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TH3 MODERATING EFFECT OF ORGANIZATIONAL 
TYPE ON THE RELATIONSHIP BETWEEN LEADERSHIP 

STYLE AND ORGANIZATIONAL EFFECTIVEîîESS

CHAPTER I 

INTRODUCTION 

Purpose of the Research

This study was designed as exploratory research to determine if 

organizational type has a moderating effect on the relationship between 

a leader's behavioral style and organizational effectiveness. The 

term organizational type refers here to a concept that has evolved from 

an early distinction by Bums and Stalker between "mechanistic", and 

"organic" organizational systems.^ Mechanistic organizations are theo

rized to have different structural, process, and behavioral characteristics 

than organic organizations due to environmental influences. Mechanistic 

snd organic organizational types demand, for effective performance, differ

ing styles of leadership, according to various theories. The purpose of 

this study wais to test whether or not organizational type moderates the

^Tom Burns and G. M. Stalker, The Management of Innovation (London: 
Tavistock, I96I), as cited in Charles Perrow, Organizational Analysis: A
Sociological View (Belmont, Calif.: Brooks/Cole Publishing Co., 19̂ 7),
pp. 37-47.
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relationship between leadership style and subordinate satisfaction with 
leader performance, a commonly used criterion of organizational effective
ness.

The U. S, Army was chosen as the organization of study first, 
"because it was there. " The Army had gathered a vast amount of data in 
a comprehensive leadership study in 1971 and was encouraging scholars in 
civilian organizations and universities to use the data for further re
search.- Second, because of the diversity of activities engaged in by 
the U. S. Army, ranging from combat operations to esoteric basic research 
relating to new weapons systems, it was believed that both mechanistic 
and organic types of organizations would be represented in the Amy's 
data. Finally, the writer, a retiree from the Army after a twenty-one 
year career, had. extensive knowledge about that service as well as high 
motivation to provide research information that might be used by the Army 
to enhance its long run effectiveness.

Leadership style was chosen as the subject for study because of a 
general widespread belief in the importance of leadership for organization
al effectiveness.

The Imnortance of Leadership

From the earliest recorded history man has been aware of the 
importance of leadership as a critical element in organizing people for

Û. S.,Department of the Army, Leadership for the 1970*s 
(Carlisle Barracks, Pa.: U. S. Army War College, 1971), p. 32.



the accomplishment of group goals. From the very "beginning men have 

sought means of selecting leaders and training people for leadership 

roles. From Samuel's divinely-ordered search for a leader of Israel ,̂ 

to Lincoln’s seemingly endless quest for "one good general", to the 
American peole's quadrennial exercise in determining the national 

leadership, the problem has persisted. Since the terms "leadership" 

and "management" are often used synonymously, it is appropriate to 

distinguish clearly between the two.

Leadership and Management

’̂lainagement" is a relatively broad concept, descriptive of the 

activity engaged in by certain organization members when men, acting in 

groups, strive to control their environments. This idea is expounded by 

Wren,who sees management as evolving spontaneously from the cultural en

vironment. The "general scarcity of resources and hostility in nature 

gives rise to economic, social, and political needs of man." To meet 

these needs man forms economic, social, and political organizations whose 

organized efforts require the application of management. Management is 

defined by Wren to mean "the activity which performs certain functions

^1 Sanuel: l6.



in order to obtain the effective acquisition, allocation, and utilization 

of human efforts and physical resources in order to accomplish some goal.

Whereas the concept of management embraces both human and physical 

resources, the notion of leadership generally concerns only human resources. 

Thus, for the purpose of this research, leadership is viewed as a subset of 

the concept of management; leadership is only a part of the managerial job.2 

Koefling presents a useful conceptual device to distinguish between the 

notions of management and leadership, as shown in Figure 1. Leadership in

volves "working with men," whereas management " . . .  is working with 

both men and materials."3 This idea is consistent with Wren’s definition 

of management (above) and with the writings of many other contemporary 

scholars, including Fiedler, Davis, and Kast and Rosenzweig.^ Figure 1 

shows an "effectiveness" dimension that is applicable to both management

^Daniel A, Wren, The Evolution of Management Thought (New York; 
Ronald Press Company, 1972), pp. 9-11.

2some scholars view leadership as a broader concept that management 
on the basis that leadership transcends the formal organization, whereas 
management is limited to an organizational context. See, for example, Paul 
Hersey and Kenneth H. Blanchard, Management of Organizational Behavior. 2d 
ed. (Englewood Cliffs, N. J.: Prentice-Hall, 1972), p. 4.

3John A. Hoefling, "Leadershin, there is no 'right*way," Army 
(July 1970), pp. 31-38.

*̂?red S, Fiedler and Martin M, Chemers, Leadership and Effective 
Management (Glenview, 111,; Scott Foresman & Company, 19'/, pp. 5-8;
Keith Davis, Human Relations at Work (New York: McGraw-Hill Book Co.,
1967), pp. 96-97; and Fremont E. Kast and James E. Rosenzweig, Organization 
and Management (New York: McGraw-Hill Book Co., 197̂ ), p. 341.



FIGURE 1-1 
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and leadership. It is the search for effective management and effective 
leadership which has preoccupied man for so many years.

Since, according to Stogdill, "There are almost as many different 
definitions of leadership as there are persons who have attempted to de

fine the concept," it appears appropriate at this point to settle on a 

single more or less generally accepted definition.^ One hroad definition 
which seems to include most of the schools of thought in the management 
literature is suggested by Stogdill: "the process (act) of influencing the

^Halph M. Stogdill, Handbook of Leadershiu: A Survey of Iheory
and Research (New York: The Free Press, 197̂ ), p. 7.



activities of an organized group in its efforts toward goal setting and 

goal achievement."^

The Accelerating Demand for Leaders

Finding people who can effectively "influence the activities of 

organized groups in their efforts toward goal setting and goal achieve

ment" is getting increasingly difficult. With industrialization, the 

evolution of the corporate form, and the concomitant emergence of "big 

government," the demand for manager-leaders, in all segments of society, 

has grown so enormously that leadership ability, like America's natural 

resources, is fast becoming a scarce commodity. To compound the problem, 

as John B. Miner has pointed out, " . . .  by the mid-1980's the major con

straint on corporate growth will not necessarily be a shortage of monetary 

or material resources, but rather a shortage of managerial resources—  

there will not be enough good managers around to support continued, profit

able expansion.Miner attributes this serious shortfall to the increasing 

proportions of young people in our business schools and industry " . . .  

who lack the crucial will to manage."3 Campbell et al. cite " . . .  lowered

^Ralph M. Stogdill, "Leadership, Membership and Organization," 
Psychological Bulletin 4? (1950)s 1-14. Stogdill apparently no longer sub
scribes to such a precise definition. While declining to offer a new defi
nition to the ever growing catalog of definitions, Stogdill suggests (in 
his Handbook of Leadershin) that "For purposes of theory development, it 
would seem reasonable to define leadership in terms of variables that 
account for the differentiation and maintenance of group roles,"

2john B. Miner, "The Heal Crunch in Managerial Manpower," Harvard 
Business Review 51 (Nov-Dee 1973): 146-58.

3lbid.. p. 147.



birthrates during the Depression , , , and losses of young men during World 

War II and the Korean War" as contributing to the crisis,^ They further 

point out " . . .  the need for a truly individualized approach to the task 

of managing managerial effectiveness— an approach which assumes that no 

single set of parameters is sufficient, and which demands knowledge of the 

many determiners of managerial effectiveness, knowledge to be used in 

developing individualized programs of managerial recruitment, selection, 

training, job design, and motivational enrichment.

In effect, Campbell et al. are looking to theory as a means to 

alleviate this crunch in managerial manpower. But there is much to suggest 

that the state of theory in management and leadership precludes rapid pro
gress in assimilating and integrating the knowledge that organizations re

quire to develop adequate managerial development programs.

The General State of Leadership Theory

Essential to the resolution of this shortage of manager-leaders is 

the advancement of leadership theory. A prodigious number of studies have 

been published in the last fifty years (particularly in the last twenty years), 

studies which have given rise to a multitude of theories of leadership, all 

of which strive to identify determinants and explain the nature of leader

ship. Stogdill, in his recent Handbook of Leadership, cites over 3100 leader

ship research-related publications. Of these, 28? studies deal solely with

Ijohn P. Campbell et al., Managerial 3ehavio.~. Performance and 
Effectiveness (New York: McGraw-Hill Co., 1970), p. 1.

Zibid., p. 4.
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specific leadership traits aJid characteristics and include only those 

studies in which a given trait or characteristic was studied by at least 

three investigators,*
Stogdill categorizes the many leadership theories under the follow

ing headings: (l) great man theories, (z) environmental theories, (3) per

sonal-situational theories, (b-) interaction-expectation theories, (5) human

istic theories, and (6) exchange theories.^ But these theories are, to a 

large extent, contradictory. For example, the humanistic theorists (Argyris, 

Blake and Mouton, Likert, and McGregor) believe that "it is the function of 

leadership to modify the organization in order to provide freedom for the 

individual to realize his own motivational potential for fulfillment of his 

own needs and at the same time contribute toward the accomplishment of organi

zational g oa l s . T h e  implication of the humanistic approach is that there 

is "one best way" to lead people. On the other hand, personal-situational 

and interaction-expectation theories suggest that the appropriate leadership 

style depends upon traits and motives of the leader, his subordinates, and 

his superiors as well as situational variables comprising the institutional 

context in which organization members interact.

Thus, controversy is characteristic of the present state of leader

ship theory. As expressed by George Strauss:

Back in the mid-1930's there was very considerable agree
ment among a large number of academicians (including myself) as 
to the nature of effective supervision. . . . Today there is less 
hope of finding a single best pattern of supervision and increas
ing recognition of the liklihood that what constitutes effective 
leadership in a given situation is a function of organization 
mission, technology, personality, and culture, among other factors.

^Stogdill, Handbook, pp. 35“91, ^31*581• 

2lbid., pp. 17-23. 3lbid., pp. 21-22.



Further, there is little agreement as to the dimensions or 
measuring tools which are appropriate in describing super
visory style . , i

So, because of the contradictions in the literature and the multi
tude of tiieories to choose from, the practitioner of management is probably 
no better off today than he was twenty years ago. He still doesn't know 
how to identify potential leaders, nor does he know how to develop their 
unique potentialities in furtherance of organizational effectiveness.
FiUey and House summarize the situation bleakly* "When all is said and 
done, leadership remains one of the least understood aspects of the prac
tice of management,"2

Lewin is reported to have said; "Nothing is so practical as good 
theory,'.'3 What is needed at this stage in the development of leadership 
thought, in drder to meet the accelerating needs of society for managers, 
is not more theory, but good theory, through the integration of conflicting 
theories, the explanation of existing inconsistencies and the sharpening of 
our conceptual tools. In this direction, and despite the pessimism cited 
above, an exciting new development has appeared on the scene which, according 
to Luthans, shows "potential" for " . . .  leading management out of the

George Strauss, "Organizational Behavior and Personnel Relations,’ 
in Woodrow L. Ginsbarg, et al., A Review of Industrial Relations Research. 
Vol. 1 (Madison, Wist Industrial Relations Research Association, 1970), 
p. 158.

^Allan C. Filley and Robert J. House, Managerial Process yid 
Organizational Behavior (Glenview, 111: Scott Foresman & Co., 19^9)*
p. W .

3Richard Beckhard, "Introduction," in The Professional Manager, 
by Douglas McGregor, edited by Warren G. Bennis and Caroline McGregor 
(New York* McGraw-^ill Book Co., 198?), pp. xv-xvi.
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theory jungle,That development is contingency theory, described below 
by Hicks and GuUett:

. . , Contingency theory holds that different forms of 
organization designs and management styles are appropriate under 
differing circumstances. The challenge is the discovery of an 
appropriate model for a given situation. The future of organi
zational research lies in this direction.^

Kast and Rosenzweig describe the contingency approach as a "mid
range concept" that lies " . . .  somewhere in between simplistic, universal 
principles [a one-best-way] and complex, vague notions ('it all depends'),^ 
Elaborating, they define the contingency view as followss

The contingency view seeks to understand the interrelation
ships within and among subsystems as well as between the organiza
tion and its environment and to define patterns of relationships 
or configurations of variables. It emphasizes the multivariate- 
nature of organizations and attmapts to understand how organiza
tions operate under varying conditions and in specific circumstances. 
Contingency views are ultimately directed toward suggesting organi
zational designs pnd'managerial actions most appropriate for spec- 
cific situations.^

Contingency theory is providing an approach which has great potential for 
reconciling inconsistent research and integrating conflicting theories.

^Pred Luthans, "The Contingency Theory of Management: A Path
out of the Jungle," Business Horizons (June 1973), P. 72.

%erbert G, Hicks and C. Ray Gullett, Organizations: Theory and
Behavior (New York: McGraw-Hill Book,Co., 1975), p, 429,

3Fremont E, Kast and James E, Rosenzweig, Contingency Views of 
Organization and Management (Chicago* Science Research Associates, 1973), 
P. 3^.

^ast and Rosenzweig, p, 313,
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Researchers in the field of organizational leadership are in the van

guard of the contingency theory movement. In fact, Fiedler, who des

cribed his theory of leadership effectiveness as "The Contingency Model," 

has been credited with having ” . . .  probably provided the name for the 

contingency approach.

