[ BITUATIONAL FASTORD IN L¥ADEHSRIF |

By

John ¥; Ham:»111

Thegle submitted to the Faoully of the (raduy
of the University of Maryland in part
fulfillment of the requirements for ine
degree of Dootor of Philosonhy

1548



% & &' & % &

& + & '
) ) - ( * ’ )
- *
1
& (
/0120
& ( ( 3 & 114 501 67* 4
) $ 8 3& 14+
* - + '
& & 9 ' & /[, " #
3 & 114x*
I $ $ -
+ -



ACEROULIDOEMINTS

The author wigheg to acknowvielge the help snd cooperation
he hss received from the many versons interested in this etudy.
Appreclstion ieg expressed te sll the more than B00 persone,
vho gsve yenercusly of their time by eerving sa reevondents to
& long and 4lfflcult guestionnaivre, To estudents, teachere,
and friends vho sstlsted in emeocuring the coconrerstion of meny
of the resgvondents, I am grateful for helvp. Tithout the
cooper:tion of these psreaons, many of ¥hom were noi rersonally
known to the author, the pregent study would not have been
nosaible,

Thanks sre due to Dr, P, ¢, Hackmen end Nr, ¥, C, Schaefer
for many valusble suggeatione end =21d in the atatisticel
analyses of the data, and to Mra. Pegsy ¥Vatheny vho assumed
resconsibllity for the tyrning of the msnuszorint. ¥ajor
seknovledrements for the long hourg of routine stntistlicel work
sre due Mr, J, ¥, ¥elrath, Mies Mavry Kurtz, Malor ¥, T, Dinker
snd d¥r. O, ¥, Hilldner. 1 owe u deen deit of zrstitude to
Dr. F. H, Sanford who supervised the study, continueslly

offering stimulsting suggestions and encourasgement,



i1

TABLE OF CONTENTS

Fape
CHAPTER 1 AN EVALUATION OF STUDIES OF LEADEROHIP 1
Definition of leadership 2
General characteristias of leaders 6
Conslderation of the agoclial gituation in gtudles
of leaderanip 10
The problem of situstional faotors 14
foelsl grouns 158
Summary i8
CHAPTER 11 HETHGDS AND PROCEDUNRES 21
fisglc consideratione in the cholcee of method 21
Development of the guestionnalre 4
Preliminary forme of the questionnaire 28
The questionnalre 45
Adzinlistration of the questionnalire 81
sumnary 64
CHAPTER IXX GROUF DESCRIPTICH €&
Consilderstiona in the choloce of group
gharanoteriastics for study €6
The method of selecting group dimensionsg Kat]
Application of group dimensgloneg to the actusal
groun described Ly respondents 78
Degoription of two gpecifis grouvs 20
Helisblility of eﬁéiﬁg-grau@ dimensione o5

Intercorrelstions a7



The spreement bLelween respondentas' desoribing
the same group

fSummary

CHAPTER IV LEADERGHIP ADEJUACY

Indlcators of leadershin adeguscy smong Ltems
on the guestionnalires

A definition of leadership adequacy
ObJeotive oriteria of leadershinp adeguacy
The Judge of leadership adeguaoy

Felations between Judgments of leadershic
adequasoy and group dimensions

summary
CHAPTER V THE BEHAVIOR OF LYADERS A8 RYLATED TO
LEADERSHIP ADELUACY
Genersl deszerintion of the lesders
The behavior of "High" and "Low® lesnders
SUBRETY
CHAPTER VI THE BEHAVICE OF LEADERT AS NVLATYD T0
GLCUP DIMPRFSICHNZ

The division of group upon the bsasls of group
dimenglion

The relation of group dimengioneg to iteme of
leader's behsvior

flelntionghipe from the viewpoint of grouw
dimensionsg

Hialationship from the viewpolint of the item
of behgvior

SuNE ATy
CHAPTER YII THE INTERACTION OF OGROUP DIMENSIONS,

LEADFERY S BEHAVIOR AND ADELUACY OF
LEADERSHIP

111
Fege

107

109

109
116
116
11w

120

123

174
125
136
149

187

189



Rationale of the plan of analysis of the data

The relationship between dimensions X
leadership adequaoy and the behavior of leaders

An exsmination of relations expressed in
Table XXILX

gpeeitiec h{aemnu eongerning the effects of
faotors in the asitustione ot leadership behavior

Susmary

CHAPTER VIII BSUMNARY AND CONOCLUSIOKS
A behavieral view of lesderahip
A raview of the Anvestigation
Gonelusion
Extrapolstions

SELECTED BIBLIOCRAPHY

APFPERDIX A
APPENDIX B
APFENDIX ©
AFPERDIX D
AFPPENDIX E

iv
Fage

178

181

lse

188
2056

14
210

218

220
236
249
261
282



TABLYE

OTX

TABLF

TABLYE

TABLE

T ABLE

TABLE

TABLE

T ABLE

TABLE

T ABLE

TABLE

I1l

Iv

Vi

vil

ViIii

ix

b

i1

X1X

LIST OF TALLES

AU ARY OF THE a(URCES OF HESPORDERTS
AND THE BUMBER OF QUESTIONNAIRES FPROU
EACH 2OURCE

BROAD CLASSIPICATIONS OF *FINDpa® oF
GROUPS INCLUDED IN THE SALPLE AND THE
HUVEER IV BAOH gLASR

SANPLE TIESPONSES FOR GODING THE ITFM
"HOW DID AN INDIVIDUAL GET TO BE A
VEMBER OF THT GROUPYt 7EFE THFRE
ENTRANCE REGUIRVMENTSTY FOR PER-
UPABILITY

THE ETANS AND o7 RADARD DEVIATION=2 OF
156 GROUF DINERRIONS POR THE 2AMPLE OF
B0O0 GROUPSE '

DISPRIBUTION OF GROUP DIVENCION SCCRES
IN 800 GROUP DESCRIPTIONS,

THE RELIABILITY OF CODING OonOUP
DIFENSICNS FROY RESTORSES TO JTEMS OF
THE QUESTIORNAIRE

INTERCORRELATIONS AMONG 18 OROI®
DINZHEIONS APPLIED TO 500 GROUP
DESCRIPTIONS

ANALY SIS OF THY VARIANCE OF GROUP
DIRENEIORS SOORFE WHERE 34 RESPONDUETS
DESCRIBED 16 OROUPS

IETRA~-CLABS CORRELATION CORFPICIENTS
EXPREAKING THY AGREFNENT BYTRFTH
RESPONDEINTS DESCRIBING THE SAVE GROUVPE

INTERQORMEL ATIONS, MEANS, AND &7 ANDARD
DEVIATION® OF SEVEN INDIBATCRHS OF
LEADERGHIV ALELUA0V

THE DISTRIBUTION OF RATINGD COE SPVER
IEDICATORE OF LUADYRUHIFP ADEQUAQY

THE RELATICN BETWEEN GROUP DIMENSIONS
AND THE CRITLRIOHE OF LFEADURSHIP ADEQUACY

Pace

63

84

87

&6

296

101

106

111

111

121



TABLE

T;& ?){.g

TABLE

TASBLE

TABLE

TABLE

r.XILX

LRIV

Xy

AVI

. XVIX

TORVIIX

XXX

XXII

XX1IX

PIYRECGHAL Cﬂ%TAQ?FﬁI“MEF“ OF LEADYRE TN
SQOGRCUFP sITUATIORS

PHY BUMBETR OF LEADERS DUESORIBED I¥ KadH
OF THY STVEN Qa9 ROo0RICse FoR 70 ITRus oF
REHAVICOR

THE QUAMFUTATIOR OF CHI-SGUARE AND THE
CORTILOERCY COEFFICITHY

Clile S UANE VALURS AND COHTIHNGENGY
835??1@1?”? ﬁxpﬁiﬁﬂzhﬁ Tqﬁ RELATION
EB*NT 3] &: JEEM,IJ K!L(‘f up L 3 fv}g I? 533::( IW&: B
oF BK‘uYIQﬁ oF LE&@?RQ

AIGRIFICANT ITEMS OF BEHAVIOR DISe
TINGUISHING HICK AND LO¥ LUADERS

DINENSICH SCORES DETERVIRING "HIGH" AND
"LOWY CLASCIFICATION OF QRP%F@

CONTINGERCY COLFPICIERYS EXPRESHING
VELAVIONS BETWEDH OROUT DIMENSIONS AKD
BEHAVIOR OF LFADERS

THE NUMBER OF SIGNIFICANT COEFFICIENTS
OF COHTINGRERCY FOUND FOR HACH OF 18
GROUP DIMENBIONS

THE NUAOYR OF OIGNIPICAXNT RELATICHS
IBNVOLVING ITTMS OF LEADERS BYMAVIOR AND
GROUP DIMENSICHNS

CLASCIFICATION OF DATA BY GROUP
PINENSIONS AND I7TTH OF LTADERRY BEHAVICE
AND LEADERSHIP ADRTGUACY

CONTINGENCY CORPPICITHTS TXPRERCSING
RELATICRS BETYEEN CGROUD DIEYR8IONS,
LEADERSHIY ADEQUACY, ARD BEHAVIOR b
LEADENS

vi

Page

126

128

141

147

183

1686

leg

161

174

183



Plpure 1,

Pigure 2.

vit

LIs? oF r:ma

Pusze
'!‘ha velation bﬂveeﬂ mmgorma ef growp
aimﬁmn leaderts behavioy, and.

