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METHODS OF INVESTIGATING LEADERSHIP AND SELECTING LEADERS:
A SURVEY OF PSYCHOLOGICAL LITERATURE

INTROIUCTION

is survey has been compiled for the purposes of (1) finding out what
research has been accomplished in selecting end identifying leaders and
(2) reviewing the methods or theoretical epproaches used with an eye to
their epplicabllity in the development of instruments for the selection of
militery leaders. The survey will not include a review of the definitions
of "leadership" since the author feels that this is not a prerequisite to
L an understanding of the relevent research. :

The survey covers the literature from 1930 to 1950, and is arbitrearily

divided into two major sections, the first section covering applied resecrch t
on leaderehip (both nonmilitery and military), and the second section

covering thecretical or basic research on leadership. The author has

avoided the inclusion of articles eand reports which neither present resecerch

data nor suggest methodology pertinent to this area of receerch. The litera-

ture rcported does not include those studies conducted by the Personnel ~/
Research Section of The Adjutant General's Office, Department of the Arm bV/

APPLIED RESEARCH ON LEADERSHIP

E , Norailitary Studies ; : f

Stogdill (25) hes comprehensively swurveyed the literature on perscnal
P ‘ factors essociated with leadership. For purposes of clessification he com-

binee under five wain headings those faclors which have been studied by
three or more investigatiors.

(1) Cepacity (intelligence, alertness, verbal ability, origlnality,
Judgment)

(2) Achievement (scholership, knowledge, athletic accomplishments)

(3) Responsidility (dependability, initiative, persistence, aggres-
siveness, self-confidence, desire to excel)

l/ Reports on these studies heve been covered briefly by Sisson (22) an@
more thoroughly in the Research and Development Reports (3), especiux%y
under programs 4078, 4086, 4090, 4091, 4105, 4118, 4119, 4124, and L1Z0.
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(&) Parti;ipatlon (activity, sociubllity, cooperation, adaptability,
humor

(5) sStatus (socio-economic position, popularity)

Stogdill feels a need to add a sixth section to take into account the
facte that several of the authors have made a differentiatlon between the |
"leader" and the “"flgurehead" and that the leader hes alweys been assoclated
with the coordination of the group in the attaining of commuon goale. This
sixth category he calls "Situation" and includes within it nental level,
status, sklills, needs and interests of followers, objectives to be achieved,
etc. Stogdill's approach is theoretical, end will therefore be discussed

*later in this peper. '

The methods of investigation reported in the literature surveyed by
Stogdill mzke use of five types of deta:

(1) observations of behavior in group situations
(2) choice of associates

(3) nominations or ratings by qualified observers ’
(4) data from selection processing

(5) biogrephical and case history data.

This grouping appears to be consistent with the studies covered in the sur-
vey included here end with those accomplished subsequent to Stogdill's survey.

Studies in Academic Situations

A large proportion of the nonmilitary investigations of leadership hreas
been conducted in academic situations using high school or college students
as subjecte. These studies have reported the relationship of physical and
intellectual factors to various criteria of leadership. Hunter and Jordan
(12) studied qualities of leaders in a southern state university. Leaders
were selected by the use of student ratings, faculty ratincs, and blogrephi-
cal information denoting leadership. A total of 82 leaders were compeared
with 103 non-leaders on various traits end qualities. Using a criticel ratio
approach the investigators found that leaders differed significently from
non-lecders in sge (leaders being younger), weight (leaders being lighter),
intelligence, vocezbulary, scholarship, maturity of interest, self-sufficicncy
(Bernreuter), dominence (Bernreuter), and liberality of attitudes. Leaders
were superior in all the ebove characteristics, except as indicated.

These findings ere in general a;reecment with those reported in Stogdill's
survey (25) with the exception of these concerning the vericbles of ege end

weight. Stogdill reports a very low pcsitive correlation between age and
leadership and between weight and lezdership. Caldwell and Wellmen (4) rcport
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that the age-leadership relationshiy differs in verying siltuvations, school
Journal staff nembers having highest intelligence end athletic lesders
having lewest intelligence among lesders studied. Howell (l), using &
sociometric critericn of lesdership, found intelligence to correlate negli-
gibly with leadership.