The present research utilizes a contingency approach by seeking 

an answer to the research question; Does organizational type have a 

moderating influence on the relationship between leadership style and 

organizational effectiveness?

Scope of the Research

It is generally agreed that leadership style is a highly complex 

phenomenon, involving a multitude of interacting variables. Hersey and 

Blanchard, for example, see leadership style (leader behavior) as being 

influenced by a number of environmental variables (personalities of the 

leader, followers, superiors, peers, and the organization), expectation 

variables (expectations of the leader, followers, superiors, peers, and 

the organization), and other situational variables such as job demands 

and time. According to Barrow, "Leadership Effectiveness research . . . 

should be oriented toward investigating the interactive relationships be

tween leader behaviors, leader characteristic variables, and environmental

iRicks and Gullett, p. 24p.

%ersey and Blanchard, pp. 109-112.
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influences as related to specified criteria of effectiveness."^ Barrow has 

cited fifteen enviromiental factors that have been shown in the research 

to influence leader behavior. Other scholars have identified different 

sets of situational variables.^ Thus, there are innumerable variables 

that must be accounted for in conducting precise research on leader be

havior. Such precision is beyond the scope of this study.

The various contingency approaches to leadership cited above 

appear to be reasonably well represented by the Campbell et al. model of 

managerial behavior.^ Their model, shown below in Figure 1-2, suggests 

that the leader's job behavior is determined by individual characteristics, 

environmental factors, and feedback from resultant consequences of the 

leader's prior behaviors (expressed in terms of profitability, efficiency, 

and productivity).

^Jeffrey G. Barrow, "Leadership Effectiveness in Complex Organi
zations: A Review and Integrative Framework," California State University,
Chico, December, 197̂ , p. 28. (Typewritten).

Ŝee, for example, Steven Kerr et al., "Toward a Contingency Theory 
of Leadership based upon the Consideration and Initiating Structure Litera
ture," Organizational Behavior and Human Performance 12 (197̂ ): 62-82; and
Larry K. Michaelsen, "The Effects of Situational Conditions and Human 
Values on Leadership Behavior in Organizations; An Empirical Investiga
tion, " (Ann Arbor, Mich.: Institute for Social Research, 1973), pp. 18-27.

^Campbell et al., Managerial Behavior, pp. 10-13. These authors' 
concept of "management", described on page 1 as the effective direction of 
human effort, closely parallels the concept of "leadership" as defined in 
this study.
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FIGURE 1-2 

MODEL OF MANAGERIAL BEHAVIOR

o r g a n i z a t i o n a l  e n v ir o n m e n t

FeedbackFeedback

I (Ability, m otivation, opportunity)

Job behaviorIndividual
characteristics

Intelligence
A ptitudes
Know ledge
T em peram ent
Preferences
Expectations

O rgan izational
results

Profit
m axim ization

O rgan izational
efficiency

H igh
productivity

PERSON PROCESS PRODUCT

SOURCE; Campbell et al., Managerial Behavior, p. 11,

Figure 1-3 depicts the simple conceptual model upon which the 

present cross-sectional study is based. A single organizational environ
ment variable, organizational type, is shown impinging on the relationship 

between leadership style and leader effectiveness. Individual character

istics are not incorporated into this exploratory, ex post facto research, 

nor are feedback effects, since the pertinent data were not collected by 

the Army in their study. Organizational type was measured by having a 
random sample of officers rate various Army functions and branches on a 

mechanistic-organic scale. Leadership style was measured in terms of sub

ordinate perceptions of leader behavior based on the Ohio State dimensions 
of consideration and initiating structure. Leader effectiveness was measured 

as subordinate satisfaction with leader performance.
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FICaRE 1 -3  

CONCEPPIJAL MODEL

Leader Sffectivsnsss 
(Subordinate Satisfaction)

Leadership Style 
(Perceived Behavior)

Organizational Type 
(Mechanistic, Organic)

Research Contribution

This research is valuable for two reasons. The study contributes 
to leadership theory and, at the same time, provides some potentially 
valuable insights about leadership behavior that may have relevance to 
officer career development policy in the U, S. Army.

Contribution to Leadership Theory

Probably the most signficant contribution of this research to 
leadership theory is that it constitutes a test of the applicability of 
■üie contingency approach to leader behavior at the "macro" organizational 
level. Traditionally most leadership research has focused on the small work 
group, or the "micro” organizational level. Because micro-level work has 
been done in many different environments, the results of the research has 
been conflicting. Efforts to generalize findings have been largely 
unsuccessful.
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Fiedler's work on the Contingency Model provided some clues that 
perhaps different organizations, or even different parts of organizations, 
might require different leadership styles,^ Meanwhile, other researchers 
including Bums and Stalker, Perrow, Thompson, Pugh et al,, and others were 
gaining similar contingency insights about other features of organizations; 
for example, environment, structure, and technology.2 Lawrence and Lorsch, 
in their classic macro-level, three-industry study, tried to incorporate 
many of the contingency ideas into a single design. Their findings suggest
ed the relevance of the Fiedler work on leadership at the macro organization
al level,^ Lorsch and Horse followed up with another macro-level study, 
supporting the Lawrence and Lorsch work and extending it by incorporating 
personal characteristics of organization members as contingent influences. 
They generalized their findings to a macro-level contingency model of 
leadership, which still requires testing in different environmental 
settings.^

Meanwhile, Kast and Rosenzweig, generalizing from the contingency 
ideas of Bums and Stalker and many other theorists and researchers, 
developed a comprehensive theoretical model of organizational systems,

^Fred S. Fiedler, A Theory of Leadership Effectiveness (New York; 
McGraw-Hill Book Co,, 1967%

^Kast and Rosenzweig, Contingency Views, pp, 26-287.
3paul R. Lawrence and Jay H. Lorsch, Organization and Environment: 

Managing Differentiation and Integration (Hmewood, 111. : Richard D. Irwin,
1969), pp. 33-36,

^Jay W, Lorsch and John J, Morse, Organizations and Their Members*
A Contingency Approach (New York; Harper & Row, 1974), pp, 111-44”
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encompassing organizational structure, behavior, and processes.^ Their 
macro-level ideas about the influence of organizational systems (or 
organizational type) on leader behavior were tested by Csoka and supported,^ 
Csoka has emphasized the need for research with more diverse organizations, 
since his findings were based on small samples froa "a very specialized 
organization which is highly structured and hierarchial,"3

Except for the research and theory cited above, little has been 
done to test contingency ideas at the macro organizational level. Research 
on leadershi-p at that level is particularly sparse. Part of this is due 
to the fact that the contingency approach constitutes a relatively new 
direction for leadership theory. But the major reasons are (l) the high 
cost and effort involved in conducting research on such a large scale, and 
(2) the difficulty in gaining access to organizations for purposes of re
search of this nature,

"Qie availabili-ty of the Army's leadership data bank coupled with 
the eagerness of the Amy to obtain assistance in the analysis of the data 
presented an excellent opportunity to test some of the evolving contingency 
ideas, % e  resultant design focused on the moderating effect of the macro 
variable, organizational -̂ rpe on the leader behavior/leader effectiveness 
relitionship, as explained above. This research, then, is an extension of

^Kast and Rosenzweig, Contingency Views, pp, 305-3^7.
^Louis Stephen Csoka, ”The Effects of Organizational and Group 

Climate on Small Group Performance," (Ph, D, dissertation. University of 
Washington, 1972), pp. 46-49; 67.

^bid,, pp. 69-70.
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the Burns and Stalker/Kast and Rosenzweig/Lorsch and Morse line of 
thought, except that it focuses more on the leadership process. In 
addition, the Path-Goal Theory of Leadership is used as a basis for 
hypotheses about the differential effect of mechanistic and organic 
types of organizations upon the relationship between leader behavior 
and leader effectiveness.^

Contribution to the U. S. Army

If, as was theorized, organizational type does moderate the 
relationship between leader behavior and leader effectiveness, the re
search would have important implications for the Army. Such findings 
would indicate a need for reexamination of leadership doctrine and 
policies bearing on assignment, rotation, staffing, and career develop
ment. Further, regardless of the outcome, it was anticipated that this 
study would contribute to an awareness within the Army of possible impli
cations of other potential contingency variables that need to be explored. 
Probably the most important of these, to the Army, is the moderating in
fluence of combat on the leader behavior/leader effectiveness relationship. 
Toward this end, it was felt that regardless of the results, this con
tingency-oriented research would at least make the Army wary of its

^Robert J. House, "A Path-Goal Theory of Leader Effectiveness," 
Administrative Science Quarterly l6 (September 1971): 321-28.
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earlier generalizations derived from analysis of their aggregated data, 
where the only contingency variables examined were race and military rank.

O r g a n i z a t i o n  o f  t h e  D i s s e r t a t i o n

Subsequent chapters provide information that will assist the 
reader in understanding the research approach and evaluating the findings. 
Chapter II reviews the leadership literature from a number of perspectives 
including (i) "great man", (2) trait, (3) behavioral, (4) interaction, 
and (5) situational and contingency approaches. Chapter III discusses the 
importance of leadership in the military environment, summarizes the 
leadership research contributions of the American military establishment, 
and describes the Army's 1971 study that provided the data for the present 
study. The 1971 study is also evaluated based on the theory and research 
reviewed in Chapter II, In Chapter III research questions are posed, the 
answers to which may identify a heretofore unidentified problem in the 
Army— overreliance upon the "one-best-style" leadership doctrine.

Chapter IV describes the methodology of the study in terms of the 
general approach, the research focus, the research design, operational 
definitions, hypotheses, data analyses, and research constraints. The 
fifth chapter presents the research findings, while Chapter 71 presents 
conclusions, implications for management, and recommendations for further 
research. Implications are discussed (l) for the U, S, Army, specifically 
and (2) for management in general. Similarly, specific recommendations 
for further research are provided for the U, S, Army and more general 
recommendations are provided for leadership researchers everywhere.
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LEADERSHIP THEORY AND RESEARCH

The search for leaders, if it is to be pursued with any hope of 
success, must have a sound theoretical basis. This chapter reviews the 
various approaches that have been taken to the study of leadership to 
describe the current state of knowledge about leadership, and identify 
areas where further research should be concentrated.

The Great Man Annroach

The origins of modern leadership theory may be found in the study 
of great men of history. The Great Man approach seeks to find universal 
characteristics of successful leadership by studying biographies of eminent 
leaders of history. Plutarch's Lives, biographies of great Greek and Roman 
heroes, has for centuries been a source of inspiration and guidance for 
leaders and would-be leaders.1 The study of the "great captains" of 
history has served ( and still serves) as a common approach to leadership 
by the military profession.^

^For a recent version see Plutarch's Lives, ed. A. H. Clough, trans. 
Dryden, 5 ^ols. (Boston; Little, Brown & Co., 1924).

% e e ,  f o r  e x a m p l e ,  R . E r n e s t  D u p u y  a n d  T r e v o r  N . D u p u y , M i l i t a r y  
H e r i t a g e  o f  A m e r ic a  (N ew  Y o r k :  M c G r a w - H i l l  B o o k  C o . ,  1956), p p .  3; 6; 25-71.

19
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T h i s  a p p r o a c h  t o  l e a d e r s h i p  t h e o r y  i s  e p i t o m i z e d  i n  t h e  w o rk  o f  

T h o m a s  C a r l y l e  w ho a r g u e d  t h a t  " t h e  h i s t o r y  o f  w h a t  m an  h a s  a c c o m p l i s h e d  

i n  t h i s  w o r l d ,  i s  a t  "b o tto m  t h e  H i s t o r y  o f  t h e  G r e a t  M en w ho h a v e  w o r k e d  

h e r e . "  H i s  n o t i o n  t h a t  " a l l  s o r t s  o f  H e r o e s  a r e  i n t r i n s i c a l l y  o f  t h e  

s a m e  m a t e r i a l "  t y p i f i e s  t h e  c o n c e p t u a l  a p p r o a c h  o f  t r a d i t i o n a l  s t u d e n t s  

o f  l e a d e r s h i p  t h e o r y  i n  t h e i r  q u e s t  o f  t h e  g r a i l . ^  B y s t u d y i n g  b i o 

g r a p h i e s  o f  G r e a t  M en , t h e  t r a d i t i o n a l i s t s  s t r i v e  t o  i d e n t i f y  t h e  i n t r i n 

s i c  m a t e r i a l s ,  t h e  u n i v e r s a l i t i e s  w h ic h  c h a r a c t e r i z e  o u t s t a n d i n g  l e a d e r s .

T h e  T r a i t  A u r r o a c h

W ith  t h e  i n t r o d u c t i o n  o f  t h e  s c i e n t i f i c  m e th o d  i n t o  t h e  s t u d y  o f  

p s y c h o l o g y  b y  W ilh e lm  W u n t, t h e  s e a r c h  f o r  com m on f a c t o r s  o f  l e a d e r s h i p  b e 

g a n  t o  f o c u s  o n  p s y c h o l o g i c a l  t e s t i n g  a s  a n  i n d u c t i v e  m e a n s  o f  i s o l a t i n g

2
p e r s o n a l i t y  t r a i t s  t h a t  c h a r a c t e r i z e d  o u t s t a n d i n g  l e a d e r s .  O t h e r  s c h o l a r s  

s o u g h t  t h e  s a m e  o b j e c t i v e ,  t h e  i s o l a t i o n  o f  d i s t i n c t i v e  t r a i t s ,  d e d u c t i v e l y ,  

b y  d r a w i n g  o n  t h e i r  a c c u m u l a t e d  e x p e r i e n c e s  i n  b u s i n e s s ,  e d u c a t i o n  a n d  t h e  

m i l i t a r y .