Jenderskiy zuqum 178

m relation of ecubinations of

leadership adequacy and Size of the growp

to tht tﬂmw of behavior of leaders

with. rnpm t0 *He was lax with the

growp . * 176






FELE LT
\:E'f ik Ak ® I

AW EVALUATION OF a7TUbIEs OF LUADTRBNIY

then U238 thrust 1taelf upon the modern world, Loth
scientists and laymen, after the initlal shock, began to geek
gome security in g solesnce of *human relstions" - 5 soclence
that might save ue all from the unleashed fareces of phyelesl
nsture, A lerge gegment of thie interest in human relationsg
hze been focused on lsaderanip, Both lsymen and sclentists
agres that 1f we can understand the relection and/or training
of leaders, we can begin to tske adaptive gtepe toward con-
trolling our own goolal fate, But when we compare the
concepts of YUE38Y® or Sfigeion® with the concept "leandership,®
the immedistely spuarent Aifferencesn in the nreecisgion and
power of the terse pives us llttle hore that encial science
cern oompete successfully, if 1t comes tr that, with the
phyesicsl sclences,

Confugion snd uncertainty sbout lesdershiv cannnt be
atiributed to Lits having been lgnored, There are numerous
etudiee of leaderehin which vary widely in content and moone.
lLeadersbip hag atiracted the attentlion of numercus sclentifle
investigators ae well as n large number of insplrationsl but
purely spveculatlive writere, fut o cursory examinstion of the
resulte of these diverse sttempts to clarify problems
aescciated with lepdership 1s sufficient to estsablish the need
for more investipgation, and investigstion lnvolving fundse-

mentslly new astiacks,



pefinition of Leaderahlp

Cne of the first agources of confusion in attempting to
understsnd leadershin lles in the very definitlion of thaet
term, It hasg Leen defined in = number of wsys, It hae meny
current meanings, any one of which 1e asg accentnble ag the
next., Let ug look st gome of the msjor varisnts in definitiona
of lesdership,

Many writers have contreasted leadershivn with some otlier

charscteristics of the individusl. Pigors (40) distingulehes

the "lesder® from the "dominstor.” Jennings (13) sontrasts
lendership and 1golation, EKrout (32) epeaks of leadership

and followship, Terman (52) hasg stated, "The ovroslite of s
lender 1e on outcast.” Thege writers are etreesing n soecifloe
cuslity in the hehavior of an individual whick coan be 1denti-
fied e leaderghip,

“riters nre often concerned with establishing lesderebin

ae o behaviorsl gontinum. Brown (5 ) in & study of lesdershin

among high school students congidered the gize of the groun,
the i woriance of the group, nnd the leader's effectiveness

ng indiesting degreeg of leandership., Fleamming'es (16) eriteria
of lesdershln, agaln among high echool sturdents, was sxnregaed
as 8 score bazed on the immortance of the office of lesder-
ghir held, For example, belng president of a clags aarried
ten pointe while one hslf point was jiven for being s menmber
of & committee, Hanswalt, Harilton and Horris (21) in =

gtudy of level of sgpiratlion of collese leaders uged a

eriterion very similar to that of Fleumming, Farten (41) oon-
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slders leadership not & single trsit vogsessed elther to a
agximum degree or not at sli, bul rather, Lelng present in
varying gquantities, 4All of the shove »riters regsr leader-
ehip sa & quantitatively differing oharascteristioc of the
indlvidunle.

Attempte have been made te dietinguinsh types of lenders,

Covley (10) believes it epsentisl to dlstinguish between
“real? leaderzs and "hesd" men, rejecting the mere holding of
office ne & criterion of leadership, There ieg ccarely a limit
to the claggificstion-by-tyne zanpllied to sort out leadere,
There are face-to-face leaders, business lesders, =tudent
leaders, boy lsaders, yirl leaderes, athletlie leaders, esciritusl
leaders, mlilitsary lesders, coriminal leaders, ete, “tudles have
been made contrasting the versaonel charactericstics of lerdere
claenified according to tyoce, Thope by Cowley (10), Oaldwell
and %ellmsn (6), Terman (52}, and Tryon (5%} hsve nointed out
marked dlfferences in the perasonal characteriastics of lerders
differing in "type.," ‘Where typee of leaders srve emphasized,
quelitatively different characterlstios of lesders become
involved, Leadershin is not a gpecific charscteristio of an
individual but may have many formsz, The ®type® anorosach
beging Lo reocognize the cituntion se s footor in the definition
of leadersghin and the various studieps in thle cstegory attempt
to relate the "type® of leader to the "tyne® of =zitustion in
which lendere lead (militsry, oriminel, eto.).

Lesdership hag been defined vith empbasle uoon the sroun

beiny led, Cowley {(10) =~efineg & leader ag follows: "A

leader le sn individual vho is moving in 2 particular direction
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and who gucceede in inducini others to follow sfter him,n

{italice mine). This definition of 2 leader focureg stten-
tien uunon the *follovers® as vell as the leader., Farten {(44)
noints out that lesdershin 1g & function of the nereonnel of

the group and ite activitier ae well as the Individusl,

Pigore (4C) definse lesdershin in the following terms: ‘“Leadepre

ghip 18 8 process of mutusl stimulstion which by, successful

Aianipria i "

interplay of relevant individusl differences, controls hunman

energy in the pureult of a2 common gause..... ANy pereon may

be criied & lender during the time ¥hen snd insofar, ss his

¥ili, feeling snd inslirhte directs and controls others in the

pursuit of & cauge which he represente.® (Itslles Figore'),

Agvording to Plyors, lesdershinp is nnt vegte! in tne cherepo-
terietics or guaslitiesz of sny single Individusl but becomes

the role of = particular individusl in a goeclsl situstion.

Yany other writers, notably Bernerd (), Gibbk (12), 2nd Zoffin
{5 ) have sgtrecmed the imnoriasnce of the gitustion in lecdey-
ehin, Ooneldering the sltustion doeg not deny the imrortance
of slso conesiderine charscieristics of the indlvidusla that
may it hiso to the role he aspumer az o lesder, FHut 1t does
noint out the lmportance of the aoclal aitustion in estudying
and tryins to define leasderehlyp,

The inportance of the sgitustion in the definition of
leadersenlp nog been mode incressingly cleer ng a regsult of a
number of recent reviews of the lezdershin atudies, Stogpdill
{50) hag published sn exnsustive review of studier besring
on personal fectors in lesderghip, One of hie major con-

cluslions 1s that the Yguslltliesz, charsctericetice and gkillse



reguired in s leader sre determined to o large extent by the
demande of the situstion in which he 18 to function z¢ a
lesder,® Jenkins (07) resched a 2inilor conclusion in o
review of etudlesg of leadership in militery snd indusgtrial
settinge, OGibb (13) otstes, “Viewed in relastion to the
individurl, leadership iz not an attribute of the personality
but 2 quality of hizg role within a2 esvreeclfic acelal ayvrtem,
Viewsd in relation to the group, lesdershir 13 a gquality of
1ts structure,?

Ye can eonalude that a definition of lenderphin maet
incilude both (4) the charscteristics of a enolal gltustion and
(1) the characteriastics of an individusl, If +e annropch the
problew of leadership in a "hard-headed® overations maenner,

lesderehlp mey be gaid to be the behavior of sn individunl who

is involved in directing group activities. Then we can asy

that the Individusl ¥ill be judged to De s “poor® lender, a
"Talr® leader or an ‘excellent™ leader in tevme of the Judge's
eratimate of the characteristics of the social sltustion on one
hand and his observation of the leader'g behavior on the other,
If there 18 2 high degree of corregpondence between (a) the
behavior Ademanded by the asltustion and (b) the leader's sotual
behavior, he iz Judged 1o be nn *evcellent® leader, But on the
other hand if there is no corresspondence hetween whet the
sltuantion demands and what the leader does, he 1s Judged to be
& "noor® leoder, In one sensge, sadequacy of leadership refera
to an evalustion of the behavior of the individusl leaader in
terme of the *1denl% behevior af a hynotheiieal leader, In

the avaluntion of leadershin the characteriztics of the



gltustlion get the quallitative glandasrd for & lesder's behavior,
The two sgaunptions involved in the Torsgning view of
leadershin, L.e., (2) lesdershiv 1s the belwovior of an
indilvidual dlrecting groun activities ond (b) adequsoy of
leaderghlic 1g an evalastion of the gorragrondende betwaen the
indlvidualtsz behavior and the behavior demanded Ly the situse-
tion, =meew o be impllied in the oriteris gelected Ly ine
vaatigators In the atudy of lesderahin. This view of
ieaderanle is Lroad in scorne, brinziny into congideration the
growr situstlion, the behavinr of the lesler, and e Juipment
of lsaderzhir adegusey, It 12 oleo rolldly ronted in oonorete