Ricbardson &nd Hanavelt (9, 10, 19, 20) conducted a series of inveoti-
gations on lecdership as evidenced by leeders' responses on the Bernrouter
Personality Measures. In the first two of these four studies (9, 10) dif-
feronces in responses of college leaders end non-leeders were studied end
in the last iwo studies in the series (19, 20) adult leaders and non-lesdcrs
were corpered. The asuthors report that, on the whole, the chief differcnces
between leaders and non-leeders, as meesured by the Bernreuter scales, lzy
in adjustment, i.e., that leaders were generally better adjusted, more dori-
nent, and more self-sufficient than non-leaders. Ratings and responses to
blogrephicel information questionnaires served as leadership criteria,
Differences in responses vere enalyzed using critical ratio end chi-squared
techniques. It appears that, despite the fact that objective methods of
analysis were epplied, interpretations made by the suthors are, to some
extent, “inconsistent with the data.

A cheracter rating scele wes developed by Smith and Nystrom (23) in a
1932 study. A group of 50 pupils of the Trenton, New Jersey High School
who had held positions of leadership were each rated on a serics of "char-
acter traits" on a 5-point scale runging from A to E. Teachers' ratings
were compared with self-ratings, There sppeered to be very close corre-
spondence between teachert' retings end self-retings on the total scales
(that is, the percent who rated themselves &s "A" closely matched the per-
cent rated "A" by the teachers). No consistent differences between teachers'
and erelf-ratings cen be obtserved slthough the suthors did report differences
in ranking of traits. There wes fair egreement between teachere end students
on the categorics recelving lowest ratings. It is suspected that these
truits were embiguous, misunderstood, or not appliceble to the situation.

Courtenay (€) conducted a follow-up study of high school leaders &and
non-lecders. The subJecte were women gredustes whose high school records
gave indication of high school leedership. Leaders end non-leaders were
matched on age of greduation, acedemic gredes, and socio-economic beck-
ground, Courtenay devised a questlonraire covering personal, occupctionel,
and social status information. From mail returns 100 leaders and 100 non-
leaders were selected. It wes found that 72 of the leader group had gone
to college, as compered with 29 of the non-leaders, and that the eaverege
length of college attendence for leadeors wes 2,10 yeers, as compared with
0.96 years for non-leedere. Among those who had attended college the lea-
ders hed engaged in a grester number of college sctivities then had the
non-leaders. Courtensy also found a higher median yesrly income emong the
leaders., Those results were interpreted es showing persistence of leedcr-
ship. :
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This writer suggests, as a possible explenation of the persistence of
leadership, that eurly experience in some leadership cupacity may be puffi-
ciently stimulating so as to perpetually motivate the individusl - resulting
in the persistence of leadership. The opportunity or availebility of
leadorship experience may be a factor es well, It haes been sufficicntly
demonstrated that leaders do excel non-leuders in certain gualitics, but,
when one conslders the various levels at which degrees of leadcrehip must
function, the need for further research into experiential factors can be
seen.

The investigations cited above have centered ebout leadership as found
in an academic, or rather institutional setting. This writer questicns the
applicability of the findings reported to the selection of leeders in mili-
tary orgenizations. It appeers that the criteria of leedership in academic
situations are either too epecialized or are, in a sense, superficial.

That is, social leadership is being measured rather then leaderehip perform-
ance at various levele.

It cannot be denied that evidence exists which indicates that pro-
fessione)l and executive leaders have demonstrated leadership quealities
while in’ echool or college, but this tends to omit intermediate lezderehip
levels. Application of the findings of echool leedership studies may be
totally ineffective in selecting foremen, instructors, supervieors, or, for
that matter, noncomnissioned officers. :

Few of the academic studies involve cross-validation reseerch or later
application of findings for purposes of selection. Hence, these gtudies are
of limited use for military application.

Studies in Industry and Private Enterprise

Psychologists in industry end private enterprise have cerried out
research projects for identification and/or selection of leeaders and super-
visors. These studies are perhaps more closely allied to the purpose out-
lined in the introduction of the present paper than are the studies con-
ducted in school situations because the former were directed at developing
instruments end measures which could be put to use for selection purposes.
This fact poses a eerious limitation, however, since instruments developed
in industry are often constructed for use in a very restricted situetion,
i.e., that of the plant or orgenizstion for which they are developed. There
are, however, a number of commercial tests which have been in use for
selection in industry.