G e n e r a l

T h e  t r a i t  a p p r o a c h  t o  l e a d e r s h i p  t h e o r y  a p p l i e s  d e d u c t i v e  a n d  i n 

d u c t i v e  m e th o d s  o f  a n a l y s i s  i n  e x p e c t a t i o n  o f  d e r i v i n g  g e n e r a l i z e d  t r a i t s  

o f  p e r s o n a l i t y  a n d  c h a r a c t e r  t h a t  e x e m p l i f y  g o o d  ( o r  b a d )  l e a d e r s .  W h i le

^Thomas Carlyle, On Heroes. Kero-Worshin. and the Heroic in History, 
ed. John Chester Adams (Boston; Houghton Mifflin & Co., 1907), pp. 1-2; l62.

^Wren, p. 196.
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similar to the Great Man approach, trait theory tends to examine practic
ing leaders and focuses on a lower level of leadership than the former (or
ganizational versus national). Thus, Barnard, drawing on his vast experi
ence as a practicing administrator, deduced that five fundamental qualities 
or characteristics of those who are leaders are, in their order of impor
tance; (l) vitality and endurance, (2) decisiveness, (3) persuasiveness,
(4) responsibility, and (5) intellectual capacity.^ Tead. basing his ideas 
on a "a wide study and observation of leaders," classified requisite traits 
under ten headings: (l) physical and nervous energy, (2) a sense of purpose
and direction, (3) enthusiasm, (4) friendliness and affection, (5) integrity, 
(6) technical mastery, (?) decisiveness, (8) intelligence, (9)teaching skill, 
and (10) faith,^

R e v ie w s  o f  T r a i t  T h e o r y

T r a i t  t h e o r y  w a s  s i g n i f i c a n t l y  s t i m u l a t e d  b y  t h e  p r o g r e s s  o f  t h e  

b e h a v i o r a l  s c i e n c e s  d u r i n g  t h e  f i r s t  h a l f  o f  t h e  T w e n t i e t h  C e n t u r y ,  w h ic h  

g e n e r a t e d  c o n s i d e r a b l e  a c t i v i t y  i n  l e a d e r s h i p  r e s e a r c h .  O ne o f  t h e  e a r l y  

r e s e a r c h  r e v i e w e r s .  B i r d ,  s u z 'v e y e d  t w e n t y  s t u d i e s  i n  l e a d e r s h i p  t h a t  b o r e  

" s o m e  r e s e m b l a n c e  t o  c o n t r o l l e d  i n v e s t i g a t i o n s . "  H e " c u l l e d "  f r o m  t h e  

d a t a  so m e  7 9  t r a i t s  t h a t  a p p e a r e d  t o  b e  r e l a t e d  t o  l e a d e r s h i p ,  a n d  c o n 

c l u d e d  t h a t  " G e n e r a l l y ,  l e a d e r s  a r e  m o re  i n t e l l i g e n t ,  m o re  s k i l l f u l  i n  

a c q u i r i n g  i n f o r m a t i o n  a n d  k n o w l e d g e ,  m o re  e x t r o v e r t e d  a n d  m o r e  f a v o r e d

^Chester I. Barnard,"The Nature of Leadership," in Human Factors in 
Management, ed. Schuyler Dean Hoslett (New York: Harper & Bros., 1946),
pp. 13-38.

^Crdway, Tead, The Art of Leadership (New York: Whittlesey House,
1935), pp. 32-114.
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economically than those who are not leaders,”̂  Stogdill, in 1948, 
exhanstively surveyed the literature relating to leadership "traits 
and personal factors" (124 studies) and identified a number of traits 
that "the average person irtio occupies a position of leadership exceeds 
the average member of his group in," including (l) intelligence, (2) 
scholarship, (3) dependability, (4) activity and social participation,
(5) socio-economic status, (6) sociability, (?) initiative, (8) per
sistence, (9) knowing how to get things done, (lO) self-confidence,
(U) alertness to and insight into situations, (12) cooperativeness,
(13) popularity, (14) adaptability, and (15) verbal facility. He also 
found " . . .  low positive correlation between leadership and such vari
ables as chronological age, hei^t, weight, physique, energy, appearance, 
dominance, and mood control." He classified all the factors found to 
have been related to leadership under six categories: (l) capaci-ty,
(2) achievement, (3) responsibility, (4) participation, (5) status, and
(6) the situation.^

Mann accomplished an even broader review that summarized the 
" . . .  present state of knowledge about the relationship of an individ
ual's personality to his behavior. " He identified over 500 different 
personality variables, and classified th«a under seven dimensions that 
had been frequently isolated by factor analysis technique by various 
researchers. These seven dimensions are (l) intelligence, (2) adjustment.

^ C h a r l e s  B i r d ,  S o c i a l  P s y c h o l o g y  (N ew  Y o r k :  A p p l e t o n C s n t u r y
C o m p a n y , 1940), p p .  369-91.

% a l p h  M. S t o g d i l l ,  " P e r s o n a l  F a c t o r s  A s s o c i a t e d  w i t h  L e a d e r s h i p :  
A S u r v e y  o f  t h e  L i t e r a t u r e , "  J o u r n a l  o f  P s y c h o l o g y .  25 (1948); 35-71.
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(3) extxoversion-introversion, (4) dominance, (5) masculinity, (6) 
conservatism, and (?) interpersonal sensitivity, Mann found a positive 
relationship between leadership and each of the dimensions except "con
servatism," which showed a negative relationship, (The relationship 
between "masculin!^" and leadership was only a low positive one,)^

Bass, in his survey of leadership research, differentiated be
tween personality traits, attitudes, and aptitudes and found (l) verbal 
aptitude, (2) intelligence, and (3) judgement, originality and adapta
bility to be aptitudes that were associated with leadership. Empathy 
and social sensitivity were attitudes associated positively with leader
ship, whereas personality traits that contributed to effective leadership 
were (l) authoritarianism, (2) persistence, (3) consistency, (4) self- 
confidence, (5) sociability, (6) need for achievement, and (?) depend
ability,^

Ghiselli, examining the literature dealing with the broader con
cept of management, concluded that , the traits of intelligence,
supervisory ability, initiative, self-assurance, and perceived occupa
tional level" are " , , , important to managerial success."3 (He defines 
"supezrvisory ability" as "leadership. ") Similarly, Harrell and Harrell, 
in a longitudinal study, have identified numerous personality variables

^Richard D. Mann, "A Review of the Relationships Between Personal - 
ity and Performance in Small Groups," Psychological Bulletin 5^ (July, 1959)» 
241-70.

^Bernard M, Bass, Leadership. Psycholo^. and Organizational 
Behavior (Hew York: Harper and Brothers, 1969)» pp. 164-73.

%dwln E. Ghiselli, "Managerial Talent," American Psychologist.
17 (October 1963): pp. 631-41,
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that see* to have utili'ty for predicting (l) high earnings for MBA's in 
big business, (2) high earnings for MBA's in small business, and (3) MBA's 
vho will reach general managaaent early. ̂

Gibb's grand review of leadership theory noted enough associations 
between personality traits and leadership ability to state that "Such 
findings make it abundantly clear that individual personality cannot be 
left out of the leadership picture," He cited evidence which showed 
positive relationships between leadership and (l) physical and constitution
al factors— height, weight, physique, energy, health and appearance, (2) 
intelligence, and (3) personali-ty traits— self-confidence, adjustment, 
dominance, extraversion-introversion, conservatism, and empathy or 
interpersonal sensitivity. Yet, he found it necessary to qualify his 
findings. He suggested for example, that leaders must not be too intelli
gent in relation to their followers, and, also, that in certain leader
ship situations, intelligence is not determining,^

E n d  o f  t h e  H o a d  f o r  T r a i t  T h e o r y ?

In spite of the findings discussed above, many researchers are 
pessimistic about the prospects of a simplistic trait approach. For in-

^homas H, Harrell, "The Personality of High Earning MBA's in 
Big Business," Personnel Psychology 23 (1969)* 457-63; 'Hiomas W, Harrell,
"The Personality of High Earning MBA's in Small Business," Personnel 
Psychology 23 (1970)* 369-75; and Thomas Ï, Harrell and Margaret S,
Harrell, "The Personality of MBA's Who Beach General Management Early," 
Personnel Psychology 26 (1973)* 127-34,

^Cecil A, Gibb, "I-eadership," in The Handbook of Social Psychology. 
Vol. 17, ed, G. Lindzey and S, Aronson (Reading, Mass, : Addison-Wesley,
1969), pp, 205-82.
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stance, Korman reviewed the leadership literature for the purpose of (l) 
determining the usefulness of various techniques for predicting leader
ship "behavior and (2) determining what was known about psychological 
characteristics of effective leaders,^ Although he failed to clearly 
distinguish between leaders and managers, he used a relatively rigorous 
approach, incorporating in his review only that research which used pre
dictive validity criteria (as opposed to current validity), Korman con- 
concludes that "psychometric prediction" methods compared unfavorably 
with "judgmental prediction" and, with respect to the former, found*

, , , not much research to speak of and what there is pro
mises little, , , , There seems little reason for thinking 
that we have learned much about the psychological variables 
indicative of managerial behavior insofar as these variables 
are determinable by objective personality inventories,2

Even the commonly isolated intelligence characteristic was found to be 
only " , , , a fair predictor of first-line supervisory performance but 
not of higher-level managerial performance, "3

Others mirror Korman's pessimism. Fiedler and Chemers state that 
" , . , leadership traits, or any personality iaraits, are not likely to 
have a large influence on the performance of different leadership tasks, 
Gi"bson and associates also disparage the trait approach because (l) the 
subordinate is ignored, (2) there is no way to assign relative importance

^ATarafaam K o rm a n , " T h e  P r e d i c t i o n  o f  M a n a g e r i a l  P e r f o r m a n c e ,  A 
R e v i e w , "  P e r s o n n e l  P s y c h o l o g y  21 (I968)* 295*

^Ibid., p, 302, 3lbid,, p, 319* Fiedler and Chemers, p, 28,
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to the ever-growing list of leader characteristics identified, (3) the 
research evidence is inconsistent, and (4) the approach does not allow 
one to generalize from situation to situation,^ Scott and Mitchell in
terpreted the reviews Iqr Stogdill and Mann (cited above) and another by 
Gibb in 195^ as discouraging the trait approach,^ Their general con
clusion is that , the attainment of a leadership position is
influenced by personality variables to a small degree and probably much 
less than is believed by most laymen. "3 FiHey and House place a simi
lar interpretation on the early reviews of trait theory:

The results of the research reported by Bird (1940),
Jenkins (194̂ 7), Stogdill (1948), and Gibb (1954) cast ser
ious doubt on the validity of the proposition that there 
exists a finite number of traits characteristic of success
ful, effective leaders. Although the research demonstrates 
clearly that there are specific personality traits associated 
with leadership effectiveness in specific situations it does 
not demonstrate that there is a finite number of traits or 
that they always differentiate successful from unsuccessful
leaders.4

Similarly, Gibb, in his I969 review, concluded that "reviews such 
as those of Stogdill Mann reveal that numerous studies of the person
alities of leaders have failed to find any consistent pattern of traits 
which characterize leaders.

Ijaaes L. Gibson et al., Organizations: Structures. Processes.
Behavior (Dallas, Tex.: Business Publications, I973), pp. 295-96.

^William G. Scott and Terance R. Mitchell, Organization Theory 
(Homewood, 111.: Richard D. Irwin, 1972), p. 226.

3lbid., p. 228. gjid. House, p. 412.
^Gibb, "Leadership", p. 227.



27

New Hope for Trait Theory

Stogdill updated his surrey of the literature on the trait 
approach in 197^ and took exception to the negative interpretations of 
the earlier surveys.