Lelievior rsther than abetrrot constructe,
Jeneral Charaeterlistice of leaders

The malority of atudles of leanderahiin have facuszed on
the pareonsl charssteriatios of the lesders, The demanda
whieh the goolal slitustion maXen unnn the behavior of an
indlvidual in the leadershin role hsve notl been gystematically
investigated, In many of the sgtudles, however, the inveesti-
gator recognized the soolal asitustion as o sourse of ilmmortant
veriables, yetl dld not attemnt to bring these varlasbles into
the gtudy. The genersl rerult of thege one-slded noproaches
to the etudy of lesdershin is a mase of dsts sn the psreonal
qualitles of the leaders in many highly speecifie but not
ayastematicelly related eitustions, It 1la not surcrising there-
Tore to find such diespgreemsant hetween the lists of nergonal
gqualities arsooclated with lendership, especially se the versonal

4ualities beocome apecifio, However, there 1s a moderate



amount of agresmsnt smong studles ooncerning yary general

sharacteristios of leaders In many dlverse gitustions, The

pointe of grreement among these studies may be indleative of

common charaoterlistios of sll lesders in all situationes.
gtogdillte (60} review hae brought together s larpe

amount of dats on the personal gqualitlies of lesders under

five general headings., Sltogdill olasgsified the fsotors or

tralts that emerge nogt generally in the varicus atudles:

{u) cspaoity, (b) schlevement, (o) responsibilizy, (d) vartiei-

pation and (e) stniuz. Capsolty includeg intelligence,

slertness, vertal facllity, originality, snd Judgment,

Achlevenent inoludes soholsrehin, knowledge, snd athletlo

acoomplishment. Repponslbllity covers derendability, initiative,

pergistence, arressivenege, aself-confidence, and the deslire to

exoel, Farticipstion inecludes sotlivity, eocdablility, coopers-

tion, adnptabllity, and humor, Htstug refers to the pgoolo~
economic poeltion snd populsrity.

It is ensy to gee the extreme generallity of these trnits
and ehagrpoterletics of the "lender,% How each of these
general charscteristios might beeooms expresgeed in the behavior
of & particular leader in a erecifioc situstion is not known,
Put at thlis level of abstractness and generslity, Stogdlli's
susnary of personsl oharacteristics of leaders le conslatent
vith a completely theorstlosl ansiyels of lesdershin offTered
Ly Brown (4).

Brown (4) has noastulzted five gensral lawe of lesdershin,

His anaslyslia of lesderarin was based unon z field-thaoretioal



aoproach to soclal phenomena., Hies laws deal with Lrosd
reneral charscteristics of z2oelsl =itustione nme they determine
the lezder'e behsvior,

grown®a firset lasw of lesderehin 1g:  "The gucoesalul

lesder must have membershivesharseter in the group he 1g

attenpting to lemd.® Hembershin-charactiesr mesns that the
individunl e conelderad one-nf-the-group. This lavw i¢ cone-
glaztent with 2%ordill's conclusinn thst leaders have common
ohsriacteristies of nerticipation, %oalability, alsnteabillty,
convaratliveness, and sotivity all refer to behsvior on the
part of an individusl tha? allowe him to bLe oneenfethe.sroun,
rether than an ocutosst. “uch tralie make 4t noeszibls for an
individusl to have “memberghip guelity® in the ;roup.

Grown's eeoond law states: *The leader must renrsasent

& region of bizh notential in the sogizal field.® Thie lnw

ie coneletent »ith dtopdlllits ceoncluelon that ztatue =2nd
nehievement are charseterigtios of leadere, It avrears that
& lender muet heove nrestige, i.e,, "rerresent s region of
high potentlal® in the estimation of those he lesds, This
prestige may come shout (a) se n reault of echievemeant, (b)
by beling carrled over %o the nreecent situniinn by virtue of
atatug in other grours, or {(e) by being = personificction of
the 1dexls or ldess upon ~hieh the zroup 1= based,

The third lew igt "The lepder mugt resiize the existing

fleld structure, Only vhen hiec lendership falls in =ith thie

ig he sucnesgful.” By "fleld structure® Brown refere in the

neture of the total situstion, Hence this lay mesng that a

lsadéer munt Enow Yehiatl fe golng on® in the grour he zttempnte



to lead, This law peeme t10 oul aseross the olpesifieation of
pergonal cheracterigtics Stogdill has used, However, the rove
grecitio charneterietics, slertness, Judrment, nand Iintellipence,
8o reflect this behavior, They may be indloative of the ine
dividualfa abllity to know what is going on in o grour. The
characteristio adertabllity refers to the leader'g ablllity to
alter nis behavior to fit in with whsat 1z going on and thus
pernit "hia lesderahln to frll in with the sxlsting Tield
gtructure,®

grown's fourth law 1s; “The reslly guccegsful leader

realizes the long-time trends in field siructure.* 4 "really

succegsfvl leader' in this cnse 12 2z lesder wiw remaling o
leader for long periods of time, A lesder puast be able to
estimate what will be poing on in the group in the future,
Thig repregents the planning functions of the leader, Here
we nlght place Ntogdill's traits of originality, inltlstive,
aelf~confidence and perhaps persietence, and intellligence. It
would appesr that one group of aharescteristioca thst enable s
lendey to remain a leadsr for any length of time are thoge
relsted to sucesenful vlanning or foresisrht,

srownts fifth law of leaderahin» ham leegs to do with

versonal charsoteristiocs of leaders, It ststeg: “Leaderahln

ingreages in potency nt the cost of freedom of leadership,”

This law mey be trenslazted to say that as the leaderts
sotivities Decone more lmmedliately inportant to the growm, he
hpg less eholce in how he will go about beling a leader,

Ferhape behavior represesnted by the tralt adentzbllity ie
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charaoterdstic of personal faotors inveolved in the impll-
cations of vhis lavw,
we gpee Prom the wanner in whilch these Lheorellocl lawg

are supnorted Ly eommon {indings in the siudles ol lesdersghlp
tnat at this level of gensrallty the ooneept of lezdership
Liwus & core of meanling common to all situslliocnsg, Duch a
Kenersl avstract snslysis ocan be profitably supnlenmentied DY
more concrete kKnowledge of how the general charactericilos
are exvressed in the setusl bLehavior of the leader. 4t the
pehaviorei leavel of annlysie 1t sapresnre thet the character-

istics of sooisl situstions in »hiech leadershio bLehsvior

0

Conaideration af the Soeclial Situstion in
Studies of Leadsranip

Althourh the majority of studier of lesaderstin hsve bheen
attennts to find the chsracteristios of lesders, s number of
etudlens hnve besn ooncerned with differences among leaders who
lesd in different gltustionge. ¥hile no one of these lanter
atudles has made s thorough or aystemsatie attemnt to invegti-
ate the sltuational facet of the lesadershiv problems, ocertaln
of the studles can be clted sp examvler of thlis appreosch,
Entable smong these studies are those of Cowley (10),
faldwell end Wellman (G ), HeCuen (40), Richsrdson and Hanawalt
47Y, and a study conducted in the Army Alr Forces (13).

Cowley (10) contrsete’ the traites of lesders and follow-

ers in eriminal, militsry, snd student grouns, ¥YHe vave 20

teste tn & "amall number? of lesgders and followerg 1ln three
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group eltuations, He found thatl whille leadere in each
gituntion posgsesred tralte Aifferent from thoze of followere,
the verious tyneg of lesderes 414 not voesere g single tralt

in eommon, In & leter study {(11) vhere 20 leaders snd 20
follovers in militsry groups gnd 1€ leaders and 1€ followere
in estudent groups were compared, Crowley sgoln reported marked
dlfferences between lemders and followers in each sort of
group. He found tralts of self-coniidence and epeed of
degleion common to &ll three typeg of leaders,

Cualdwell snd Yellman { 6) studled geven charazcteristios
of ohlld leaders in eix typee of schnol seotivities, The
sotivities studled were (&) clasme president, (b) etudent
council members, {(c) staff members of sohool magszines, (4)
athletic grour capteing, (e) selence club officers, and (f)
citizensghip representrstives., The geven characterietiocs of
lecders etudled were (mn) mental sre, (b) intelligence nuottient,
(¢) smeholarship, (4) extroverglon (rating seale), (e) heliht,
(f) nige, and (g) physiesl schievement, Lenders were compared
vith one another by tyve of sotivity, These investiypsators
found athletle leaders to be tanllest of the tynee of leaders,
and to excel in physlieal schlesvement, 8taff membere ol the
school paper tended te bLe more cautlous, delibersilive and
gsensitive sg Ilndiceted Ly specific lteme of the extroversion
gcale, They were shorter then the average of the lesders and
ranked high in scoholsrshlp, Solence olub offlcers digplayed
hipgh ability in soclence snd s elight tendenoy to hlgher
scholarehip in general., vhere girle msnaged to be gelected

as officers of 8 solence club they were markedly higher in
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intellirence sand scholsrahip, Ho eonslatent or marked dlffer-
encee were noted amony clase president, student councll members,
snd oitlizenghins repregentatives, Lepders in these three
eltustionsg were rated hirh on extroversive liems auch aor pelf-
confidence, esgernesn for galf-srpreesion and insiestence unon
thelr idess,