Lawshe (14), while not denying the importance of personality factors
in the celection of supervisors, claims to have achicved good results with
the use of & short pencil and paper test of mental alertness. A group of
70 men selected for & supervisory training program at a rubber plont were
glven an "edaptsbility test" end the recults were checked againet attrition
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data elx months later. At the end of esix months 24% of tho ocriginal group
had left the progrem. This 24 had mede the lowest sccree on the test, 1&7
scoring between 6 to 12 and 6% scoring between 12 and 18. All who had scored
above 18 on the test were still on the Jjob.

In a second phase of the study representatives of U4 companies were
acked to nominate the two best and the two poorest supervisors in their
organizations. The four persons nominated in each compeny vere given ihe
"sdaptability test." Of those meking scores of 30 or better all were in
the "best" supervisor category while only 5%p of those scoring 6 to 12
were in the "best" category.

While Lawshe's studies show what he considers to be good results through
use of this test, absence of correlationsl analysis data and ebsence of infor-
metion on the possible range of scores on the test leave the reader in o
somewhat doubtful positlon with regard to interpretation. It is interesting
to note the different "cut-off" levels suggested by the two perts of Lswshe's
study, especlally since different selection criteria may have been employed
in each instance end by each of the L4 different organizetiops. The test
purports to measure most of the eo-called "Primery mental abilities" and way
merit further investigation, but the data reported by Lawshe sare not suifi-
ciently complete to allow evaluation.

Bass (2) reports a study involving the use of the ") federless group”
discussion techniques for selecticn in place of the traditionel selection
interview technique. The technigue is usually psralleled by other objective
selection measures. Job applicants are assembled end are assigned topics of
discussion or problems requiring administretive decision. Compeany obecrvers
rate the applicents on & number of observable characteristics, such es social
intelligence, participation, and the like. Bass points out that one of the
advantages of the technique over the interview method is thet 1t, "autcmati-
cally eliminates an interviewer's tendency to become a humsn multiple-
regression - equation computing machine and to integrate the candidate'c
intelligence, previous experience, education, achievement end aptitudes, ,
because the discussion observer has and geins no evidence of these facicrs
vhile observing the candidate.”" The technique &lso eliminates the inter-
viewer's being too much guided by Jjob specifications. This technique has
been used in German, British, and Americen military orgenizutions, as well
@8 in industry. Coupled with obJective measures snd adapted to job situa-
tions the technique should ellow improved selection of leaders. A dis-
advantage lies in the restricted number of candidates who cen be observed
at a given time.

Beckmen (3) devised a "following instructions test" which he admin-
istered to 30 executives and 31 water-meter readers., The test contained
four instructions, the answers of which formed a design on cross-section
paper. Scoring was based on the number of directions correctly followed.




Tho executives obtained a mean score of 91.l, with a stendard deviation of
12,61, end water-metor readers obtained & mean score of 72.4, with a etuncd-
erd deviation of 27.05.

The suthor interpreted the dlfference to be a reflection of verbal ;
intelligence, which scems to be reasonable but probebly not sufficiently
inclusive. It may reflect the fact that there should e minimum levels
of verbel echievement for certain levels of employment., The previous school
studies reported indicate the presence of high verbal gbility among lecders
end, while the Beckman study may not be apyropriate to milltary purposce,

& meapure of ability to follow instructions und/or to interpret ordcrs or
directives may be highly relevant to militery leadership ebility.

The results of a study by Mandell (16) lend some support to the role
of verbeal ability and Judgment in achleving positions of leadership. An
exanination program wes designed for selection snd promotion of five levels
of foremen in ehipyards, air stations, ordnance plents, warehouses and other
field installations of the Navy Depertment. A total of over 1000 ermployees
were tested in groups renging from 20 to 171 men. Seven objective tleste
were constructed, the titles of which are descriptive of their general con-
tent: Supervigory Judgment Test, Spatial Felations Test, Mechanicel Princi-
ples Test, Rules and Fegulations Test, Reading Corprehension Test, Humerical
Reasoning Test, and Blueprint Reading Test. The population included fore-
men, chief quertermen, quertermen, leading men, and "enappers” (straw
bosses) . :

The tests were velidsted against supervisors' and sesoclates' ratings.
The two most velid tests were. the Supervisory Judgment Test and the Reeding
Comprehension Test. The velidity coefficiente of eech teet ranged fron
approximately .00 to .50, the two above-mentioned tests making the best
shoving. These two teets, incidently, showed higher velidities for higher-
level evpervisors (foremen, chief querterwen, and quartermen).. The test
battery ylelded rather high intercorrelstione, ranging from .397 to .CC4
with 16 of the 21 interccrreletions being ebove .500. Agein, the nature
of the data mskes interpretation difficult =nd one is more or less forced
to report the author's interpretation and withhold Jjudgment.