The reviews hy Bird, Jenkins, and Stogdill have been 
cited frequently as evidence in support of the view that 
leadership is entirely situational in origin and that no 
personal characteristics are predictive of leadership. This 
view seems to over-emphasize the situational, and underempha- 
size the personal nature of leadership,^

He reviewed I63 additional studies, and classified relevant leader charac
teristics under six headings: (l) physical characteristics, (2) social
background, (3) intelligence and ability, (4) personality, (5) task- 
related characteristics, and (6) social characteristics. In all, he 
identified 19 characteristics which appeared in the two reviews (1948
a.nd 1970) and which showed only positive (significant) relationships with 
leader ability,2 His broad conclusions were:

The leader is characterized by a strong drive for responsi
bility and task completion, vigor and persistence in pursuit of 
goals, venturesomeness and originality in problem-solving, drive 
to exercise initiative in social situations, self-confidence and 
sense of personal identity, willingness to aocept consequences of 
decision and action, readiness to absorb interpersonal stress, 
willingness to tolerate frustration and delay, ability to influ
ence other person's behavior, and capacity to structure social 
interaction systems to the purpose at hand, 3

^Stogdill, Handbook, p. 72,
%bid,, pp. 73-31, 3ibid., p, 81,
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stogdill would have us look for "clusters” of personality 
characteristics which " . . .  differentiate (i) leaders from followers,
(2) effective from ineffective leaders, and (3) higher echelon from 
lower echelon leaders,"^

Such ideas as these are being applied by an increasing number 
of reputable organizations in the "assessment center" approach to manage
ment selection and development. Derived from the selection techniques of 
the Office of Strategic Services (CSS) in World War II, the assessment 
center combines psychometric testing with clinical evaluation to appraise 
characteristics and behavior of managerial candidates, usually under the 
direction of accredited psychologists. Many assessment centers serve, 
also, as research centers where empirical data is accumulated and analy
zed in order to identify characteristics that distinguish successful from 
unsuccessful managers in given organizations.3 Korman suggests that 
"judgmental prediction methods, as exemplified particularly by executive 
assessment centers and peer ratings . . . "  are promising approaches to the

itprediction of managerial success.
Along these same lines, one cannot completely ignore the wisdom 

of individual leaders whose generally recognized successes are due, in

^Ibid,, p. 81. ^Campbell, et al., p. 36.
3see, for example, Douglas W, Bray, et al,, Formative Years in 

Business (New York: John Wiley and Sons, 1974); and 7. Jon Bentz, "The
Sears Experience in the Investigation, Description, and Prediction of 
Executive Behavior," in Measuring Executive Effectiveness, ed. Frederick 
R. Wickert and Dalton E. McFarland (New York: Apuleton-Century Crofts,
1967), pp. 147-205.

korman, "Managerial Performance", p. 319.
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no swan part, to their unique abilities to select and develop subordi
nates with above average leadership performance. Such leaders, through 
deductive processes, apparently have distilled trait-oriented concepts 
that have had real utility within their unique organizational environ
ments, For example, General Omar N. Bradley, in an address at the U, S, 
A m y  War College in 1971, insisted that among other things, mental and 
physical energy, human understanding and consideration for others, 
stubbornness (sometimes), self-confidence, imagination, and character 
(high ideals and trustworthiness) are requisites of military leader
ship.-

Through each of the major reviews of trait theory discussed 
above, one major theme consistently emerged to explain inconsistencies in 
findings and sustain interest in the trait approach an a means of des
cribing, explaining and predicting effective leadership behavior in organi
zations, That recurring theme is the influence of the situation on the 
relationship between leadership and the various personality characteristics 
examined. In his summary statement of the relation between personality 
traits and leadership, Gibb concludest

% e  traits of leadership are any or all of those person
ality traits which, in any particular situation, enable an 
individual to (l) contribute significantly to group locomotion 
in the direction of a recognized goal and (2) be perceived as 
doing so by fellow group members, . , , there is abundant evi
dence that member personalities do make a difference to group 
performance, and there is every reason to believe that they do

S., Department of the Army, Leadershi-p for the 1970*s.
pp. iii-v.
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affect that aspect of the group's "behavior to which the leader
ship concept applies.^

The emergence of situational thinking in leadership theory will 
be reviewed below, after examination of the "behavioral, interaction, ex
change, and expectancy approaches.

The Behavioral Anproacfa

The behavioral approach to the study of leadership focuses on how 
the leader behaves, as opposed to what the leader is (as under trait theory), 
%ls school of thou^t strives to identify relevant behaviors, or clusters 
of behaviors, which serve to differentiate between effective and ineffec
tive leaders. Scientific Management provided a basis for the traditional 
approach to identifying effective leader "behaviors.

The Traditional Behavioral Approach

The traditional behavioral approach to leadership, stemming frtaa 
Frederick Taylor's concept of Scientific Managment, is based on the idea 
that management's respcnsibili-^ is to (l) break the total operation into 
simple tasks, (2) develop the best way to carry out each of the tasks,
(3) hire people with appropriate aptitudes and skills to perform each of 
these tasks, (4) train these people to do their respective tasks in the 
specified way, (5) provide supervision to see that they perform their

^ibb, "Leadership", p. 227,
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designated tasks, using the specified procedure and at an acceptable rate, 
and (6) uhere feasible, use incentives in the form of piece rates,^

Likert describes the leadership required by such a model as "pro
duction-centered, Filley and House have described this type of leader
ship as "instrumental" behavior, in which the effective leader is a man 
who performs the "instrumental functions" of "planning, organizing, coordi
nating, directing, and controlling the work of his subordinates,

While this approach to leadership dominated management thou^t 
feac several decades subsequent to the Scientific Management revolution, 
the Hawthorne studies and other behavioral research brought to light 
certain dysfunctions associated with an overemphasis on instrumental 
behavicnr. One such research effort was the White and Lippitt study.

The White and Lippitt Study

This study examined the varying effects of autocratic, laissez- 
faire, and democratic leadership styles on the activities of several groups 
of elementary school aged boys. The researchers found that the groups 
subjected to democratic leadership tended to be more satisfied and creative, 
and, sustained work-related activities, even in the absence of the leader. 
The autocratically-led groups, though more productive quantitatively, ware

^ensis Likert, New Patterns of Management (New York: McGraw-Hill
Book Co,, 1961), p, 6,

%bid,, p. 7.
^Filley and House, p, 405.
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characterized by low quality work, low satisfaction, and aggressive 
reaction to leaders. laissez-faire groups produced less, and what they 
did produce was of poorer quality.

% e  White and lippitt study stimulated research on leader be
havior by showing that manipulation of leadership styles induces differ
ential subordinate behaviors that have implications for organizational 
effectiveness.^ % i s  behavioral approach to the study of leadership was 
extended by the Lewin-inspired Research Center for Group Dynamics in a 
series of studies that have coae to be known as the Michigan leadership 
studies.

The Michigan Leadership Studies

The Michigan leadership studies evolved out of a much broader 
10 year interdisciplinary program, a "Human Relations Program” begun 
in 1947 with the objective "To discover the underlying principles 
applicable to the problems of organizing and managing human activity." 
The research program was characterized by survey methodology applied in

^Kurt Lewin et al., "Patterns of Aggressive Behavior in Experi
mentally Created Social Climates," Journal of Social Psychology 10 
(1939) t 271-99; Ralph White and Ronald Lippitt, "Leader Behavior and 
Member Reaction in Three Social Climates," in Group Pynamicsi Research 
and Theory. 2d ed., ed, Dorwin Cartwright and AT vin gândprr 
111. I Row, Peterson & Co., I960), pp. 527-53; Ronald Lippitt and Ralph
5. White, "An Experimental Study of Leadership and Group Life," in 
Readings in Social Psychology  ̂3d ed,^ ed. Eleanor Maccoby et al.
(New York; Holt, Rinehart a M  Winston, 1958)» pp. 496-511,
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l a r g e ,  o n - g o i n g  o r g a n i z a t i o n s ,  a n d  w a s  h e a v i l y  s u p p o r t e d  b y  t h e  U . S .

N a v y 's  O f f i c e  o f  N a v a l  R e s e a r c h . ^

B o t h  c e n t e r s  o f  t h e  U n i v e r s i t y ' s  I n s t i t u t e  f o r  S o c i a l  R e s e a r c h  

w e r e  e v e n t u a l l y  i n v o l v e d  i n  t h e  p r o g r a m ,  t h e  S u r v e y  R e s e a r c h  C e n t e r ,  

a n d  t h e  R e s e a r c h  C e n t e r  f o r  G ro u p  D y n a m i c s ,^  W ith  r e s p e c t  t o  t h e  

l e a d e r s h i p - o r i e n t e d  p r o j e c t s ,  t h e  e m p h a s i s  w a s  o n  s m a l l  g r o u p  l e a d e r 

s h i p  ( t h e  f o r e m a n  l e v e l )  i n  i n d u s t r i a l  o r g a n i z a t i o n s .  T h e  p u r p o s e  w a s  

t o  i d e n t i f y  t h o s e  l e a d e r  b e h a v i o r s  w h ic h  c o n t r i b u t e d  t o w a r d  h i g h  p r o -

3
d u c t i v i t y  a n d  h i g h  s u b o r d i n a t e  s a t i s f a c t i o n . ^

O ne o f  t h e  p i o n e e r  s t u d i e s  t o o k  p l a c e  i n  a n  i n s u r a n c e  c o m p a n y  

i n  w h ic h  t h e  a u t h o r i t y  s t r u c t u r e  o f  o n e  d e p a r t m e n t  w a s  m o d i f i e d  e x p e r i 

m e n t a l l y  b y  ( l )  p r o v i d i n g  t i g h t e r  m a n a g e r i a l  c o n t r o l  i n  tw o  d i v i s i o n s  o f  

t h e  d e p a r t m e n t — t h e  " h i e r a r c h i c a l l y  c o n t r o l l e d  p r o g r a m , "  a n d  ( 2 )  e l i m i n a t 

i n g  o n e  l e v e l  o f  s u p e r v i s i o n  i n  tw o  o t h e r  d i v i s i o n s — t h e  " a u to n o m o u s  p r o 

g r a m . "  T h e  r e s e a r c h e r s  f o u n d  t h a t  p r o d u c t i v i t y  i n c r e a s e d  i n .  b o t h  p r o g r a m s ,  

b u t  t h a t  t u r n o v e r  a n d  d i s s a t i s f a c t i o n  w a s  s i g n i f i c a n t l y  h i g h e r  i n  t h e  

h i e r a r c h i c a l l y  c o n t r o l l e d  p r o g r a m .  I t  w a s  c o n j e c t u r e d  b y  t h e  r e s e a r c h e r s  

t h a t  h a d  t h e  p r o g r a m s  c o n t i n u e d ,  p r o d u c t i v i t y  i n  t h e  h i e r a r c h i c a l l y

'A n g u s  C a m p b e l l ,  " D e v e lo p m e n t  a n d  F u t u r e  P l a n s  o f  t h e  H um an 
R e l a t i o n s  P r o g r a m , "  i n  G r o u n s .  L e a d e r s h i p  a n d  M e n , e d . H a r o l d  G u e tz k o w  
(N ew  Y o r k :  R u s s e l l  & R u s s e l l ,  1951)» P P . 100-10$.

^ L i k e r t ,  New P a t t e r n s , p .  v i i .

3t . 0. J a c o b s ,  l e a d e r s h i u  a n d  E x c h a n g e  i n  F o r m a l  O r g a n i z a t i o n s  
( A l e x a n d r i a ,  V a . :  H um an R e s o u r c e s  R e s e a r c h  O r g a n i z a t i o n ,  1970), u u .
35-36.



controlled program would have diminished significantly over the long 
run.^ % e  generalizations derived from this experiment and from follow- 
on studies, in section gangs on a railroad and work groups in a tractor 
factory, are that the most effective work groups are led hy superiors who 
(l) differentiate their role from those of their suhordinates hy devoting 
more time to planning, on-the-job training, communicating with relevant 
others, and motivating subordinates, (2) exercise general supervision as 
opposed to close supervision, (3) are emuloyee-oriented instead of pro
duction-oriented, and (4) develop highly cohesive work groups.̂

In the tractor factory experiments the researchers had found 
that the most effective foremen were those who rated high on both employee 
orientation and production orientation. In other words, the two concepts 
were mutually dependent and could be viewed as orthogonal dimensions,^
This idea tended to support independent findings by two Harvard researchers, 
who studied leader behavior in small groups and identified two types of 
behavioral characteristics of leaders —  sccioemotional (or group mainten
ance) leadership and task leadership,^

Daniel Katz and Robert L, Kahn, The Social Psychology of Organi
zations (New York: John Wiley and Sons, 19éé), pp. 423-33: and Robert L, 
Kahn and Daniel Katz, "Leadership Practices in Relation to Productivity 
and Morale," in Group Dynamics, ed. Cartwright and Zander, pp. 55^70,

^Kahn and Katz, "Leadership Practices," pp. 55^70,
5Jacobs, p. 40.

P. Bales and P. S. Slater, "Hole Differentiation in Small 
Groups," in Family. Socialization, and Interaction Process, ed. T. Parsons 
et al. (Glencoe, 111,: Free Press, 1955)» PP. 259-306; and R. F, Bales,
"Task Roles and Social Roles in Problem Solving Groups," in Headim^ in 
Social Psychology.3d ed,, ed, Maccoby et al,, pp, 437-47,
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In general, the emphasis of the Michigan researchers was on the 
employee orientation dimension. More recent efforts of University of 
Michigan researchers on the study of leadership will be discussed below 
as a contingency theory of leadership.