i Yaotuen (40} studied intellirence soores {Thorndike) of
the leaders of HE prounsg at “tanford University. The groups
were clageified sz (1) living groups, (b)) epting oclubs, (o)
profegaional organizations, (&) athletic prouce nnd (e}
"gocial® groupa. It was found thest 3L of the B8 lesders
saored higher on the intellivencs teast than 413 the aversye
merher of the group., In only one groun wese the lesder the
nighest egooring member, In one croun slso, the lesder wegg the
lovest scoring membey, On the averapge, lesnders exceeded the
merbers of thelr rroung by 2 nolnte (ranpe 442102), ¥Nao
conglstent Alfferences counld he Tound between the tynee of
groure snd the lecsder'sz goores on the intellicence tert,

fichardson snd Henawalt (47) investigsted the differences
in gcores on the Bernreuter Perasonality Inventory between tro
types of leaders; gupervieores and offiece holders, An
individurl wae oongidersd to bhe s gupervicor if he wag in
cherge of 16 or more individusle working under hia direction,
£ nonegunervisgor wag an individusl =1th one or less individusls
voriing undeyr his direction, Offlice holdere were individusls
vho hrd been preelidenta of or had held important chelrman~

ships in rt least twvo soelal orgonlzrtione since the rre nf 21,
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lon-of fice holdsrs were individusle who had held ne zuoh
offices since the ege of 21, These inveatigstore found that
office holdsrs earned gooreg indlesting thely beling more
dominant, more geli-coniident, less neurotlc and lege in-
troverted thisn noneoffice holiders, UDiflerensez Letween
gurervisors and non-gupervigors were not clear cut on the
Bernreuter messures,.

4 geries of gtudiee were conducted by the Army Alr
Forces (15) desling with lesderghip problems involving flying
pergonnel, In the lust of a seriee of three studleg, the
types of legdevehly involved wpe congidered., In thie study
anecdotes degcribing instancee of "pood" landerghip vare
coliected from flylng offiocere ¥ho had returned to the United
gtates after g tour 0f duiy in & combat theatre, The anecdotes
degeribed the behavior of (a) superior officers in andminige
trutive eiltuationa, (b) subordinete officers in administrative
situstione, (e¢) superior officers in emergency situstions,
anéd (4)subordinste officers in emergency situstions., Trelve
nundred snecdotes were gnalyzed in Terme of the behavior thst
conetituted the leasdership action described, The results
indicested that the frequency with vhich certaln itema of
behavior rers cite’ in snecdotes varied smong the four situa-
tione. For exasple, in emergency altuationg superiocor offlcers
rere nore Irequently cited for disregard of versonsl welfare
wiile subordinste officere vwere more Ffrequently clted for
#3111 in Tiying. "Interest in malntaining vroficiency of
otherg" was mentioned twlce zg Ifregquently in cage of superior

officers in pdminieirative gituations as Lt was in any of the
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cthiey threse cubegories ol leandersg sltuztions,

The findings of these five studles, vhere the soclal
sltuation in vhich lendershiny ocours has bDeen consgidered as a
factor in the study of lepdershin, surports the contention
that charscteristiocs of leadere behavior are related in sonme
way to the gocial situstion, However, sinece the investipstors
muade No sattempt to study the sgoelal situstion in n systematie
mann=r, little can bLe ¢oncluded concerning what fsotors in
the gitustion sre relsted to whet behavior of the leader, The
obvious, convenlently ohserved differencees amony moolsl
gitustione seems tc hove been the baslg for thelr study, There
is 1ittle rengon teo bellieve that the use of these convenlent
and obvicus ways of deseribing zroup situstiones can yleld
either systematic or inclelve results which relntes to the

pehavior of leaders,
mhe Problenm of 2ituntionsl Faetors

%e have seen thal & sensglbie anprosch to leaderehip
must ineclude the socisl situatlion in whish a patitern of
Lehavior, identifleble ag leadership, ocours., %hile many
investigators have recognized tlie imvortence of situsztlional
fsetore In leadersihip, thelr efforts have, for the moat pari,
veen coniined to the studles of the personsl charscteristiocs
of individuals desgignated ag lenders, A few gludlies in which
gltustional fasectors have been given some consideration have
¥ielded digaprointingly little Iinformation about how faotore
in the situation are relsted to lemdershin, Tut they 4o lend

gtrong surnort to the view thet the situstien must be taken
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into account, One sgtumbling tloek in the sporoach to the
study of situstlonal factors in leaderghip arresrs Lo e the
lack of & method of coming to grins with Lmnortant aspeets of
the aoclsl gltuation,

The purpose of the present sludy is to inveatigste
systematically the charmoteristiocs of group situstions sz they
are relsted to behavior of lesderes, In guch & study one is as
much concerned with the soeisl situstion ms he ig with
charascteristic behavior of individuzl's desipgnated gme leandera,
The socisl gltustion, or more directly the soelal group, be-

comes one of the primary aress of astudy,
floeclal Oroups

The concept of & soolal proup is almost as difficolt to
define a3 that of leadership., Smith (40) definse a soainl

group as "4 unit consisting of a plural number of peparste

organiame (spents) who have collective perception of their

unity snd who have the sbility snd tendency to =zot and/or sre

goeting in » uniteary msnner toward the environment." A much

slupler definitlon 1a that offered by Gibb (13), *A group is
csee WD Or more people in 2z state of soclsl interactlion.?
Cattell {7 ) belleves thal moast esgential to the existence of
& soelrl group Iin s poc¢isl-psycheloglonl sense 1s the satis-
faction of some need through the physical existence of the
group. foolasl intersctlion eteme Trom the exletence of the
common nesd,

7 From these and similiar definitinne we can see that two

immortant charaateristics of a gneial group are (1) an
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avareness of the exiplence of the group by the individusl
merbere and {(2) the gatisfactions of potentisl astiefactions
of some common need of the members,

The concent of goelsl croun eg an entity for nryohe
ologleal study has been a subjeet of some controversy. Huch
of the resation ageinst the atudy of grour behavior stermnmed
from the objection to LeBon's and MeDouxallte (41} "group
zind.* Cattell (7 ) has recently come to the defense of the
study of groups as entitles consildering such study to be the
asjor ooncern of soelal psychology. He explaing the faot
thet Hedougallte coneept of the *group mind? wae badly
reasived in termeg of 1ts unfortunste apresrance st a time when
*gtudente in peychology were unable,....t0 recognize any manle
fentatlon of the mind unless formally or often motuanlly,
reduced to the twitehing of & dop'e hind leg.,® But more
pointedly he observes that "lavwyers, politiciane end statespmen
denl with srours as groung every day.® In the realm of field
theory Lewin (37), French (17}, Lipritt (39, and others have
ghown that groups oan be ztudled zg -rours and are amenzble
to exvericentsl attsck., They have demongtirated Ain a number

L

of studlea that groupe can be giudied zs psycholoricsl
entities,

The value of the concept of » eoclal groun ams sn entity
for paycholeogiaal study 1g to a large extent devendent on a
meaningful snd useful get of subsldiary concepts describing
the characteristios of groupas., Calttell (7 ) points out three
broad aress in whiceh desoription iz netgegsery, First ie on

sres he ozlls gyntality tralte., These "traits’ or dezcriptive
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eharseterinstice are to be inferred from the hehavior of the
groun - behavior, pregumably that is apnarent to extsarnal
observers, The sgecond ares concerns the relatlionshipe samong
members of the group. In thia area, pzrour charsoteristice

are direotly obszerveble only by individuals sho are members

of the group. A third arss of group characteristice isg

called "populstion tralts.® These traits are mere sgrregate
values or averages of the charsoterietice of the members of
the group. 8ilze of membership, average height of members, szex,
sverage age, ete, would be included in thla cotegory.