Shartle (21) reports an interecting approach to the selection of leaders
end executives. The general spproach involvee the develorment of "work
pottern” profiles indicating the proportion of time a leader or executive
devotes to each of a veriety of activities. This ie & sort of seli-reporting
Job analysis and mekes the assumption that leadership is situational, i.e.,
that the qualities of leadership are notl general but specific to the tunc-
tions of ecach positicn and to each orgunization. Shartle's approach will
be described more fully in the sectlon concerned with theoretlcel end tuslc
research,




Military Studies of Leadership

Jenkins (13) has surveyed the literature on lesderehip studies deazling
with military problems. He hus concluded from his survey that, due to
(a) the lack of quuntitatlve data in the literature end (b) the lack of
agreement among investigatore, previous studies of leuadershlp have contrib-
uted but little to our predictlicon end definition of leedership. Meny of
the sources clted by Jenkins have little direct relatlonship to psycnclogical
research on the problem of militury leaderchip. Among those cited which do
involve peychological investigatlon one finds a prepondercance of stludies
based upon renking of traits and personality characteristice., Jenkin'e con-
clusions ere probably in keeping with the studies he reviewed and it is
possible that, at the time he compiled his survey (1947), eome of the more
pertinent studies hain't yet been released or published.

Baler's (1) comuent on the Jenkins report indicates that "positive
inroade” had been mnde by that time by militery research sgencies. Baler
reports that the use of leader nominations by Marine Corps officer candi-
dates yielded a correlation of .42 (tetrechoric) with later combat perform-
ance ratings by superior officere. Also, & similar approach was used in a
follow-up study of West Point graduates by the Army &nd leader nomlnztilions
by West Point cadets were found to correlate .51 with subsequent efficicncy
ratings in the fleld. Bailer's comment and disagreement with the findinge
of Jenkins cennot be interpreted to mean that reseurch eggncies have been
highly successful in predictling milifery leadership, but it does serve to
correct the general impression reported by Jenkins.

The use of the nominating techniques for identifying end/or rating
leaders has led to criticisms on the basis that these types of ratings
wvere not really leadership criteria, but rather popularity contests.
Wherry end Fryer (28) have conducted a study which seems to Justify the
use of "buddy ratings" as criteria.

In this study buddy ratings vere compared with superiors ratings,
academlc grades, end attrition from OCS, these measures all being tested
as to their relative mwerite for use as criteria. The relatlionship of these
criteria to certain predictors was investigated. The predictlon measures
were; the Officer Candidate Test (intelligence test), & Biogrephicel
Information Blank, a recommendation blank, and previous ratings by non-
commissioned officers. Populatione consisted of 174 Officer Candidate
School subjects from two classes at Fort Monmouth, New Jereey. 1

From the stendpoint of reliability, the buddy ratings end buddy nomina-
tions were the most reliable of the criteria at the end of cne menth. Aiter
four months had elupsed all reliebilities huad dropped, but the buddy nomina-
tions suffered least, retaining fer greater reliability than the other
criteria.




A comparison of the predlctability cof buddy retings end ecedemic gredes

weg mede, The following table, teken from the Wherry end Fryer etudy, will
illustrate the compearison:

TABLE 3
PREDICTABILITY OF CRITERION 1 (BUDDY RATINGS) AND CRITTFRION 10
(ACADEMIC GRADES) BY VARIOUS KINIG OF PREDICTCRS

AFTER ONE MONTH (HIGHIR COEFFICIENT IN
FACH COMPARISON IS UNLERLINED)

BUDDY RATINGS

ARV
| ACADEMIC GRADES
(Var. 1) . (Var. 10)
& ik il - S . v
|
, (1) Cless (2) ' (1) Clese (2)
Aptitude: !
Officer Ceandidate Test «ivsscvesivcnsens | +03 29 1 .56 i .80
Personality: ° ’ | E
Biographicel Information Blenk sveeececes | ;Eg A3 ' AT | o34
Recomendation Blar!k 0 000000 P 00NN Os YN : . l E : 012 ! .1h
THLETWAOE wucs teisravansnedas s vaminvenn | 2l a9 05 1 0%
Previous Performence: § ; I
Ratings by Noncommissioned Officers ..... : .19 33 \-.15 i 15

In addition to the enalysis described ebove Wherry and Fryer factor
i analyzed their data. Four factors were identified: a factor of “ecademic
standing,” & "leadership” factor, a "tactical standing" factor, end a
"group difference correction" factor.