While the Michigan group of researchers were pursuing their experi
mentation with small work groups, another major research effort was under 
way at Columbus, Ohio,

The Olio State Studies

Like the contemporary work at Michigan, the Ohio State studies, 
commencing in 19^5» were planned as a ten year interdisciplinary program. 
However, the studies were narrower in scope, and focused on the concept 
of leadership in business, military, and educational institutions, % e  
objectives were to develop research methods and obtain facts that would 
(l) contribute toward a better understanding of leadership amd (2) facili
tate the education, selection, training and assignment of individuals for 
positions of leadership. Like the Michigan program, much of the early 
work was accomplished under contract with the U, S, Navy, Office of 
Naval Research, but the Hockerfeller Foundation and the U, S, Air Force 
Human Resources Research Laboratory also contributed financial support 
for the work.^

Ihe Ohio State researchers concentrated at first on the study of 
leader behavior at higher echelons of the organization, and they defined

Carrol L, Shartle, "Studies in Naval Leadership: Part I," in
Groups. Leadership and Hen, ed, Harold Guetzkow, pp, 119-33.
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a. leader as "an Individual In a given office or position of apparently 
high Influence potential.**^ Instead of studying the snail work group, 
the concern of the Ohio State researchezrs, at least during the early 
years of the program, was the macro-organizational level. Thus, for 
ozszple, they cmpared leadership between different ships and between 
different classes of ships (submarines and LST's), differences between 
naval and Industrial organizations, and differences between job special
ties within and between different organizations.^

The early studies. The early aaphasls of the %lo State studies 
was on determining idiat leaders did, in terms of inspection, planning, etc. 
Also, the researchers measured and compared relative levels of responsi
bility, authority, and delegation, and studied the environments in which 
leaders operated. The principle thrust of the environmental studies in
volved the study of formal organization charts; sociometric ratings; 
group morale and effectiveness; work group dimensions (autonomy, homo
geneity, viscidity, etc.); and status, attitudes, and perceptions.5 
Other methods used in the early work were interviews; responsibility, 
authority, and delegation (RAD) scales; work analysis forms; effective
ness ratings; and leader behavior descriptions.^ The major generalizable

^Ibid., p. 122,
^Ralpb M. Stogdill and Carroll L, Shartle, Patterns of Administra

tive Performance (Columbus, Ohio: Ohio State University, 1956).
Shartle, pp. 122-29.
^alph M. Stogdill and Carroll L. Shartle, Methods in the Study of 

Administrative Leadership (Columbus, Ohio State University, 1955)» pp. 1-4.



37

findings of the early studies vere summarized by Shartle as shorn In 
Figure 2-1,

FIGURE 2-1 

SHAHTLS’S GEHERALIzaTIONS

1. Leader behavior can be described reliably In quantitative 
terms.
2. Group behavior can be described reliably In terms of Inde
pendent dimensions.
3. Subordinates tend to maintain stereotypes of Ideal leader 
behavior In which the Ideal leader makes few demands on the 
Individual.
4. When the leader describes himself, his description Is 
nearer the subordinate's Ideal than It Is to the subordinate's 
description of the actual behavior of the leader.
5. The superior and subordinate of a leader tend to be In 
closer agreement concerning the leader's behavior than either 
are to the leader's self-perception,
6. Subordinates of leaders who delegate tend to delegate more 
themselves.
7. Communications Is an important factor In leadership In 
that better communications reduces the discrepancy between 
self and subordinate reports of leader behavior.
8. Status attitudes of a leader are related to his behavior 
In a leadership role.

SOURCE: Carroll L. Shartle, "Studies In Naval Leadership,"
PP. 130-32.
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StnAvtng "hog" leaders behave. The approach to leadership that 
eventually captured the attention of the acadaaic community was the one 
which examined how the leader performs his role. Although this approach 
was an essential aspect of the earlier studies, more and more resources 
of the Ohio State program began to be focused on the identification and 
refinement of two independent dimensions which jointly were found to 
account for up to 83^ of the variance in leader behavior,^ The "gene- 
ology" of the various Ohio State leader behavior instruments that evolved 
is shown in Figure 2-2.

The initial impetus for the search for generalized dimensions of 
leader behavior was provided by Hemphill, He soumit to develop a general
ized leader description instrument to explain how leaders perform their 
leadership roles. Starting with 9 a priori dimensions, he had "advanced" 
college students write 1790 items that seemed to measure those dimensions. 
The 1790 items were screened, combined, edited, and rewritten as deemed 
appropriate by an interdisciplinary group of researchers, % e  dimensions 
were redefined and the number of items reduced to I50, after which an 
exploratory questionnaire was administered to 357 summer school college 
students. Factor analysis of the resulting data identified three major
factors: Factor I, maintenance of member character; Factor II, objective

2attainment behavior; and Factor III, group interaction facilitation.

^Andrew W. Halpin and B, James Winer, "A Factorial Study of Leader 
Behavior Descriptions," in Leader Behavior: Its Description and Measurement,
ed. Balph M. Stogdill and Alvin S. Coons (Columbus, Ohio: Ohio State Uni-
versity, 1957), pp. 40-44.

2john K. Hemphill and Alvin E. Coons, "Development of the Leader 
Behavior Description Questionnaire," in Leader Behavior, ed. Stogdill and 
Coons, pp. 6-38.



FIGURE 2-2
GENEOLOGY OF OHIO STATE LEADER BEHAVIOR INSTRUMENTS

Exploratory development 
of 150 item questionnaire

\ \(
U S Air Force Study International Harvester Study International Harvester Study
Bomber Air Crews Industrial Foremen Industrial Foremen

Objective: Military LBDQ Objective: LBQ for Industry Obj: Ldi‘, Attitude Assessment
130 items from original bank 136 items from original bank 110 items from original bank

y \’ '________
LBDQ - 80 items SBDQ - 48 items LOQ - 4o items

Dimensions Items Dimensions Items Dimensions Items
Consideration: 15 Consideration: 28 Consideration: 20
Initiating Structure: 15 Initiating Structure: 20 Initiating Structure: 20
Production Emphasis 25
Social Awsnceness: 25

1 1
LBDQ XII - 100 items

Dimension Items Dimension Items Dimension Items
Representation 5 Initiation of Structure 10 Production Emphasis 10
Demand Reconciliation 5 Tolerance of Freedom 10 Predictive Accuracy 5Tolerance of Uncertainty 10 Role Assumption 10 Integration 5Persuasiveness 10 Consideration 10 Superior Orientation 10

wvO

SOURCEI Adapted from Stogdill and Coons, Leader Behaviori It's Description and Measurement.
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Using 130 items selected from the original hank of I50, classi
fied under eight a priori dimensions, and modified to fit the military 
environment, Fleishman conducted a study of U, S, Air Force homber crews. 
Using factor analysis, he identified four distinct factors* (l) consid
eration, (2) Initiating structure, (3) production emphasis, and (4) social 
awareness. Based on this analysis an 80-item "Leader Behavior Description 
Questionnaire (LBDQ)" was developed. Because the first two factors 
(consideration and initiating structure) accounted for 83 per cent of the 
variance in leader behavior, only the 15 consideration (C) and 15 initia
ting structure (IS), items were scored in the resulting 80 item LBDQ, 
Eventually a 40 item "short form" emerged containing the fifteen C and IS 
items and ten unscored "buffer" items frmn the earlier version,^

Subsequently, Fleishman, with the objective of developing an 
industrial version of the LBDQ, conducted a study of the behaviors of 122 
foremen at the International Harvester Coapany using an instrument comprised 
of 136 items from the original bank. Consistent with the Halpin and Winer 
findings, two independent factors, C and IS were identified through factor 
analysis. Based on these findings, the "Supervisory Behavior Description 
Questionnaire (SBDQ)" was developed consisting of 28 Consideration items 
and 20 Initiating Structure items,^

^Andrew W, Halpin and B, James Winer, "A Factorial Study of the 
Leader Behavior Descriptions}' in Leader Behavior, ed, Stogdill and Coons, 
PP. 39-51.

^Edwin A, Fleishman, "A Leader Behavior Description for Industry," 
in Leader Behavior, ed. Stogdill and Goons, pp. 102-119.
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TSie "Leadership Opinion Questionnaire (LOQ)" was designed to mea
sure the leader's attitudes about how he ou^t to behave. The LOQ instru
ment was derived from research conducted by Fleishman at seventeen differ
ent International Harvester Company plants. One hundred foremen were ad
ministered a questionnaire which incorporated 110 items from the original 
exploratory bank of 150 items. The original items were revised to express 
the leader's normative opinions concerning proper leader behavior. Based 
on "response distributions" of the 110 items in the International Harvester 
study and "the factor loadings , , , of parallel items on the Supervisory 
Behavior Description," forty items were selected to comprise the LOQ, in
cluding 20 Consideration and 20 Initiating Structure items,^

Dissatisfied with the notion that leader behavior could be ade
quately described in terms of only two dimensions, and building concept
ually from his theory of role differentiation and group achievement and 
reviews of the literature, Stogdill, in I963, developed a more sophisti
cated version of the LBDQ,2 His LBDQ-Form XII describes leader behavior 
in terms of 12 dimensions of behavior (shown in Figure 2-2), including 
the well known dimensions C and IS, Form XII has been extensively used 
and, according to Stogdill, empirical research has generally supported 
the theoretical soundness of the "multifactor approach" as opposed to

^Edwin A, Fleishman, "Ihe Leadership Opinion Questionnaire," in 
Leader Behavior, ed, Stogdill and Coons, pp, 120-33.

^Ralph M, Stogdill, Individual Behavior and Group Achievement (New 
York: Oxford University Press, 1959)« pp. 12-14, 273-90; and Ralph M,
Stogdill, Manual for the Leader Behavior Description Questionnaire - Form 
XII (Columbus, Ohio: Ohio State University, I963), pp. 1-2,
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the "two-factor solution,"^ Nevertheless, the earlier two-factor forms 
continue to he used extensively,

Stogdill's summary of the generalizable research findings, per
taining to the Ohio State dimensions C and IS, is shown in Figure 2-3o 
However, his analysis was less rigorous than the earlier review "by 
Koraan of the research literature dealing with the relationship between 
C and IS and criteria of organizational effectiveness, Korman arrived at 
different conclusions. Based on his examination of 7 "criterion-oriented" 
studies involving the use of the LOQ instrument and 7 "criterion-oriented" 
studies that used the LBDQ, Koraan concluded that " , , , there is very 
little evidence that leadership behavioral and/or attitudinal variation, 
as defined by scares on the Leadership Behavior and Leadership Opinion 
Questionnaires, are predictive of later effectiveness and/or satisfaction
criteria," He called for systematic research to identify situational

2variables that may influence the effects of G and IS on performance. 
Further discussion of theory and research involving 0 and IS will be 
provided below under situational approaches and contingency theory.

^Stogdill, Handbook, pp. 142-55.
^Abraham K, Korman, "Consideration, Initiating Structure, and 

Organizational Griteria— A Review," Personnel Psychology 19 (1966):
349-61.
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FIGURE 2-3
GENERALIZED FINDINCS CONCERNING CONSIDERATION 

AND INITIATING STRUCTURE

1, The most effective leaiders are high on both C and IS,
2, Superiors' and subordinates' descriptions of C are both related to 

leader effectiveness ratings in industrial situations,
3, Both C and IS are positively related to group cohesiveness and 

harmony,
h-. IS is related to group unity,
5. C is related to low absenteeism, grievances, turnover, and bureau

cracy,
6. Leaders* attitudes toward C and IS are not hi^ily related to any 

measures of leader effectiveness,
7. Discrepancies between expected (ideal) and observed (real) behavior 

are hi^ily and negatively related to measures of group behavior and 
member satisfaction,

8. Group productivity is more highly related to structure than to con
sideration.

9. Member satisfaction is more highly related to consideration than to 
structure.

SOURCE: Stodgill, Handbook, pp. 140-41, 393-97.

The Managerial Grid Approach

The Managerial Grid Approach assumes that managerial attitudes 
toward leadership result in consistent patterns of managerial action.
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or 'behavior, % e  theory was derived deductively from the work of num
erous researchers and theorists in the leadership field,^

The grid concept describes managers in terms of two attitudes 
(or dimensions), "concern for production" and "concern for people,
A manager whose major concern is for production can be identified through 
his actions, which tend to be directed toward task completion, goal 
attainment, mission accomplishment, or, simply, turning out the work.
He tends to be autocratic in his methods and strives to resolve conflict 
by suppression,3

On the other hand the manager whose, major concern is for people 
can be identified by actions in which he helps his subordinates by im
proving working conditions, resisting pressures for production, and 
involving workers in decision-making. He tends to be democratic in his 
relations with subordinates and smooths over conflicts that develop in 
his work group, ̂

Since -toe two concerns, for production and for people, are not 
mutually exclusive, they can be represented on an orthogonal grid. The 
ordinate of the grid (scaled from 1-9) signifies a concern for people, 
while the abscissa (scaled identically) represents a concern for production. 
Combinations of the two "basic concerns, or attitudes, are used to define 
five general management styles, as shown in Figure 2-4,

^Robert H. Blake and Jane Srygley Mouton, The Managerial Grid 
(Houston, Tex,: Gulf Publishing Co,, 1964), pp, 5~17.

^Ibid,, pp, 8-9. 3lbid,, pp. 18-56. ^bid., pp. 57-84,



5̂

PIGDHS 2-4 
THE MAMGSRIAL (SID

H ig h  9  

8

Low I

1 , 9  Management '
T h o u g h t f u l  a t t e n t io n  to n e e d s  
o f  p e o p le  for  s a t i s f y in g

9 , 9  Management '
Work a c c o m p l i s h m e n t  is from 
c o m m i t t e d  p e o p le  ;

r e la t i o n s h ip s  l e a d s  to  a 
c o m fo r fo b te  fr iendly  organizctic  
a tm o s p h e re '  ond work tem po .

n
in terdependence  t h r o u g h  a  
common s toke"  in organization 

p u r p o s e  leads  to  re la t io n s h ip s

1 !

5 , 5  M a n a g e m e n t  
A d e q u a te  o rg o n iz a t io n  p e r fo rm a n  
is p o ss ib le  th r o u g h  b a l a n c in g  
t h e  n e c e s s i t y  to  g e t  o u t  work wi 
m a i n t a i n i n g  m o r a l e  o f  p e o p le

r #

th

a t  q s a t i s f a c t o r y  Iev«>1.