Giroups hsve often been desoribed by regort to *black or
wvhite" or "all or none* claesifieations, For example, we
find such dlstinstions me *in group" ve. *out group®; *primary
groupa® ves. "secondsry groupa¥; *marginal grouns,® *fortultous
grours,® "interesd groups,” ®*likeness groung,” ete, Theae
alagsificztiong have limited utility aspart from the partioular
purpoee for which they were made, Dodd (14) has develoned s
syrctematio menng of degéribing the vwhole of goclety by mathe-
matical notastiona, However, hie dizenglong of acolety apnear
to be too broad in scope to Le of sreat vslue azg dlrmenelons of
gmaller soolal grouns. Sanderson {43} has published s vome-
prehensive outline for group descoription, His classifliostion
of charsoteristics of groups le divided Into five major sress,
(1) i1dentity, (2) comvosition, (3) intergroup relatlionghips,
(4) intragroup relationships, (6) structure and mechsnlism,
Identity includes the following: exclusiveness, megns of

entrance snd exii, and identification of members, Comvoglition
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coversg size of the group, homogeneliy of membersghin, stratifi-

cation, and permanence of membership, Inter-group relstion-

ghivg refere to charscterigtloe of independence, federatlion,

chartering, ete. Intra-sroun relastionghivg ineclude cherscter-

istics expregaing the manner of intersctlion among meabers,
Among thege nre pergonasl ve, impersonal relcotionehins,
frequency of contzet, type of particination, seolldsrity,
primacy, loyslty, and the roles of the members, Under the

heading structure and mechanieme are charamcteristics relnted

to alme and vurnogen, codes of behavior, sub-groupa, means of
concengus, extent of ingtitutionslizaltion, snd mechanliemz for
nregervation of the groun,

By Tsr the moet frequently ured method of desoribing
groupes ig in terms of a eingle modal or s striking charscter-
istie, Groupe sre described as businese rrouns, agtudent
groupe, military groups, athletic grouns, ete, Thie ig the
atyle of groun deserliption most freguently snoountered in
leaderaghip gtudles, It svpenrs that many times thia tyne of
desgeription gives 1ittle indiocation of vhat mey be bagle or
fundsmental charscterietics of groung. In any event aguch
deseriptions rive informstion sbout only a smsgll part of thoee
charsoteristics that may distinguligh one group from snother,
For exsmple, we find both the menbers of an officer's club
during pesce time and an infantry sqgquad during combat eguslly
well described sp millitary grouns. The important difference
Letessn theee two prouns, ss far sg leadershin studieg =2re
soncerned, may be greater than thst between s sorority snd a

foot-ball team,
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There L& no generally socented systemntie seriece of
sub;eidiary eoneents for groupr Jdeserintlion, However, thare are
many descrintive sndjectives and vhrases reaferring to group
characterictios,

One of the nmajor vrobleme, then, thut eonfront a2 study
of eltuntional faotore in leaderahin 1z thal of eresting a
useful asystem for groun degorintion; - a problem thoat #1131 be

attacked in o Iollowing chanter,
summary

Problems ssgocliated with leadershin are amony tha moet
pregoing of thoen faelng the soclsl gelences todsy. Numerous
studliee and Alacussione of lesderehinp have sdded seg nucgh
confusion as understanding of theee vroblems, This onnfuasion
iz reflected in the many deflinitionz of leaderszhir, 7ut
running througrh these definitionz 1a s conslictent emnhaalc
uron {a) charzoeterietics of an individugl and {b) charscter-
tetice of a geelal gltustion,

The melority of the studliesn of lesdsrehin have Deen one-
sided mpoproaches oonecentroted on the nroblen of Alscovering
the sagaential personasl charscteristice of lesders, These
studise have yvielded o maesc of information altiout the trsita
and pergonal duslitieg of the lepders in many dilver=ze but
gyatemntlonlly unrelated gltuations, A8 2 oongsausnce only
at the very highest level of sbetrzotion 1z there sny arreement
about Lthe eggentlal quslitliep of leaders reported hy thege
studlies, ileany of the personal charroterdsties ammery to be

gnecifioc to the particulsr esitustion in whieh the leandsre
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wvere studied,

A much smaller number of studles have attemnted to conelder
the gitustion as o source of rfactorg relsted to personal
eharacterigtics required of lesders, These studles huave been
insdeguate in that there hurs been no adequate way of daaling
wlth the situatlon., Olaseilication of group gituntions by
"type,” by activity, or by sose siriking or modal chnraoteristios
nag provided the bagle for eomparison of leaders in coniragt-

ng situatione, Thusg, we hove "orlminal® leadere, compared
with “military?® leasders or %asthletis® leanders sompared with
editoras of school papers, ete., There sre ressonable doubts
that such olsssificantions reflect the bhegle factors related

to lesdership demands of the gituntion. FFor the most part
these studles heve only sirengthened the bellel thut the
situstion must be considered 1in the study of leaderehip, They
have added 1itile Lo our understanding of wvhat fsotors in the
gliuctiion zre relnted to what bLehsvior of lesaders,

A more satislfactory asonroaneiy Lo leadersihilp study would
invoive a more comprehensive and gystematie means of etudying
group eltunilions, 4An adeguste oconesiderstion of the group
situntion would involve descoription snd measurement of sroup

characteristics, Unfortunately, there 1s no generally nccepted

gystenntic serieg of aoncernts Ior group degoription, This v

pregents the flrst majJor hurdle in the study of situsiionsld

factors in lesderalbip.



CHAFTYR 1T
HUTHOLDS AND DPROOTDURTS
Baslc Conglderntione in the Cholece of Method

“hen we apnrosch leadershiy vith emphsple on the
funetlional relation tetween the lesder snd socisl eltuation,
many vroblems of methodology arise. e cannot ilgnore,of
eourse, the characteriestice of the individual in the lender.
ship role, At the mame time the factors in the social
gitustion become involved, Informstion iz needed in both sress, .
In the third plece, implicit in the nature of the problem, ig
an evaluntion of adequacy of the *fit® hetween the character-
ietlce of the individusl in the role of lesder on one hsnd
ané the demands of thset role on the ather., The neceesity of
etudying these three facete of "leader~gitustion® phenomens
meang that the mere guantity of informstlion needed 1¢ in

teelf a source of methodologlical problemes,

The pregent study is extensive rather than intengive in
geove, It lg designed to consider, at sn exploratory level,
the poerible signifleance of & relatively large number of
altustionsl fazctors., The intenslve and definitive etudy of
any one factor in the siltuastion can more profitadbly and
effliciently be attacked after an exploratory study orovides
framevork and hyrotheaes, The contributions eof the nreaent
study may tanke the form of sugzeatlions for the forrulation of
& systematlic serles of epecific investigations, ssch dealing

wlth more 1iwited problams in aveszs of szitustiongl factors in



leadershiv,

The broad soone of an srplorstory study of this nature
ereates a need for informetion about s large number of groun
gituations in each of whieh an individual funotiong se leadey,
The gtudy csnnot be limited to o fev gltuations or a2 few
individusls in leaderehip rolee, A small number of leaderw
gltustliong would probably not yleld sufficient varistion among
sany potentially significant fszotore to sllow relastionshipe to
smerge, For example, let us ssgume the glze 0f the prounp to
be a significant faotor in determining the role a leader is
to play in the group, In order to establlesh glze se significant,
1t would be neceggary to examine groups of verylng sizee and
note the behavior of the different lesdere. This vprincinle
would be true for esch situstionsl factor that comes under
invegtigetion, Thie conslderation points to & method of gather-
ing information that can be readily apolied to a2 large and
catholie sample of group situstions,

It 12 dealrable In an exploratory study of this kingd to
gather information nbout *live® groures as they are functiening
in thelr normal zoclial setting, ¥ithout prior knowledge of
vhat faoctors in s eltustion are important Lt would be extremely
difficult to sstimaete how situntlional factors characterizing
the groupe are significantly asltered by the sroup'e removal to
an artifielsl environaent,

In view of the faot that large quantitieg of information
from a large number of groups functioning in their nermel
gsoclal ssiting was deslired, a questionnsire approach to the

problems wvasgs indloanted.



The nuestionnaire eould be used to gather information
from members of & lorge variety of grouve, Fach regsponaent
eould gevve ng the obgerver of the proup, observer ol the
lesderts charsoteristlic behavior, end, in addition, Judpe how
well the leasder funetiones in kie role,

This vrocedure could furnieh the rsvy material for a
criterion of the "{fit" between the lender's behavicr and the
soelel situstion in which he 1g behaving. A Judgment by 8

member of the group of an individusl's leadership duality

vhile in the leadership role can give information sboutl the

"guality" of leaderghip. The obgerver of the situstion and
the lepder'g behavior, as vell ns the Judge of hig leaderaship
quslity, #ould be an individuasl who hss had persgonal contact
»ith the group for s conslderable period of time, This pro-
cedure would slso admilt atudy of factors in the situations
that are pecullsr to a member's personsl relatlionshins to the
grouv aes well &g factore equally observable to an ocutslder,

General limitstions of the jguestionnaire. The many

lizmitations of the wuestlionnalire method 1ln research hsve been
carefully polinted out by Jenkines {235) (2G) and Lazarsfeld (324).
Among theee limitatione may be listed the following: (a)

g2 guestlon may be intercreted in an entirely Aifferent manner
by two individuale; (b) the answers to Guestiona are in part,
at leagt, o function of the way the auestione are nsked; (o)

& respondent may not have the negessary informsation to gnaover
the quegtione; {(d4) there may be good reagons vhich nprompt a
reapondent to give an angwver thet he knowae to hie inrgcurate;

he may, for instance, pive s pgoclally accentsble rather than



accocurale snavsy,

"heae ablectiong to the uese ol the queationnaire wmethod
may be overenne Lo a annalderable sxtent by foramulsting the
cuastionnelre after thorough vrelininary inveatigation, ¥Pre-
Lirinary #orX would inolude fthe pre-teeting of trisl guestion-
neires on samonlen of regnondents glmller to Lhose {rom whion
the information Y3 dealred, The cduestionnsive uvaed in the
rreaent atudy weg conatructed with the limitation of the
mathod in nind., The nrelininary inveatigations of lenderahip
in sroun altuatliones and the subrequent formulation and re-
visione of the cuesgtionnaire will Le dlscussed in the following