The following tentative conclusions were drawn from the study.

(1) From the factor enalyses:

(a) "Buddy ratings sppear to be the purest meusure of 'leadership’.
Tacticel officers are also able to rate this trait but their
ratings ore quite heavily weighted by tactical stending.

Academic instructors' ratings are practically useless for the
evaluation of this trait.

(b) "Coworkers are able, at the end of one month, to evaluate
leadership to a degroe equalled by instructors (tactical,
not ecademic) only after four months of observation.




(c¢) "Nominations (variuble 1) which are more relisble then grephic
ratings (varieble %) ere equelly good meesures of leadership.
They have the added adventege of belng cesier to secure.

(d) "Nomlnations by class appcer to be better measures of the
leadershlp factor than aeny other varieble. This would appear
to indicate the advisability of predicting buddy ratings on
the widest base upon which the acquaintunceship of the mem-
bers of the group permits."

(2) From the relisbility comperison: "While both nominations and
grephlc retings by coworkers show quite setisfactory reliability
after one month, the reliebility of nominations after four months
is outstandingly higher than that of any of the other varisbles
upon which the test was made. This is probebly further evidence
of the fact that the nominating technique has the property of
early identification of the members of the group vho constitute
the two extremes of the leadership distribution.”

(3) Predictability: "Except for prediction by the eptitude test,
noninations were better predicted by all of the proposed selection
devices then wes the more commonly used academic grade critericn.”

(4) Agreement with personnel action: "If ability to remein in the
school at least two monthes is considered desireble, it may scen
that nomlnations by buddies are as highly correlated es are
academic grades with this oversall measure of success., Similarly,
buddy ratings contribute es much as academic gruzdes to the over-
all criterion of greduation."

This etudy is outstanding in the litersture becauvse of the rigorcus
statisticel end methodolcgicel epproach used. While it mey not have direct
reletionship to the develcpment of instrvments for predicting leadership,
it offers some hcpe for the uee of Indirect performence meseures es criteris
against which a number of predictors cen be tested.

Crennell and Mollenkoph (8) conducted a study for the Air Force in an
attempt to determine the necessory end/or minimum eseentiel charucteristics
for becoming a succeosful leader. For the first part of the study, flying
officers who had returned to the United States for redistritbution vere
asked to give anecdotes, based on their experience, to illustrate their
eveluations of particuler lesders with whom they had been associeted in com-
bat. Responses were obtained from over 4000 flying officers. The anecdotes
were edited and categorized by jJudges into two groups wccording te the kind
of lecdership descriled. The cetegories used were (e) orgenizaticnal-
adminietrative and (b) inspirational.-combol-emergency. After editing, 1237
usable enecdotes remained. Descriptive phrases were sbstracted fron these
for incorporation into rating scele traite. The frequency of mention for
each of the 40 resulting scsle traits was tebulated for each phrase.
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Five-polnt rating ecules wero constructed end edministered to a ¢roup
of 2203 retwrned flying officers. The oifficers were esked to rate the other
pilot whom they had known the longest. Subjects having runk of Captein (or
above) were 1o rute subordinates snd subJjects below the runk of Captein
rated flying officers in conmend positionas.

The 40 rating scale 1tem responses were intercorrelated snd en "inspoc-
tionul" factor tnslysis wus done. The cluetere of items yielded the follow-
ing factors:

(1) initietive &nd interest in militery dutles
(2) proficiency end ekill in flying duty

(3) pe}sonality cheracteristics

(4) proficiency in social-administrative dutics

In the second part cf the study, 350 bonber jpilots from the populaticn
of 2503 were asked to rate subordinates whom they had knowvn on the extent
to which they possessed ecch of the 4O truite., This wes done in order to
determine the minimum lesdership qualifications which these pilote con-
sidered acceptuble in a pguadron commander. Memne end standard deviations
were computed end the resuvlis vere compared tec the item-clusters found in
the first pert cf the study. The resulte sgreed with the clustering of
items, with the exception that certain treitls having high freguency of men-
tion in the first part of ithe study were considerecd less irportant in the
second part cf the study in terms of minimum acceptable qualificetions for
sqQuadron cormender.