1

! , l  Management 
E x e r t io n  o f  m in im u m  e f f o r t  t 

■ g e t  r e q u i r e d  w ork  d o n e  is  
a p p ro p ria te  to sustain  
o r g a n i z a t i o n  m e m b e r s h i p .1 1

9 , 1  Mon 
E f f ic ie n c

o g e m e n f
y in o p e r a t io n s  resul ts  
a n g in g  c o n d i t i o n s  o f  *  
uch  0 woy fh o t  humon 
I n t e r f e r e  to  a 
d e g r e e .  ,

f r o m  o r r  
work in 
e le m e n t s  
m in im u m

Low
4  5  5

C o n c e r n  f o r  P r o d u c t i o n
9

High

SODHCSj Blake and Mouton, The Managerial Grid, p, 10,

A 9,1 manager displays a high concern for production and a lev concern 
for people; a 1,9 manager displays a low concern for production hut a 
high concern for people. The authors contend that the 9,9 managerial 
style, reflecting high concerns for both production and people, is the 
ideal pattern toward which managers should strive,^ They provide some

^Ihid,, pp. 316-18,
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empirical evidence, "based on a study involving ?l6 managers ,
from one of America’s largest industrial plants," to support their 
theory.^

Blake and Mouton have developed a six-phase organizational develop
ment (OD) training program, building on the managerial grid concept, which 
is designed to increase the frequency of 9*9 managerial behaviors in a 
target organization. Applications of the grid OD program have seemingly 
supported the notion that training managers to be highly concerned with 
both production and people will result in significant improvaaents in 
organizational performance.^ However, the researchers' inability to con
trol for the infinite number of variables that may have caused or con
tributed to the reported improvements in performance leave unanswered 
the question of cause and effect.

Industrial Humanism

A discussion of behavioral approaches to leadership would be in
complete without mention of industrial humanism. Industrial humanism 
is a ]^losophic approach to the study of organizations that " , , , 
embrances all aovanents which are liberal in spirit, seeking to bring to 
man at work freedom from oppression and an opportunity for self-determina
tion, "3 According to Wren, "In its essence, industrial humanism sought

^Ibid., pp, 231-46.
^Robert R, Blake et al,, "Breakthrough in Organizational Develop

ment," Harvard Business Review 42 (Nov-Dee 1964): 133-55* and Robert R.
Blake et al,, "A Second Breaktbrou^ in Organizational Development," 
California Management Review 11 (Winter 1968); 73-78,

"Scott and Mitchell, Organization Theory, p, 28,
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to offset the authoritarian tendencies of organizations, to provide for 
democracy and self-determination at work, to integrate individual and 
organizational goals, and to restore man's dignity at work.

Industrial humanism «a^asizes behavioral science methodology as 
a means of achieving effective organizations. Short-run efficiency is 
disdained in favor of long run effectiveness. a condition attained when
(l) psychologically mature workers are motivated by appealing to their 
needs for self-actualization and (2) the organization attains a systema
tically healthy state.^

A value laden philosophy, industrial humanism contains implicit 
assumptions that all men seek, or can be taught to seek, self actualiza
tion on the job. The assumptions are those of Theory The approach 
infers an obligation of those in authority to help employees achieve 
psychological health, a condition which, when pervasive in an organiza
tion, will result in organizational health and long run effectiveness. 
The industrial humanists base their normative theory " . . .  upon the 
potentialities of man. Man should . , according to Argyris,
be studied in terns of what he is capable of not only how he actually 
behaves.

^Wren, p. 442.
^Warren G. Bennis, "Towards a 'Truly' Scientific Management: The

Concept of Organizational Health," in Organizational Systems: General
Systems Auuroaehes to Complex Organizations, ed. Frank Baker (Homewood, 
111.t Richard D. Irwin, 1973)# PP. 507-27.

^Douglas McGregor, The Human Side of Enterprise (New York: Mc
Graw-Hill Book Co., i960), pp. 33-57.

^Chris Argyris, "Personality and Organization Theory Revisited," 
Administrative Science Quarterly 18 (June 1973)» 141-67.
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Thus, the normative, or ideal leader behavior pattern, from the 
industrial humanist viewpoint, is one which strives to optimize the con
tribution of each member; an employee-oriented style. In this approach,
"it is the function of leadership to modify the organization in order to 
provide freedom for the individual to realize his own motivational poten
tial for fulfillment of his own needs and at the same time contribute 
toward organizational g o a l s , I n  Likert's idealized System 4, for 
example, the effective manager uses " , , , the principle of supportive 
relationships, group methods of supervision , , ," and "participative
group management" while spuming production oriented, authoritarian, or

2highly structuring behaviors. The ideal industrial humanist manager, 
then, is a 1,9, employee-oriented, high consideration leader who helps his 
subordinates maximize their psychological growth as a means of achieving 
high performance over the long run.

Interaction Annroaehes 

General

Interaction approaches tend to view leadership as an "interactional 
phenomenon" which emerges when people interact to achieve group goals,^
This theoretical approach was given impetus by the work of Lewin who

Stogdill, Handbook, pp, 21-22,
^Hensis Likert, The Human Organization (New York: McGraw-Hill

Book Company, 1967), p. 7^
^Gibb, "Leadership," p, 268,
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contended (l) that h^avlor in general is some interactive function of the 
person and his environment and (2) that "the essence of social psychology 
is a group of people interacting, T h e  implications of all this for 
leadership is that the phenomenon can best be understood hy studying the 
dynamics of groups in social interaction. Four general interaction 
theories that have been used as bases for explaining the leadership ÿieno- 
menon are Homan's conceptual scheme, the Bales and Slater concept, Stogdill*s 
interaction theory, and the Gibb model.

Homans' Conce-ptual Scheme

The idea of leadership as an interactional phenomenon «as advanced 
by Homans in his conceptual scheme of work group behavior, which is built 
around three fundamental elements of human behavior: activities, inter
actions and sentiments. The organization requires certain behaviors in 
terms of activities, interactions and sentiments, but the behaviors that 
emerge from the "internal system" (people interacting with one another in 
the contrived environment) are seldom congruent with the behaviors that 
are required. The emergent behaviors have resultant effects on productivity, 
satisfaction, and individual development, which management may respond to 
by manipulating such controllable variables as technology, job design, rules 
and procedures, and leadership. The Hoaans' concept, a broad, deductive.

iLyman W. Porter et al., Behavior in Organizations (New York: 
McGraw-Hill Book Company, 1975)» P. 102; and Miriam Lewin Papanek, "Kurt 
Lewin and His Contributions to Modem Management Theory," in Academy of 
Management Proceedings. Thirty-Third Annual Meeting (Boston, Mass. i n. p. 
1973). p. 320.
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group interaction model, dealt only superficially with leadership, although 
eleven normative general rules of leadership vere distilled from the appli
cation of his concept to the work of other researchers,^

The Bales and Slater Concept

Bales and Slater conducted a series of experiments involving groups 
in dynamic interaction and identified tvo leadership roles that tend to 
emerge as members participate in joint problem-solving. One role that 
emerges is that of the "task specialist" vho initiates significantly 
more problem-solving Interactions than other group members. The second 
leadership role is that of the "social specialist" vhose interactions are 
aimed at maintaining the socioemotlonal stability of the group. Since the 
tvo roles vere not found to be mutually exclusive, the Bales and Slater 
research suggests three leadership roles: (l) the task specialist, (2)
the social specialist, and (3) the "great man," or the rare individual 
vho is able to fulfill both the task specialist and social specialist 
roles in the group,^

Stogdill*3 Interaction Theory

Stogdill, apparently recognizing the need for a broader conceptual 
franevork as a r e s u l t  of his close association vith the early Ohio State

George C. Homans, The Human Group (Nev York: Harcourt, World
and Brace, 1950), pp. 413-40,

^Philip S, Slater, "Role Differentiation in Small Groups," Ameri
can Sociological Hevlav 20 (1955): 300-31; Bales, "Task Boles and Social
Holes," pp, 437-47; and Bales and Slater, "Hole Differentiation in Small 
Decision-Making Groups," pp, 259-306,
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leadership research, developed an "expectancy-reinforcCTcnt theory of 
role attainment.”̂  The theory describes an organized group as an input- 
output system whose inputs are performance, interaction,and expectation 
behaviors. These behaviors of people functioning in groups are manifested 
in (transformed into) role differentiation and role performance, (or group 
structure and group operations), % e  system (group) outputs are expressed 
in terms of "achievement" variables: productivity (the change in value
resulting from group operations), integration (later termed "cohssiveness"), 
and morale (drive and persistence),^

Stogdill*s illustrative model is shown in Figure 2-5, Though the 
"dominant direction of effects" between variables is shown in the model

figure 2-5
STRUCTURE OF STOGDILL’S INTERACTION THEORY

SOURCE: Stogdill, Grouo Achievement, p, 13,

Member Inputs Mediating Variables Group Outputs
Behaviors Formal Structure Role Structure Achievement

Performances
Interactions
Expectations

Function
Status
(Purpose, Norms)

Responsibility
Authority
(Operations)

Productivity
Morale
Integration

Group Structure and Operations Effects

Stogdill, Handbook, p, 20,
%alph M, Stogdill, Group Achievement, pp. 13-1^ and 273-78;

Ralph M, Stogdill, Manners. Employees, and Organizations (Columbus: Ohio 
State University, 1965), pp. 3*^.
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as flowing from left to right, Stogdill suggests that feedback effects 
flow between the sets of variables, and that the variables " . . .  not 
only interact with each other but also exert forward and backward effects 
upon the variables in each of the other segments in the chart,

Stogdill has described the leadership implications of his inter
action theory:

As group members interact and engage in mutual task per
formance, they reinforce the expectation that each will continue 
to act and interact in accord with his previous performance.
Thus, the individual role is defined by mutually confirmed ex
pectations relative to the performances and interactions he will 
be permitted to contribute to the group. The leadership poten
tial of any given member is defined by the extent to which he 
initiates and maintains structure in interaction and expectation,^

The Stogdill theory correctly recognizes the need to study ", , , 
a large system of variables and relationships that accounts for all the 
determining dimensions of the system , , ," in order to understand phe
nomena of interest, such as leadership, occuring within the system, 
Stogdill claims some support for his theory in a study of 27 organizations 
in five industries and state governments^ but the test was far from com
prehensive, 3

The Gibb Model

Gibb's interaction theory views leadership as a phenomenon which 
arises from group dynamics. Groups are seen to be "mechanisms for

^Stogdill, Grouu Achievement, p, 14, %togdill. Handbook, p, 20. 
^Stogdill, Managers. Employees, Organizations, pp, 47-58,
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achieving individual satisfactions, "1 A group is defined as a
system of interactions within which a structure emerges ty the develop
ment of relatively stable expectations for the behavior of each member."^ 
The structure of a group evolves through the process of role differentia
tion, Role differentiation is a general phenomenon which results when 
people interact to achieve group goals.^

The leadership role emerges when, in the interaction of two or 
more persons, one (or more) of the parties . come to control and
direct the actions of the others in the pursuit of common ends.Leader
ship roles are conferred upon members through interaction processes when 
those members are favorably evaluated by the group in terms of instrumen
tality for need satisfaction and emotional attachment.5

The Gibb interaction model explains inconsistencies in earlier 
theories by suggesting that leadership is situationally determined*

. the relative role an individual member assumes within the group 
is determined both by the role needs of the group and by the particular 
attributes of personality, ability, and skill which differentiate him 
from other members of the group, Thus, Gibb views leadership as

^ecil A, Gibb, "An Interactional View of the Emergence of Leader
ship," Australian Journal of Psychology 10 (June 1958)» 101-10,

^Gibb, "Leadership," p. 270. ^Ibid., p. 270.
^Gibb, "An Interactional View,” p. 109. ^Ibid., p. 109.
^Gibb, "Leadership," p. 268,
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these two in interaction," He contends, then, that leadership can he 
studied only within the framework of a general interactional theory,^

Leadership as Social Exchange

Another related interactional approach to understanding leader
ship views leadership as social exchange. The concept was first postu
lated by HOTians, who suggested that social behavior be considered as*

, , , an exchange of goods, material goods but also non- 
naterial ones, such as the symbols of approval or prestige. 
Persons that give much to others try to get much from them, 
and persons that get much from others are under pressure to 
give much to them. . , , For a person engaged in exchange, 
what he gives may be a cost to him, just as what he gets may 
be a reward, and his behavior changes less as profit, that is, 
reward less cost, tends to a maximum.^

As with the rationality assumptions of economic theory, Homans 
suggests that people tend to maximize individual returns (profits) in 
their exchanges with others. Behavior within and between groups may 
tend toward an equilibrium characterized by the achievement of "distri
butive justice," However, such a steady state may never be attained as 
members "jockey for positions" and modify their behaviors in their own 
self interests and at the expense of others,^

2-Ibid., p, 243.
George C, Homans, "Social Behavior as Exchange," in Organizational 

Behavior and the Practice of Management, rev,, David R. Hampton, et al, 
(Glenview, 111,: Scott, Foreaaan and Co,, 1968), p, 51,

3lbid,, pp, 40-51,
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Idiosyncrasy Theory

Hollander's idiosyncrasy theory views leadership as a social 
exchange in which the leader provides to the group special abilities 
and competences, Tlie leader's unique contribution earns him high status 
and influence in the group in return for which he helps the group to 
achieve its mutual goals and meet members needs. The group reciprocates 
by submitting to the leader's influence in terms of high job performance,^

When the leader conforms to the norms and expectations of the 
group and provides member satisfactions by meeting their needs, he earns 
idiosyncrasy credits. Idiosyncrasy credits, when accumulated to a suffi
cient degree, enables the leader to deviate from group norms as required 
to fulfill his leadership rale, which is influencing group members to modi
fy their behaviors as necessary to attain group goals, Hollander's re
search showed that when the leader deviates from group norms prior to 
accumulating a positive balance of idiosyncrasy credits, his influence 
is substantially diminished,^ One of the principle conclusions of 
Hollander and Julian, in their relatively recent review of leadership 
theory and research is that " , , , the key to an understanding of 
leadership rests in seeing it as an influence process, involving an im
plicit exchange relationship over time,

^Edwin P, Hollander and James W, Julian, "Contemporary Trends in 
the Analysis of Leadership Processes," Psychological Bulletin 71 (1969)i 
387-97.