PaFes.
Developmaent of the Guestionnaire

Informal interviewg, The first step in the construction

¢ the questionnaire misht be called the informal interview

stage. Very informal, unstructured intervievs were oonducted
with sprroximately tventy-five indivicduasle., Nany aof the
individuale interviewe! wvere vetersns of ¥erld %ar I and had
had the opportunity of observing the behsvior of s number of
“lendersY in varioue military situstione, TFanheseie in the
intervieve fell on finding how an individusl could talk shout
g group aitustion snd hov he dencribed the behavior of leanders
of thege groups. The reepondents vere urged te zet *tehingt

o mere degoriviion of the lerderg' most outstanding traits,

snd to telk shount whst the lesders actually 414 and shat the

exzct oclircumstances were %t the time, The informal interviswsg

vere found to yleld infermation hoth gbout the lesder znd atout
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the concrete circumsetsnces in which he led, Howsver, to
gsecure tnlk sbout behsvior rather than gbatract tralts snd to
g=t the regprondent to stick to concrete group elrcumsgtancoes at
the time he waa eonsidering, recquired continusl and sometinss
digapreesble promnting on the vart of the interviewer,

o attemnt wae mude to keen Aetalled recorde of the
informal interviewg, Thelr nurposes wee to surnly very gsneral
information about whst an individusl can talk about when
dlsouseine » lesderts bSehavior, The conelusione shich were
Arawn from these informal interviewa were; (&) that svecisld
effort ie regulired it infnrmetlion sbout & lesderts behsvior
1s2 to be obtained rather than characterizetion in terme of
syaluective traite, (L) thet iInformation shout the circumstanceg
surrocundinge the ocrurence of the lesder's behsvior can be
obtained by asking speoific cuestions, (¢) that a2 follower has
definlte opinlons about the *adenyuncy” of = leader's verfor-
mance in & given eltusntion,

snecdotal reports on incidente of *pood* snd "bad® leader--

eshin, The second slage of the development of the questicnnalre
grew out of the surpestions recelved frow the informasl in-
terviews, It arnenred deglrable to obtaln information about

2 fer larger number of groun-lesder situstions then eould
readlly be obtained by interview, Thiag wza done by securing
written snecdotes deporibing incldents of ®good® and *nnd4
leaderahiln, 8ince evelustion of the lezdertg behavior 1z #0
olearly a vart of an individual'e thinking sbout lesderahin,

1t weg decided to collect information in two varta; - one nart

in #hieh the lsaderts rerformence was oongidered "gnod® and a
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ssacnd in wvhleh laaderts nerformance vag Judged to be "voor ¥
TAghty~one anecdotss desoribing the gltuntions topether
with the behsvior of the leadsr in the sltuntion were collected
from the members of a soeclsl veychology elass during the espring
semester of 1%47. Hlembers of the classz vere asked to desmceribe
one situation where ihie leader's performsence might be cone-
sidered "good* and ones situstion where lesders performances
miznt Le deseribed as “poor.,? They were seked to wive eneciflie
intormation on the size of the groun, its ourpoase, thelr
relsntions to the group, plus azgz puch other informstion atout
relevant elircumatsnceg as nosc=ible, The behavior of the leader
#sa to be desgaribed in oblective terme, Emphasls vesg vliaced

upon bheins speciflie snd telling what the lender seotunlly did.

Forty-five incildents of “good" lealsrghip =2nd thirty-five of
"rad® leadership were collieected from menmbere of the elaen,
anecdotes desoridbing a wide varlety of yroupe mode up
thle collection, The followlng are exarnmles of the sltuntions
degeribed: A grourn in a priscner of war osmr, 2 boy soout
patrel of ten boye, & egoda fountain group in a cheln drug store,
an emergency alr raid gltustion in London, a dormltory groupn,
& student counclill groun in & nlyh school, “an informal group
thut Juet hsvpens,” ete., The anecdotes varied grestly in
length and quuntity of information they contsined, The type
of informstion ylelded by the asnecdote 12 Lllustrated by the

following exsmples:

an exemple of zn aneodote desoribing the situstion snd
behsvior of & lesder Judged to be “good.”

"The gituszation was an zir rald in London, Feonle
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were orowding down the steps to the gubway, FPanle
vag nearl An old lady fell on the sters and was
beingz trampled by the onrushing arowd, Seemingly

it wng ilwpoealible to helr her., Then someone grabbed
my shoulder, "You - you - you - follow me,® %ith
geveral men it wap only 2 short time before we vere
st the old lsdy's eide helping her. Thig pergon who
had grabbed my shoulder, and then by the same nmethod,
had recruited on the spot ennugh pereone to Le able
to force thelr way to the 0ld lsdy, showved suthority,
end sbove &ll quick e¢alm thinking,¥

An example of an snegdote deseribing the situstion and

behavior of a leader Judped $o bLe "poor.®

*In sorority meeting the sublect wss brought up of
w¥hether to haeve our gpring dance sirictly formal or
semi-formal., The sorority is composed of €0 members,
#11 interested and planning on attending the dance,
But the first vole after dlascuselon by szeveral girle
wae & tle, After the first vote the gocisl chelrman
gpoke of the erpengze involved, the type of place the
danece 1z to be given, the faet that before the war
dances were always sirictly formal, and seked for a
revote, In the revote, the majority favored the
atrietly formal and it will be, Hany girls wvere un-
hapny, because of the expense of renting tures snd
getting flowers thst thelr dntes will have, Also,
they were unherpy in thet orposition waen't plven s
chance to gpenk.”

Faoh sneodote differed in many resnectg from epch other
one, Yet it wae possible by examination of the entire collection
to forsulste guegtions that 1t was felt would ellelit information
sbout moetl groupe. For exsmple, 1t will be neted thet in
the snecdote about the London alr raild the reporter faolled to
indioste the size of the group, If the question of the gize
of the group were called to hig attention, for exasmple, by an
iten on a guestionnalre, the renorter would probsbly be able
to sueply rather specific infomation, He mlight have indlecated
that the orowd consleted of from 200 to 00 individusls and
that the group was directly involved in the rescue of the old

lady hred 10-12 menmbers, The results obtained from the snecdotas
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gstrengthened the origzinsl Lellef that o questionnalire would
yleld useful information nbout proups. It aleo appeared that
a quesntionnalre might add a necegesry gtructure to individual's
reporte on the characteristics of a group,

7ith the ald of the esuggestlons econtalned in the &1
anecdoteg, questlons were formulated to be nlaced in the first

prelininary forma of the gquestionnairee,
Preliminary Forms of the juegtlonnalre

It woe Lellieve® thot g questionnalre useful in the gtudy
of situstionsl) faotors in lesderzhln would need vt he bhroad
in scope. It ghould yield Ainformation giving ag complete &
degorivtion of the gyoun ag poseltle, tosether wlith detalled
informatlion aveout the Lehavior of the leader of the group,

The questlionnasire would need to he flexible in the sense that
it could be used to desoribe alwmoet any group. In it's pre-
liminary forms, at lesst, it should be go ¢onstructed sa to
eneoursge full explanation of znewers to guesilons in order

ta polnt out clearly wvarious areas in group degeriotion, These
vievg were important in chaping the general forms of the
gquestionnalires,

The questlonnaire went through three majlor revisions be-
fore 1teg finsl form wag reached, Tach revielon wvze tested on
s gamnle of resnondentsg, Txperience gnined from each pre-test
rag uged to gulds subeequent revisions., Brief desoriptions
of eachh of the mae jor forme and the nature and resson for
important chenges with each revision will give the readesr o

fair notion of how the fins]l form evolved,
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Form 4. The questionnsire wag entitled, #4 Study of

Group Behavior.® The firest form (Avpendiz A) wae Alvided into
glx sagtlong,

The firet section apneared entirely on the first page,
contained genersl directiong plusg space %o record a2 bDriefl
deascription of the group and s gtatement of the nperiod Juring
the existence of the group to which the angvers to the cuestions
on the guestionnalre would apvly. The resvonfent was instructed
to selrot one group from among those vith whioh he had recent
contret and bhelleved he ¢ould talk sbout, He waeg directed to
gselect s group in which he wae not the lesder, It vss ex-
plained that he wag to talk about the groun as 1t existed st
gome particular time, Thig laet instructlion had been found
to be necegeary in order to control the tendency for an
individusl descridbing = sroup to wander from one period of the
group's existence to another sag he proceede’ through the
guegtionnasire, £&ince grouos rppesr L0 change very siprnifi-
eantly from time to time, the vanderiny often produced eonfusion
in the wmngwere to the guestione,

The sgecond geciion of the firat form was devolted to
obtaining a deseription of the composition of the group, In-
cluded in the gecilon were quegtions degling with the gize
of the group, the place nnd regularity of lts meetinge, the
codea of behavior of the pgroups such as ritusle, secrecy,
congtitution and by-lawvg, the age of the members, entrance
regulrements, number of offleera, nnd the turnover of members,
etec, A feature of the guestlonnaire ot this stege of its

development =as the provigion for *"free resgponge" ansvers,
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"Yes," "No,* or multinle cholce responces were relected in
fovor of nroviding spaoe vhere anavere vere written out in full,