The authors concluded that mere frequency of menticn cennot be taken
as & reliable index of the relative irportence of lesdership traite end,
further, that "observers may be &ble to recognize more readily those major
categories of traits which form the most freguent and, at the same time,
the most importecnt menifectations of leesdership in combat,”

Several. criticisms come to mind with regerd to the Crennell end
Mollenkoph study. Firet, the use of anecdotes of drematic critical inci-
dents of leedership tend to give a biaced picture of the performance of the
leadcrchip function., In other words, it is possible that irmportant ireits
or components of leedership might not have been represented in the traiis
obtained. Second, in the enelysis no information wes gained with respect
to requirements for various levels of leadership. With such a large yet
rather hetercgeneous population additionul information wes potentlally
available. Lastly, and this may be due to operetionel linitations, the
resulting reting ecales were not validated. This lest criticiem is probe-
bly unJustified, since the study wes effected rether late in VWorld Ver JI
and the cessation of hostilities may heve prevented elther edequate popu-
latione or edequate criteris for validation frem being obtained.
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In enother military study, which is of anonymous euthorship (29),
combat efficlency raotings were cttained in adjectival form cn 176 Officer
Candidote School greduates. The predictor vericbles investigated were AGCT
scores, age, and final quintile company standing in Officer Candidate
Schoel. Quintile ralings correlsted with combat efficiency reatinge to the
extent of .15 (t 05N gdditlon, it was reported that there was no
reletlonship between AGCT sccres end cortat efficiency ratings end there
was nct predictable relationship between ege and cembat eificiency. Since
the subjects In thie study were gradustes of (CS, the beet interpretation ]
of the relationship of intelligence to combat efficiency would te that,
above & certain minimum level, intelligonce has no reletionship to combat
efficiency. 1t should be emphasized thet thise stuvdy included a relatively J
emall population end was of a preliminery nature and interpretations
reported are therefor tentative.

A novel epproach to developing instruments for the selection of leaders
has been reported by Murray end Stein (18). Three tests were developed: =
"construction" test, a sensori-motor test, and a "repld projection" test.
The flrst two tesis of the battery were performence-type and the third a
clinicul, test of personality.

The ccnstruction test required the cendidate to set up & wooden frame
construction with poles and blocks which were cut to close tolerences. The
candidate wae given a plan end three "refractory” subordinastes who were to
carry out hie instructions. An intentionslly impossible time linit, ten
minutes, was allotted to the task. The subordinates were "stooges" who
attempted to frustrete and impede the cendidate. Ratings were obtalned on
(a) amount of construction completed, (b) personality and leadership traits,
and (c) an overall rating.

The sensori-motor test required the cendidate to attempt the soluticn
of a pattern problem which was analogous to those used with the Yerkes
Multiple-Choice apperatus. The candidate was given 15 minutes to solve the
problen, during which time he was being bombarded by confusing instructicns,
suggestions, distractions and threats, coming over a set of earphones.
Measures obtained were (a) totel efficiency, (b) decrease in efficiency
between practice and test periods, (c) ratings on "assured dominance," per-
silstence of effort, control of emotions, etc., and (d) an over-all rating
on the candidate's cerriege, manner end conauct.

The t!ird test (the repid projection test) was en adaptation of Murray's
Thematic Apperception Test. Stimuli consisted of pictures suggesting
emotional or stress situations. The subject was required to tell a story
or describe his Interpretation of the pictures. welve plctures wvere
projected on the screen for 30 seconds each. Two alternative interpreta-
tions were offered for each picture from which the candidate wes to select .
ono for each picture. Twelve personality trends are supposedly measured
by the test: A (aggressive), B (bleming), C (competitive), D (depressive),
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E (extraceptive), F (fearful), H (hesitant), I (intraceptive), P (parsenoid),
SA (sociocentric-affiliative), SD (sociocentric deminent), and
U (unconscicnable).