^Edwin P, Hollander, "Conformity, Status, and Idiosyncrasy Credit," 
Psychological Review 65 (1958): 117-27î and Jacobs, pp, 96-IO6,

Hollander and Julian, p, 395»
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Jacobs* Social Exchange Theory

Jacobs' social exchange theory represents an elaboration of 
idiosyncrasy theory, Jacobs, in extension of the Hollander notion, 
suggests that subordinates* evaluations of their leader " , , , are 
made in terms of the criterion of successful accomplishment of group goals, 
weighted by their estimate of the value of those goals to themselves, and 
perhaps secondarily, by the degree of status the leader actually presumed 
to himself in relation to other members of the group, He emphasizes 
two "key features" of social exchange theory as being (l) the "expectation 
of reciprocation" on the part of the parties and (2) the “effect of a 
superior bargaining position,"2

In the formal organization where the leader is designated by 
position and, in effect, represents the organization within the group, 
the expectation of reciprocation has been referred to as the "psycholo
gical contract," a concept that has been attributed to Argyris and Levin
son,^ The term has been defined by 'Eaonas as " , . , the mutual expecta
tions of the individual and the organization as articulated by its 
managers,"^ By virtue of his positional authority and power of reward 
or coercion, the leader in formal organizations inherits a superior

Ijacobs, p, 109, , p, 112,
3John Paul Hotter, "The Psychological Contract: Managing the

Joinlng-Up Process," California Management Review 15 (Spring 1973): 92,
Roosevelt Thomas, "Managing the Psychological Contract," in 

Organizational Behavior and Administration, 3d ed,, ed, Paul R, Lawrence 
et al, (Homewood, 111, : Richard D, Irwin, 1976), pp, 465-80,
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bargaining position, and with it, considerable ability to influence others. 
Thus, Jacobs is convinced that effective organizational performance de
pends on the skill with which formal leaders "mediate" the exchange pro
cess between the organization and their subordinates. ̂

The various interaction approaches discussed above have received 
relatively little attention in the leadership literature. This is pro
bably due to (l) the fact that they are so broad as to provide little 
direct guidance to the practitioner and (2) the cwiplexi'ty of the inter
action models, which are characterized by numerous and intricately inter
related variables and pose overwhelming methodological problems of opera
tionalization for researchers. Nevertheless, these general interaction 
models have provided the theoretical bases for narrower interaction theo
ries that seem to offer great promise for describing, explaining, and pre
dicting leadership in organizations. One such theory is the "Role-making 
Model of Leadership,"

The Role-Making Model of Leadership

% e  role-making model of leadership conceptualized by Graen and 
others takes exception to certain implicit assumption of most behavioral 
theories. Those assumptions are that leaders develop homogeneous exchanges 
with their followers that can be expressed as an "average leadership style, ' 
and that subjects respond in some "average" manner. The role-making model

^Jacobs, p, 24,
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suggests that leaders behave differentially toward subordinates and that 
individual subordinates respond differentially toward a common leader,^

Accordingly, the role-gaking model, borrowing ideas from the Likert 
linking-pin" concept, examines "vertical dyad linkages," or leader^enber 
exchanges. Through interpersonal exchanges supervisors, over time, build 
managerial teams, and become, themselves, members of managerial teams at 
the next higher echelon of the organizational hierarchy,^

The system of v«rfcical dyad linkages conceived of in the role- 
making model is illustrated in Figure 2-6,

As suggested in the figure, research on the vertical dyad has shown 
that the individual managerial teams develop "in" groups and "out" groups, 
"In group" members develop "leadership exchanges" with their bosses, re
ceiving liberally from them such "positional resources" of the leader as 
influence in decision^aaking, inside information, etc, "Out group" mem
bers develop "supervisory" (authority based) exchanges with their bosses 
and are relatively neglected in terms of their leaders' positional re
sources.

George Graen and James F, Gashman, "A Role-Making Model of Leader
ship in Formal Organizations: A Developmental Approach," in Leadership
Frontiers, ed^ James G, Hunt and Lars L. Larsen (Kent, Ohio* Kent State Uni
versity, 1975) f pp. 1̂ 3-6:),

^James Cashman, et al,, "Organizational Understructnre and 
Leadership* A Longitudinal Investigation of the Managerial Role44aking 
Process," Organizational Behavior and Human Performance 15 (April 1976): 
278-96,
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FIGURE 2-6 
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SOURCEt Gashnan et al., "Organizational Understractnxe," p. 282

The complete role-making model is conceptualized below in Figure 
2-7 as an inpnt-eutpui system in which the leader-member exchanges (result
ing in in groups and out groups) constitute the process through which the 
member’s and leader’s characteristics (inputs) are transformed into out
puts of job performance, job satisfaction and job problems, % e  model 
also treats as an input the "early dyadic relationship" between leader and 
member, a variable which strives to measure the " . . .  relative openness 
of a leader to individualized assistance for a member. This "negotiat
ing latitude" input variable is used to predict whether a member will 
belong to an in group or an out group. Indirectly, then, as suggested by

^Graen and Gashnan, p. 1̂ 5.
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FIGURE 2-7 
THE HOIE^ÎAKING MODEL OF LEADERSHIP

Input Process Output
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Job Tenure Leader-4îember Exchange
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Sex 1, Interlocked Behavior Job Performance
Other (a) member behavior: (rating)
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(b) leader behavior:
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Leader’s Characteristics: Job Satisfaction
Education 2. Working Relationship Overall
Job Experience (a) support Work
Job Tenure (b) sensitivity Supervision—
Age (e) trust Interpers, Relations
Sex Supervision-
Other Tech, Competence

Performance Rewards
Early Dyadic Relationship: Job Problems

Latitude Member Report
Superior Report

SOURCE t Graen and Cashman, p« 152.

the -toeory, the early dyadic relationship, as aeasnred by -toe leader’s 
negotiating latitude, will determine the member’s job performance, his 
job satisfaction and the relative nnmber of job problems he experiences. 

The developers of the role-making model have given careful atten
tion to methodology, particularly to the development of valid reliable 
measures. The theory has been successfully tested and replicated in
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several organizations and seems to have predictive validity. The impli
cation for management is that training of leaders and gronp members in 
team-building skills, particularly during organizational periods, may pay 
dividends in terms of increased organizational effectiveness,^

Expectancy Theories

Expectancy theories are general motivation theories nhi(± suggest 
that an individual's behavior in a particular situation depends upon (l) 
his expectancies with respect to his accomplishment of a given act,
(2) the instrumentality of that act for the attainment of valued outcomes, 
and (3) the valence or attractiveness of those outcomes. The numerous 
models that have evolved have their historical origins in the writings 
of Tolman and Lewin, but the idea was popularized in the organizational 
context by V r o o m . Z

Vroom's model, as interpreted by Litterer, typifies the numerous 
expectancy theories that have been elaborated, and is illustrated in 
Figure 2-8 below, Tie model suggests that the individual will be moti
vated to perform act i depending upon his expectancy that the act will 
lead to the immediate objective j (e.g., successful accomplishment of the

llbid., pp, 155-64.
^Edward 2, lawler III, Motivation in hicœk Organizations (Monterey, 

Cal, : Brooks/Cole Publishing Company, 1973)» pp. 44^0; Leon Reinharth
and Mahmoud A, Wahba, "A Test of Alternative Models of Expectancy Theory," 
Human Relations 29 (March 1976): 257-72; Campbell et al,, pp, 3^3-48.
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FIGURE 2-8 
EXPECTANCY THEORY MODEL

Expectancy Instrumentality

Need ----^  Act or  ^  Immediate------------------ Goal or--------^
behavior Objective Reward

(1) (j) (k)
1st level outcome 2d level outcome

     /

SOURCE: Adapted from Joseph A. Idtterer, Ihe Analysis of Organi
zations. 2d ed, (New York: John Wiley & Sons, 1973)# p. 153»

work assignment, or the organizational goal), the expected instrumentality 
of act i for attainment of an individual reward, k (e.g., promotion), and 
the attractiveness (valence) of the anticipated reward to the individual. 

Numerous variations exist of the model described above. Many of 
the models provide additional levels of outcomes on the basis that organi
zational rewards, such as promotion, are not valued in themselves, but 
only insofar as they satisfy basic human needs such as security, social, 
esteem, etc. Some use additive and multiplicative combinations of expect
ancy, instrumentality, and valence in operationalizing the concept.

With respect to leadership, expectancy theory (cin interaction 
approach) has reached its most mature state in the Path-Goal Theory of
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Leadership Sffectireness,^ Because of its emphasis on the moderating 
influence of certain "contingency" variables on the e%?ectancy-instru- 
mentality-valence pattern, the Path-Goal theory is discussed below as a 
contingency theory of leadership, Ihe next section deals with the ex
panding domain of situational approaches and contingency theories.

Situational Anuroaches and Contingency Theories

General

None of the approaches to leadership theory discussed above appear 
capable, in themselves, of describing, explaining, and predicting effective 
leadership. Throng the years there has been a growing awakening to the 
influence of the situation on the infinite number of interrelationships 
that need to be examined in the development of theories of organization,
'Riis awareness occurred very early in the trait approach to leadership, as 
evidencedb7 Stogdill's review of 1948,^ Figure 2-9 illustrates the evolving 
awareness of theorists concerning the importance of situational influences 
on leadership processes,

15ie transition of thinking about leadership characteristics as 
general variables that differentiate leaders from nonleaders (or effective 
leaders from ineffective leaders) to thinking about effective leadership 
as being a function of the leader, the followers, and the situation

iHouse, pp. 321-28,
%togdill, "Personal Factors,” pp, 35-71,
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FIGURE 2-9 

SITUATIONAL VIEWS

Lewin (1935)

Bird (1940) 

Barnard (1946) 

Stogdill (1948)

Hemphill (1949)

Mann (1959)

" , , , to understand or predict the psychological behav
ior (B) one has to determine for every kind of psychologi
cal event (actions, emotions, expressions, etc.) the momen
tary whole situation, that is, the momentary structure and 
the state of the person (P) and of the psychological environ
ment (E). B - f (P, E). "1
"“Hie great diversity of situations demanding leadership 
challenges the practice of ascribing general personality 
traits to all leaders,
The appropriate behavior of leaders depends upon the "condi
tions of leadership", that is, whether the leader is oper
ating under "stable conditions" or "unstable conditions,
"A person does not become a leader by virtue of the posses
sion of some combination of traits, but the pattern of person
al characteristics of the leader must bear some relevant rela
tionship to the characteristics, activities and goals of the 
followers. , . , It becomes clear that an adequate analysis 
of leadership involves not only a study of leaders, but also 
of situations.
"A view of leadership which stresses the situational nature 
of the leader’s behavior gives a sound behavioral foundation 
for practical programs in the selection and training of those 
who are to direct group activities. "5
"Sufficient evidence has accumulated to give impetus to the 
situational approach to leadership, which maintains that 
leadership is an emergent phenomenon, created through the 
interactions of individuals (leaders and followers) and that 
the selection and stability of any leadership pattern is a
function of the task, composition, and culture of the group. ..6

^Kurt Lewin, A Dynamic Theory of Personality (New York: McGraw-Hill
Book Co., 1935), p. 79.

^Bird, pp. 376, 390. ^Barnard, p. 22.
Stogdill, "Personal Factors," pp. 64-65.
5john K. Hemphill, Situational Factors in Leadership (Columbus, Ohio: 

Ohio State University, 1949), p. 101. "
^Richard D. Mann, "Review of Relationships," p. 246,
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parallels a shift in psychological theory, Lewin described this transi
tion in psychological theory as a change from an "Aristotolian Approach" 
to a "Galileian Approach. "1 In the Aristotolian approach one seeks laws 
and generalizations through an "averaging" process, This approach " , , , 
does not regard exceptions as counter arguments so long as their frequency 
is not too great. Laws derived through the Aristotolian approach apply 
" . . .  to an average situation." But Lewin reminds us " . . . that 
there is no such thing as an 'average situation' any more than an average 
child."3

The growing disenchantment of scholars with the usefulness and 
reality of an Aristotlian approach to leadership theory has caused them 
to seek better understanding of phenomena of interest by examining the 
elements of each situation in which leader behavior occurs. The lack of 
realism and the overgeneralization of Aristotolian approaches to leadership 
resulted in a growing demand for situational theories which, though they 
sacrifice generality for realism, are useful to the practitioner. The 

result has been the fruitful develoiment of approadies such as the inter
action and exchange theories of leadership described above.