The third section of the aquestionnalre wag entitled "You
and the Group,” In thig section nuegltionz were included that
had %0 €o with relationahins Letween the resvondente ond the
group he wvae deseriblng, Among them vere duesilong aboul the
length of time the regnondent hod been & nmember, the amount of
tire gpent in the sctivitlies of the rroup, rewardg derlved Trom
being o member, how membership had been securesd, whrt part the
respondent played in the groupls setivities and the respondentte
relationghirn to other members of the group. A emall wnort of
the quegtione in thig geotion were in the form of rsting scales,
By uge of rating esoalee the regpondente were able to eynrens
the intenelity of certsin of his relstionghlps in the groun,
for examnle, the depgree or intensity of hig "involverment? in
the groun,

The fourth gection of the guestionnalre war concernad with
n genersl degeription of the leader of the roup., Information
wag obtalned zbout the age, helpht, and nhyslosl eilze of the
leader, the reenondent’s familiarity with and relstionship
ta the lesder, snd the relgtionsghip between the leadsr and
other members of The group,

The fifth sectlion of the questionnalire wae s perieg of
roting sceles on which the respondent recorded hile Judpment
of the degree to vhich BP9 1tems of Lehzavlior ohinraseterized the
lezder, ¥Provieilons were made for respondents tc indlcate
thogse Ltems that d4id not apply, or whiceh he felt he had in-

tdequnte information about the leader to make a juldsgment, The
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lteme of behavior composing the r:ting scele were derived by
an sfaptation of Llteme colleeted in sn snecdotal study of
leadershin, conducted Ly the Army ALr Forces {(13) and Trom
suygestions contained in the anhecdntes Just describhed, At the
end of the rating scnle gection, vlank snhaces were Nrovided
for the respondent to »rite additionsl i1teme desnoribines the
leasderte behavior, Following the maln body of the rating

scale, a separste five-polnt rating scale was provided for the

leader,

The sixth and final section of the gueztionnalre acked
the reepondent o deserite &»spaeific insetance of leaderghip
Lehavior, The respondent gave his lmnregelon of the quslity
of leandership ghown by the lesdsr in thie specific incldent
{(a rating on & five-roint soale), and degoribed the leader's
behavior in concrete terme, He wag asked to tell exactly what
the leader did, what he gsid and what others in the sltustion
314 and salid,

The Tiret form of the questionnalire wasz sdministered to
fourtesn respondents, These regrondente were faoully members,
graduste etudente, clerical employeeg and other acqusintanceg
vl were cooperstive and avallable, The returned guestionnalres
vere carefully examined and formed the basig for the next
revision, The time required to complete the questionnsaire
ranged from 4% minutes to two hours and a half. FResrondente
w¥ere helpful in polinting out ambiguilties in questionsz, and
other diffioculties in completing the guestionnaire,

Form B. Form B (Appendix B) of the questionnaire was



based upon experience with Form A, The major changes were
made in the form of the rating scale section of the questionnsire,
The long rating seection (59 items) was broken into blocks of
Tive ltems esoh., This chanre in format wae made to 2ld the
regpondent in leoesting the column in #hich to indicste hig
Judgmente, In addition, an attemnt vwas made to obtalin more
information from esch 1tem, After the regpondent had rated
the lezder on each ltem of behavior he went back through the
ltems and indicated those characteristices thst were narticoulsrly
fgood® snd those partioularly "bad® for this lesder in the
situstlion, Filnally the regrondent was requested to go through
the rating section s third time and underline those 1tems which
would e important for the "idesl” lesder in the situstion,
Gther revieions of the first form were minor in character,
Certalin guestions were revorded to refuce pmbigulities., Cne
question was renoved from the gectlon entitled, "Composition
of the Group® znd two from the gection, *You egnd the Groun,”
The rating gonle aasking for the regpondentas' Judrment
of the over-gll adecuscey of the leader wag placed before the
rating scrles sectlon concerning gpeclfic itemg of hie behavior,
It was belleved that this arrangement wounld mpke the overwsll
rating s betier evaluntion of the leader'a adeduscy than would
e obtalned if the rating vee made after sll of the itemsg on
the longer liet had been congldered,
The revised form of the questionnaire wag adminlstered
o 120 members of » goolal peychology class at the Unlvereity
of karyland, %eventy cormpleted questlionnsires were returned,

Preliminsry snslysis of returned questiomnairee, at
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thig point in developing the questionnaire 1t wss declded to
nake o preliminsry anslyslies of the deta thet had alresdy bheen

oliected, The 14 returns for the firet Torm snd the 70 from

iy

the geonn? form gave 84 guestionnalres sufficlently alike to

be combined for preliminary analysis. Of the 64 cuegtionnzires
svailable, 24 were descriptions of leanders snd eitustions

vhere the leader's nerformeance wag Judged by the regnondent to
be elther %fair,” "noor,” or'bad,? 7The remaining 60
gquestionnaires were of leaders in sltustions vhere the leaders!
performance waes jJudged to he ®goed® or "excellent.” The 24
guestionneires were deglipgnsted zs the "low" leader prouns, The
€0 repeining formed the "high' lesder grouns.

The problemsz encountered in the preliminery analyeis of
the questionnzires fell into two broed categories. Filrst,
there were probleme of declding how frotors in the gituationg
could be studled., Second, there were the problems of testing
hypotheses about the relaticonsghips among the (8) behavior of
the lesder, (L) Judgments of the adeguacy of hisg performance
snd (¢) thosze giltustionsl fasetors that might be congidered,

Situstlonal factors. In eselecting 1%ems for inclusion

in the gueptionnalre an sttempt had been made to obtain a

full degcerintion of the group, From these full desoriptions
the baegle factors in the group zltustion were to be inferred,
The preliminesry enslyesis offered an ovpportunity to test whether
or not regronse te sgpeelfic 1temeg on the gqueptionnzlre »ould
yield information which could be expreeszed In terme of varis.
tion in eitusationsl factors.

Two rather distinet tyres of gltustionsl faetore anpesred
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to be neesssnry in degeribing s group situstion, On one hand
there were oharmoteristica of the group such as 1lte slze, the
aversge age and the sgex of the members, snd its length of
exigtience which ars directly obtalinable from an observers revort,
On the other hand there were faotorz which requlired inter-
oretation of the renorts of the obgerver, For exsmple, the
dagree of formality of the group, or the importanee of the
group to s member would need to be inferred from a number of
minoy faots and atatements of opiniong sbout the groun., Faotors
of the first type present 1ittle or ne problem, Howsver, there
vaag a jueztlion of how well facteors of the ascond type onuld be
derived from the reports of the regrondent. Could two ine-
dependent Judges make the game inferences sbout the meaninge

of responses ag Tar as indlenting the degree of s factor nresent
in a group? A prelininery asnswer to this question was scught

by attemntlng to agsegs the degree of "formallity® of each of

the groups degeribed by the 84 questionnalres,

Two independent Judges, one the writer and the other an
unsophiaticated clerlosl employee, made & rating the formality
of the 14 groups. The Judges were provided with a short vars-
praph defining formallity snd sgtsting how it mipght be exnressed
in the deperivtion of g group. They vere alzo vrovided »ith a
1ist of Lltemsz in the gquestionnaire which 1t enrpesred wmight
yield informatlion ag to the degree of formallty of the group,
The 1teng were the fellowing:

1. D14 the proup meet at regular intervale?l

2, %ere the meetings formally schedulaes or 414 they
Just hapnent



%s Were there rituslg zt mestings?

4, Did the grour have a Tormal way of elsating officers?

5. Did the group have one laader atl a time or vere there
several leaderg, any one of vhicn might lead &t a
particular time?

€. Did the groun have & stnted long term offleial purrose?

7. Were sll menbere squally important?

. D13 the importance of members increapge from Lottom %o
ton?

@, Vere members oblligated to lesrn and obey sirict rules?