The authors claim that the first two of these tests were validated on
groups of ROIC students, end yet no validetion data are reported. The first
two tests were reportcd to be substantielly differentictiing between leaders
end non-lecaders, but the third test wes concidered vnsatisfactory.

The ebsence of cuantitative validation data reises considerable doult
as to the merits of the tests. Certeinly it is not sufficient for an author
to report that his instruments ere velid without offering evidence in eupport
of such a claim. This may be & reflection of Murray's epproech to selecctlion,
however. In discussing the need for, and lack of, satisfactory selecticn
instruments for nilitery purposes, Murray remsrks that it may te due to the
fact thet either psycholegists have not had the opportunity to show what they
can do or else the psycholcgists have nothing to ehow, Further, he feels
that too many psychologists ere ewarded degrees for pursuving statistical
treining instead of being treained in the sssessment of the whole perecnality.
Such en attitude is nerrow, to say the least.

[ 4

Of vitel importence in selecting end training leaders is the considere-
tion of the interrversonsl relationship between lesders end non-lesders - the
attitudes of lesdere towerd non-leeders, anc vice veres., In order for
obJjectives to be ettuained cooperation end vnderstanding must exiet.

Stouffer et al (24), in "The Americen Soldier" ecries, reports on a

nurber of attitude surveys of enlisted men, noncormissicned officers, end
officers. Considerable discrepency was found between the attitudes of
officers end enlisted men (as well as noncormiesioned ofTicers) on many
issues effecting merale., For exasrple (page 37h4), at the ¢nd of the war
crose sections of enlisted men end officers in the United States recponded
as follows to the statement, "If enlisted men have to observe curfew, offi-
cers should too:

Per cent agreeing
Among officers 35
Among, enlisted men 8k

The response was es follows to the statement, "Officers deserve exira rights
end privileges beceuse they have more responsibility then enlisted men''s

Per cent agreeing

Among offlcers o7
Among enlisted men 23
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The higher the rank of the officer, the more likely he was to defend
the syetem of soclel segregetion end syecial privilege. For exerple, in
responee Lo the stutement, “An officer will loee the respect of hie men if
he pels around with them off duty" we heve the following reepenies, by renk:

Per cent disegreeing

Captalns 27
First Lieutenants 9
Second Lieutenants S
Enlisted men 82

In response to the statement, "The hsrder a men works in the Army, the
better chance he has of succeecding” (puge 421).

Such discrepancies may indicete the need for training on metiers of
policy at the verious centers where officere are trained, Thie issue “affects
5 leadership directly since it points up berriers to understending and comsmni-
g cation thrcugh various streta of commend end supervision.

Further informstion on rescarch conducted by wilitery egencies mey be
found in Sisson's swmery erticle (22) end in the Rescerch and Development
reporte of the Personnel Reseurch Ssection (20).

3 THEORXTICAL APPROACHES TO LEATFRSHIP

Throughout the literature there sppcors to be coneiderable lack of
effort being expended along the lines of beasic research on leadership.
. Among the few references found adaptations of sociometric techniques seem
] i to be prominent.

Coffin (5) hee presented a "threc-component” theory of leadership
edvancing the hypothesis thet "a job emelysis of leaders' functions might
disclose those funchtions es felling into three categoriesc: plenning,
orgenizetion, and persusding.” Coffin describes these three components as
being esegments of a continuun such thet the job of any leader micht have a
'central tendency' in eny one segment end yet overlep into the cther seg-
ments. He further states that, "The categoriee may further be described
in terme of the purposes and duties of leedership in each situation, the
neture of activities engaged in, the relation to the productes emerging from
the leedership situation, and to the people being led."

Coffin conducted & simple investigatlion in which he grouped 135 leader-
ship traite into the three corponent functions end had college sludents
categorize thewselvos according to the Spranger and Sheldon "soratotypes.”
He edministered the Allport-Vernon Scele of Values &nd by eome rsnipulation
investigated his three-component thecry. The experiment itself has no
apparent significance to the problem at hund end the nature of the dats
offers nothing tengible. However, from the theoretical -approach, the
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significonce of thie theory lles In the atlempt to study leaderehip in lerus
of the functional rcletlionshlp between troits and situations., The situatione
aspect of lecaderchip seems to be popular umong currcnt theorists,

Murphy (17) =lso believes that eny study of leadership calle for a
situational epprroach. He polnts out that leaderchlp quelities very
indefinitely as the needs of the group very indefinitely, that different
sltuations call for differcnt lruits of loudershi) to be displayed. Also,
he bellieves that the personality does not stand alone but 1s & changing
element in & totsl situation.

