~, ~~ j c~~~r , Carpei or , and

F1o l l~~r c r  hr~ve c - y b - - ‘~~..-d th i s m : ~ proa r ’  to mit ~- ‘ - l ~ v~~I r - . ~’- . :-acrs in ihm ..e

d i f f ~ r~ n1 or~OnL:i Rc~~t ~rH i r :~;: r i-P Huri n ~ , r - .--i I snIe~, arid C m a ur : i t y  a~~ r c j C s .

Both f e - ~le and r 3 10 respondents were involved I;~ this survey. ~hi le there were sor~e

striI~i n- ~ r r ~~l ~~~ t t y - ’ ;n i~~ f i r J i r  of ) j ~ s i c  ~~ - m i d the C - r i  icr rr~o; the d3 h~

f rom the crit i c~ l i n- :idents ~~~ nzw ’:- v r i ~- h i I It ,’ in the qi-~~l iflc~& ass i cic d w i t h

good ~rd had Icm ’ .Lm m - ’ i p  ft ~~~~~~ i I r m ’~ m -~ l t i r -  , •lb~ n did lh’ r~ ~rg m- c~~ c s .  i.~- i m n - ~

other t h i n s, it  ~~~ conc t i rcJ  ihat r~~ i n - s  sc~~lc~ ~
- n c rc ~~~c r I  u t  ;‘-:t ian about

percep tion s o~ ‘o3~! ~ cd had Ic~~ c i ! h ip arid t ie  c r i t l c ~m l inc i~~ ’-1s ~~ve ~~~- ) ~~~3 se lect ive

in ‘orr ~tion abc u siiv ~ ti c r .’iI i-
~ pects of - .oc d d~n c~ loaUer~ t i p. [

~ cn ~~th  The

d iv~- r m~ i i  ‘~ ct ser~ , there ci t : .. d’ pp~ ;r r- .) tie 5o:.~ . ‘c- - ~~m elc .ri-~ n z of ro~c-r ii~cc Loin 3

tapp~d by these two techniqu es, houevor . A number of impl icat io ns for further work

were identi f led , con&istent with the exp loration of leader—fol lowe r relations in more

dynamic torns .

—-- - - - - - 

I 

~~
:-

-- - -___ _

~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ —~~~ —~~~ ~~~~~~~~~~~~~~~~~~~~ ~~~~
- -- - -- - -

~~.~~
--

~~ ~~~



- ~~~~~~~~~~~~~~~~

5

Technical R~por1s and Related Pub Iic~ t io ns
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