After the Judges had become famlllar with the paregraph
describing "formality” of a group and hed read z number of
gample regponsee Lo esch of the guestlons on the 1list, they
began the tasgk of Judging esch group. The general degoription
of the group given on pare one of the quegstionnalre wug reund
firet, then each item was coneldered in turn. Judgmenta vrere
made in Udght of the nature of the groun Lelng degeribied and
thie resvonees to the enecific items, If an item indlcated a
high degree of formallity the group was given 2 plus 1 rating
for that item., IZ the 1tem indicsted a low degree of formality
s rminug 1 reting wasg wiven, If the degree of formallily was
Judped to be average or indeterminate the item wes wiven =
welpht of O,

it was found that tne algebralc sum of the velghte
agsisned to the regvonse Lo the nine guegtions provided o
meagure of formality having an adeguately high reliasbility,
The aliebraic sums of the welghts «#iven by the tvo independent
Judier Lo a group were correlated .72 (N equals 84),

From Lals uvrellminary indlieztion 1t sovesred that responses



to items on the guesgtionnaire might be used gatieclactorily for
reiisble inference of factors in ihe group situstion, The
quegtion remalned ss to whether such inferred faotors, once
estalllished , would ooy off," would yleld elgniflicant relstions
ang interrelstiona, It was Lelleved that » tentative angwer to
thds auestion could we obLlalned from these few auegiionnalres
Ly invesgbipgatlnge the relation between the Ygliuationsl® faclor
#nd Lhe behavior of the leuder of the group, The {sctor would
ve uselul X0 11 could e shown Lo work as & mesmns ol s¥pressing

the relstlionshls vetvesn tihie situatlon «nd the bLehavioy of the

The problem of delermining relalions, Phere ave thres

dlstinet sets of relationships involving the leaders belinvior
in the dats gnllected by the cuestlionneire, The dita Ln-
volved in these relotionships wre divided into (a) information
soout the grouns situstion, (b) the rssvondent's overall
evalustion of the leegder's psrfomsence and {o) information

about the lesder's behsvier, (One sel of relatlonshlnsg couid

Le derived by counaring {a) information sbout the lendartg

Lehevior with (b) the regvondent's jJudpmente of adesuncy of

his leoodersnip performonce, No enneiderstion o7 (a) inlorma-

tion c¢heout tne groun situsitlen wonld Le necezssary in

estaLlishing these relatlonshlva, seaonc get of relstions-

%
-

stilve could Le establlished Ly comparing () information about

the lesders behavior with (a) information asbgut footors in

tiie groun situctlion, Thlg get of relntionsg vouid be indesnendent

L

¢f () the respondentts Judpnment of the lesderts performance,

For exsmple, the Lesders (both "high" wnd ®low") 4in formal
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grouse might ehow benavior thst differe from thot of lendevrs

in informal erouvne, The Loird gel of reloticone lnvolves

f=

gosvinetion of (a} the factors in the zituatlion vith (L) the

lecderts pehavicr, snd then Iinding relationghilvsg of thie

combingtlon zith (e} ihe respondent's Jjudgment of the lender's

L oexemnle may meke this third sgzet of relstionsz gomerhnt
alenrer, Let us take p grecific item of lesder's behavior,
»ifie fsctor in the gltuantlion, and regovondents! Judgments
of the sdequacy of & number ol leasders and zer hov this third
relatioan nizght be exnregsed., Let the ltem of behavior bLe: -
e lesder maode rules and regulatliong eclepr.” A particulasr

lender might be deseribed as sither freguently or seldom

ensoocing in this egnecific behavior, lLet the situation he
degeried as elther "formal® or "informal.? By conbining the
factors in the situation ("formal”® or *informal®) with lesders

vehavior (freguently or seldom nmaking rules and reguletione

clezr) 4in sil rnoseible ecombinstions ve would have {(a8) lesders

In formel situstionz ¥he freguently made rulee and regulutione

eleur, {b) leaderes in formal sltustions vho geldom made rules
and regulsntions clear, (o) leadsrs in informal situstione who

Lreguently made rules snd regulationeg clesr, snd (d) lesders

in informel sltustions who geldom made rulee and reculstions
clear, fSupnose we heve colleecled questlonnalires desceribing
o0 lesxders for each of the four situstion-lesder-behavior-
combinastionsg; 200 leaders in sll, 4lgo amsume that 100 of
the 200 lesdera have bDeen Judged by our respondents to be

night in sdeauany of performance snd the remaining 100 *low®



in adequacy., Urpon examining the four situstion X leader
sombinstions, forther gecoume re £ind 48 Yhipgh* leaders and
only one "low? epmong the 8C legder in formsl elturtions where

the leadere frecuently made rulee and resulctions oleanr,

however, in the remaining three siltustion X lesader combinatione
(b, o, an? 4 shove) we £ind in each 17 *high® leagders »nd 32
"lov* leecders, Ye vould be foreced teo conslude fron our
hyrothetionl examnle that there wos somethine shoul & ocope
bination of & formal situztlion sand the leadsr making rules and
rezulationas clear which tends to result in the leader being
goneldered *high® in quality.

Lonking 2t the same hyopothetlasl dats annther wav we aan
aer thrt "making rulesn ond repulstions clear® ia mn item of
beravlior digtinmighing the #high®* fram the %low® leaders in
Formal =2itustions hut having no relation with Judermenta of

les

;"fj

derts adequacy in informel eltustion, In the form:1 situa-

tion one leader who made rlea an? reculptiones olenr weno

Judred to be o *low® lesder while 373 lendsre whn "nelAom®

made mlen and regulstions alesr =were Judged "low" lacsders,

0n the other hnnd in the informel situntione we find 33 #lowd

leaders geldom making rules and recul-tiong clesr snd llkewlige

3% "low® leaders freduently making vules and regnletions clear,

The 1tem of behavior, #The lender made rules snd regulstions

clear® 12 a “"orucelanl®” pert of the leaderehlp roles 1in s

formal 2ituailon LDut is act lesortyant An the infarmal situstion.,
Thie sel of relstions inveivin, the intaraetlon of the

lenders behnavior and faciors in the situation sas 1t el feetbe

-

Juwizment of Leadershlp sdenuney Le the baglo set of relstion-
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ships involved in & study of situstlonel factors in leadership,

Thie interactlion effect becomes apparent vhen the one

varlsble (a situatlional factor) occurring with a second
variasble (an 1tem of the lesder's behsvior) leads to an effect
{ Judgment of leadership adequacy) not fully explained by the
effects of the variables acting independently,

It wag considered unlikely thsat dets obtained in the
three areas could be evaluated by the uge of gtatiesticsl tests
assuming normsl distributions, Thie is very likely to be true
of items of behavior on the rating scale where extremely
skewed dlastributions may be the rule, rather than the exceotion.
In addition, & vortion of the data 1s meaningful only vhen
congldered as frequency data; for example, the "Does not anply®
and "Don't know" categories of the behavior rating scale,
Such data sre appropriastely examined by the use of chi-square
tests (19) where no assumptions need be made about the con-
tinulty of the datz or the nature of its dietribution.

In the prelimlnary examination of the returns from the
84 questionnalires the three sets of relstionghivs mentioned
above were examined by inspection surnlemented by an occasional
calculation of a chi-gquaere test of clgnificsnoe of sesocistion.
Beoause of the limited size of the semrle of groupe in wvhich
leadership hsad been Judged to be *low" (N equals 24) snd the
preliminary form of the questionnalre on vhich the dats hszd
been gathered, the snalyeie of the data, for the most part,
wag not carried beyond insvection,

The situatlion varlable ¥formallty" wans examined for

relationeghive with all 69 1teme describing the leader's
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bahavior, Cther situstionsl faetors were chegked for
relotlonshbire with gelected items from the rating sceale gsectlon,
Theae additicnal preliminary situstionsl factorg which were
examined are listed below

le Individusl va, institutiensal meanings of menbership
in the group.

2. Potency of membervrehip.,

. %ork ve. sooclizl vurpeses of the group,

4, age range of the members of the groun.

5. Ease of getting out of the group.

6, Amount of time apent with the groun.

7. 8ize of the group.

G. fex of members,

%, Competition with other groupe,

10, Degree of msmber partieclpation
11, Groun stmosvhere (autooratic va. demooratio).

The reguliz of the prelimincry enslyees of the relztion-
ahips between situational faectorg snd the behavior charncter-
istic of *hipgh® and Ylow* lesders amn Le summarized in s few
stetemente, First, there apoeared to Le marked differences
between the bLehavior of *low® lesders and *high® lenders
in respect to moat of the GO Lteme In the rating ecale seotion,
fegond, a much legg marked relationghio was found between
factors in the situation (formality of the group, potenay of
membership, ete.) and items of beh-vior of the leaders, For
expmple, lesders of formsl groupe compared with leaders of
informel grouns, dieplayed very few definite differences in

behavior on the 52 iteme, Third, vhen an indlvidusl wss
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degoribed na a2 *high*® or *low* lesder, and he wag oonpgldered
in connection with whether he was functioning in a *“formal®
or "informal® situstion, certsin ltemas of behavior geen to
better characterize dlfferences between the "hight" and *low®
leaders in "formal® sgitusntiong than they 4o in the *“infomal,.*
Thies 1is the interaoction effect previously discugsed,

The results of the preliminary snalyses supnorted the
bellef in the feaelblility of studying the guestionnalire data
by factors in the sltustion as they are related to charsoterw
1sties of leader's behavior, The resulte encouraged furthsr
development of the cuestionnaire and the colleotlion of &
mueh larger sample of groune.

Form €. Porm C {Appendix 0) of the questionnalire differed
in many resvecte from Forsm B, However, the juegtlonnasire astill
retained iteg general form, A rhort degorintion of the groun
i1z followed by m seation dealing with thes groun's eomposition,
the reapondent's relatlion to the group, a deperiptlion of the
leader, a rating scsle section deallng wlth the leader's
gharsoteristic behavior and a deeoription of particulsy inoident
in vhielz he wae eslled upon to wet, Each gueation was care-
fully rewritten and thelr arrangement within the guestionnaire
changed such that questions folloved one snother in sn order
that would allow the respondents to proceed smoothly through
the quegtionnaire, SHSeveral ne¥ guestions ware adied to cover
areang in the desoriotioneg of the groupr that had not been
thoroughly deacribed in the previous forme (the inadegunoy of
coverage had become arparent when an sttemnt wng made to

establish situational factors), Guestiones that had been

















































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