The point of view presented &bove by Mwrphy is worth considerating and
is one which would probably mecet with feirly extensive egreement., Eut 1f
the "personality is o chenging element in & total eituation,” one must be
able to predict that change in & nwber of situations, at least for the pur-
pose of selecting end claseifying leaders for military purposes. (This may
be imposing too hesty a demand from an hypothesis which 1s yet undeveloped.)
Furthermore, the guestion should be raised g8 to whether we are interested
in predicting the changing element of the personality or in finding the kind
of perscnzlity which ies sufficiently adeptable to exercise functions of
leadershlp in chenging situations.

Probably one of the most extensive programs on basic research in leader-
chip is that being currently pursued.by Shartle, Stogdilld et al (21, 25, 2€,
31). Thie group is engaged in a ten-year program under the US Navy and the
Ohio Statemnent University Research Foundation.

The approach to thisc program (31) was to determine what administrators
do cn their Jobe, how they get their work done, end their working relation-
ships with other people. This differs from the customary procedure of
obteining measurements of ability end personality characteristics., The Ohio
State studies are based on the assumption that leadership is a relationship
between pereons., Consequently the authors have attempted to work on the
intensive study of a emall nuuber of cases rather than with mass daia.

Four steps were involved in the preliminary study of developing criterlsa
of leedership:

(1) A survey of the literature (25)

(2) Formulation of tentative hypotheses based on data gathered in the
survey of the literature

(3) Devising of methoda for testing tentative hypotheses

() Application of the methods to a study of Naval end civilien
- estublishments
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The methods used were free-response intervliewe, soclometric question-
neires (and soclogrums), study of orgenization charte end manusle of eetablit
mente visited, study of tlme-dlstribution liste, end use of the "R, A, D"
scales. The time-distributlion listes were profile sheets on which members
of an organization reported the proportlon of tlme spent in certein activi-
ties in the performence of their jobs, On & serles of statements for each
RAD (Recponsibility, Authority, Delegation) scale the respcndent wes to check
the statementis most descriptlve and next most descriptive of hie statuc.
Then the relationship bVetlween the reepondent's level (stztus) in the organi-
zation and his R=D scores ere &nalyzed. The use of sociometric uezswres, of
course, can serve us a cross-check upon the level of & given job as pre-
scribed in an orgenization chart, or both could be used us criteria.

In the prelimincry study, deta were obtained on administrative personnel
at three Navy ehore installaetions. Sociometric measuree were used &s cri-
teria snd the other messwres mentlioned previously were used as predictors.
Date were factor anzlyzed and four fuctore were found which were common to
all three installations: Factor A was identified as en “edministration”
factor; Factor B, a "policy-making" factor; Factor C, 2 "methods-planning"
factor; end Factor D, pertzining to personnel officers. Two additicnal fac-
tors recfiited but were not common to all of the installations studied, a
factor pertaining to technical experts end & factor pertaining to investi-
gating and report writing.

The authors felt that the results of this preliminery study served to
Justify the methods used, but add the statement that: "Only & beginning
has been mzde toward introduction of effective criteria for leadership. Much
needs to be dcne in order to develop these methods into e practical proceduvre
for the selection end assignment of persons for positions of lesdership.” (1)

In discussing their progream of basic research, the Ohio State group (%1)
state their belief that it 1s poesible to determine the administrator's work
patterns erd pereonal interaction patterns by studying the leadership struc-
ture of hic organization. If a position is to be filled in a certain depart-
ment, the best approach is to first study that depertment in order to deter-
mine the requirements of the Jjob. This is where the Job enalysie and Tectox
analysis phases enter the picture. Further, these reseerchers rczlize that
such & method is both costly and time-consuning, but, in terms of results
obtained, it may represent a saving in the long run. They criticize treadi-
tional methods of studying lezdership: “The usuel idea is to use personulity,
intelligence, and interest tests, essuming that all leaders perforn compureable
function end the seme generel function. The present results guesticn the
validity of that assumption.. Past experience with such measures uleo ques-
tione the velidity of thet assumption.”
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