But the situational approach has problems, too. In situations 
involving highly variable human behavior, no two situations are entirely 
alike. The "Galileian Approach," in Lewin's terminology, requires that 
the manager examine each unique situation in order to try to understand

^Lewin, pp. 1-42. %bid., p. 19,
3lbid., p. 38.
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the dynamics of the relevant interpersonal interactions. Emphasis is on 
situational diagnosis and the application of laws of the behavioral 
sciences to the "pure case" through "action research.The manager is 
left to sort out for himself (at considerable time and expense) how the 
relevant aspects of the situation influence leadership in his particular 
case. The situational approach precludes generalization beyond the level 
of the small work group, since the situation differs dramatically froa one 
work group to another and, also, within a given work group in response to 
temporal influences. Thus, situational theories are necessarily limited 
in scope to the micro-level of organizational analysis.

While the interaction and exchange theories more accurately reflect 
reality, their lack of generality and difficuliy of application have caused 
scholars of late to call for a new emphasis. Thus, Korman, in discovering 
inconsistencies in the research findings concerning Consideration and 
Initiating Structure, called for " . . .  systematic conceptualization of 
situational variance as it might relate to leadership behavior And a re
search program designed to test such a conceptualization so that direction 
might be given to the field. Working at the macro-organization level, 
Kast and Hosenzweig have noted the evolving contingency view in organiza
tion theory and describe it as " . . .  a mid-range concept that recognizes 
the complexity involved in managing modem organizations, but uses patterns

^Ibid., pp. 25-26; Papanek, pp. 317-22.
2.Kerman, "Consideration and Initiating Structure," p. 355.
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of relationships and/or configurations of sutsysteas in order to facili
tate improved practice.Their "mid-range concept" reconciles the search 
for the "one best way" with a realization that every situation is, in 
reality, different. Contingency theories are thus evolving which tend to 
reconcile the conflicting needs for reality and generality in theory and 
which reflect a compromise between the Aristotolian and Galileian approach
es to theory. Figure 2-10 illustrates the relationship of the evolving 
contingency approach to the alternative approaches described by Lewin,

More and more, organizational researchers have begun focusing on 
the search for moderating, or contingency, variables to help explain in
consistencies in earlier theoretical models. The excitement for this new 
approach to leadership theory highlighted a symposium held at the Southern 
Illinois University in 1973» in which the focus was on contingency approaches

pto leadership. The next section describes some of the major theories and 
research on leadership that have applied the mid-range, contingency approach 
discussed above.

Contingency Theories of Leadership

The evolving contingency theories of leadership can be described 
in terms of (l) hypothetical models and (2) gnpirically supported theories.

^Kast and Hosenzweig, Contingency Views, p, 3k6,
2James G, Hunt and Lars Larsen, eds,, Contingency Auuroaches to 

Leadezrshin (Carbondale, 111,: Southern Illinois Universiiy Pr««s- 197^)*
pp, xv-xix.



FIGURE 2-10 
APîROAGHES TO lilADEHSHIP THEORY

Generalizing
Approach

(Aristotolian)
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Approach
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Situational
Approach
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Describing processesf 
identifying relevant 
variables in process
es; teaching situation
al diagnosis based on 
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iors as influenced by 
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Exaiuple Management Grid Fiedler's Contingency Theory Jacobs* Social Exchange 
Theory

Major Contri
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Understanding Intervention at the macro 
level

Intervention in parti
cular situations

SOURCE1 Adapted from Lewin, pp. 1-42,
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Hypothetical Models

Hypothetical models are those theories that are not supported by 

scientific research, where scientific research is defined as " . . . systema

tic, controlled, empirical, and critical investigation of hypothetical pro

positions about the presumed relationship among natural phenomena,Five 

theories will be discussed in this section: the Continuum of Leadership 

Behavior, the 3-3 Theory, the Life Cycle Theory, the Three Pattern Approach, 

and the Hast and Hosenzweig Contingency Model.

The Continuum of Leadership Behavior

Tannenbaum and Schmidt provided a conceptual framework to describe 

the range of alternative behaviors available to the manager depending on 

the situation he faces.2 The range of alternatives is illustrated in 

Figure 2-11. The alternatives range from one extreme, where the manager 

makes a decision and announces it (boss-centered leadership) to the other 

where the manager pro’/ides broad operational guidelines to his subordinates 

and allows them autonomy in their decision making within those guidelines 

(subordinate-centered leadership).

^Fred N. Xerlinger, Foundations of Behavioral Research. 2d ed.
(New York: Holt, Hinehart and Winston, 1973)f ?. H.

^Robert Tannenbaum and Warren H. Schmidt, "How to Choose a Leader
ship Pattern," Harvard Business Review 51 (May-June 1973): 162-80.
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PIGÜHS 2-11 
GOHTIZJIJIW OP lEADEHSHIP BEHA7ICS

Bcjss-centered
Subordinate-centered 

II — ■ - leadership

Use of authority 
by the manager

Area of freedom 
for subordinates

Manager
presents

Manager
permits

Manager
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Manager
makes

Manager
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decision 
and
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it.

ideas and
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tentative 
decision 
subject to 
change.

problem, 
gets
suggestions,
makes
decision.

limits; 
asks group 
to make 
decision.

subordinates 
to function 
within limits 
dehaed by 
superior.

SOUECEi Tazmenbaoa and Sehaidt, p. 164,

In the Taanenbanm and Schmidt conceptnal model the moderating (or 
contingency) variables which determine the appropriate behavior are classi
fied under the headings (l) forces in the leader, (2) forces in the subordi
nate, and (3) forces in the situation. Figure 2-12 summarizes those forces 
which the leader must take into account in choosing his behavioral style.

In 1973 the authors reviewed their conceptual model and updated it, 
stressing a new emphasis on the "interdependency" of the forces acting on 
the manager, the subordinate,and the situation. They also added to the 
list of forces in the situation the external "organizational environment" 
and the "societal environment, " Further, instead of the manager determining 
the appropriate leadership behavior for a given situation, they see that
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FIGI3HE 2-12 
GONTINGSNCY VARIABLES

Forces in the Manager 
Valne System 
Confidence inclinations 
Feelings of security

Forces in the subordinate
Needs for independence
Beadiness to assume responsibility
Tolerance for ambiguity
Interest and appreciation for problems
Committment to organizational goals
Competence
Expectations about decision making

Forces in the Situation
Organization Type 
Group effectiveness 
The problem itself 
Pressure of time

SODRCEî Tannenbaum and Schmidt, pp. 173-79.

behavior as being determined " by interaction— direct or indirect—
between the two parties,

The contribution of the Tannenbaum and Schmidt model is the 
suggestion that there is no "one-best-way" of leadership, but that the 
most effective behavior depends upon situational factors. The authors 
presented hypothetical factors believed to determine the most appropriate

-Ibid., pp. 166-68.
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s-lgrle, but provided no research evidence to support their concepts nor 
specific guidance on how the model could he applied.

The 3-D Theory

Reddin's 3-D Theory, the second of the hypothetical contingency 
models to he described here, builds on two dimensions identified in 
behavioral "üieory, task orientation (TO) and relationships orientation 
(h o ), and adds a third "effectiveness" dimension.^ Pour "basic" styles 
are availaU.e to the manager based on relative degrees of TO and RO 
incorporated into his behavior, as shown in Figure 2-13.

% e  basic styles are illustrated in the center box of Figure 2-13. 
The "separated" style represents the style of a manager who is relatively 
low in both TO and HO and who is especially " . . .  concerned about correct- 
.ing deviations." The "related" manager is hi^ on HO and low on TO; he 
tends to ” . . . accept others as he finds them." A manager who is low 
on HO and high on TO uses a "dedicated" style acd " . . .  tends to dom
inate others," The "integrated" style describes a manager who has high 
TO and RO and who " . . .  is a joiner and takes great pains in getting 
appropriately involved with individuals or groups over work. Each style 
represents a rather wide range of behaviors.

^William J. Seddin, Managerial Effectiveness (New York: McGraw-
Hill Book Co., 1970), pp. 11-17.

2lbid., pp. 30-32.
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FIGUBE 2 -1 3  

THS 3-D  MODEL

Missionary Com prom iser

D eserter A utocrat

Related Integrated

DedicatedSeparated

Developer Executive

Bureaucrat Benevolent
autocrat

SOURCE* Reddin, p, 13.

Since Reddin theorizes that no one style is always appropriate, he 
adds an effectiveness dimension with appropriate labels to distlrgcish 
between the "more effective" and "less effective" equivalents of the four 
basic styles, Fignre 2-14 illustrates this point,

Reddin provides lists of "indicators" for each of the twelve styles 
described "üie model to aid in application of the theory.^ Whether or not

^Ibid,, pp. 205-34,



74

FIGURE 2-14 
EFFECTIVE AND IHEFFECTIVE STYLES

Effective Ineffective
Basic Style Equivalent Equivalent
Separated Bureaucrat Deserter
Related Developer Missionary
Dedicated Benevolent Autocrat Autocrat
Integrated Executive Compromiser

SOURCE: Reddin, p. 13.

a given style is effective or ineffective (i.e., whether a manager nsing a 
separated style should he called a Bureaucrat or a Deserter) in a given 
situation depends upon situational "demands", which are classified by 
Reddin under the categories (l) organizational philosophy, (2) technology,
(3) superior, (4) coworkers, and (5) subordinates.̂  Reddin believes that 
a manager, though he tends to adhere to a single "dominant" style, is 
capable of varying his basic style widely. Thus, in order to provide 
effective leadership the manager must be able to (l) maintain style flexi
bility, (2) diagnose the work situation to ascertain the given and required 
leadership behaviors, and (3) make changes in the situation or his manager
ial style so as to match his style with the demands of the situation.

The 3-D "Hieory provides some indication of how the situational 
determinants influence managerial style. For example, Reddin provides a 
list of 20 "technology demands indicators" (5 for each basic style) to 
determine what style is appropriate for a given technology. Applying

llbid., pp. 15-16.
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these indicators, Reddin suggests:

A technology demanding separated behavior by the manager 
. , . would be one in which subordinates do more thinking than 
acting, where what subordinates actually do follows established 
procedures, where the work is very interesting in itself, where 
subordinates can to a large degree decide their own effective
ness standards, and where the tasks are basically simple.^

The author has developed a test instrument for the measurement 

of managerial style and has reportedly applied the concepts in numerous 

seminars involving managers from a variety of firms and organizations. 

Although Reddin offers very limited evidence that managers can be trained 

to be more aware of their managerial, styles, he offers no research evidence 

which relates a given managerial style to organizational effectiveness 

under the influence of the relevant situational variables. The contri

bution of the 3-D Theory to the body of leadership knowledge is that it 

provides (l) a useful technique for describing and measuring leadership 

styles and (2) a basis for formulating hypotheses concerning the influ

ence of a number of moderating variables on the relationship between 

leader behavior and effectiveness.

Life Cycle Theory

Another contingency-oriented hypothetical model of leadership 

effectiveness is the Hersey and Blanchard Life Cycle Theory.^ Drawing 

heavily from Reddin's 3-D Theory, the authors arrive at a more simplistic

llbid., p. 73.

^Hersey and Blanchard, pp. 133-48.
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curvilinear model in which the pirinciple moderating variable is follower 
maturity (Figure 2-15).

FIGURE 2-15 
LIFS CYCLE MODEL

SOURCE: Hersey and Blanchard, p. I38.

Maturity is defined in terms of the Argyris Immaturity— maturity
continuum in which the psychologically immature individual empresses
infantile qualities (passivity, dependence, subordinateness, etc.) and
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the psychologically mature person expresses contrasting adult qualities 
(activity, independence, equality, or superordinateness),^

As in 3-D Theory the vertical and horizontal axes describe rela
tive levels of relationship and task behavior, respectively, and the third 
dimension relates to leadership effectiveness. Leadership style is ex
pressed in terms of four possible styles: (l) high task and low relation
ship, (2) high task and high relationship, (3) high relationship and 
low task, and (4) low task and low relationship , As suggested in Figure 
2-15, any single style (l, 2, 3, or 4) applied consistently over time, 
without regard for the psychological maturity of the foUower(s), will be 
ineffective (indicated by the circles on the left side of the diagram),

% e  most effective style will depend upon the relative maturity of 
the followers. For psychologically immature followers, the model suggests 
that the only effective style is style 1 (hi^ task-low relationship).
For nature followers style 4 (low task-low relationship) is most appro
priate, The effective style for followers of average maturity is either 
style 3 (hiĝ i relationship-low task) or style 2 (high task-high relation
ship).

Like Reddin, Hersey and Blanchard perceive the manager as being 
able to change his leadership style to suit the situation. Also, through 
the technique of Organizational Behavior Modification (OB Mod), the manager 
has some capability of influencing the behavior of his subordinates in 
the direction of greater maturity,^ Hence, the ability of the manager

^Ibid., pp, 50-53. Zibid,, pp, 152-58,
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to diagnose the situation and make appropriate changes is the essence 
of effective leadership,^

The theory is intuitively appealing, hut lacks explicit research 
support. The fundamental contribution is the identification of the power
ful moderating variable, subordinate maturity, as a potential influence on 
effective leader behavior.

The Three Pattern Approach

The Three Pattern Approach of Katz and Kahn defines and explores 
the concept of leadership within an open system framework in which leader
ship is seen as " . . , the influential increment over and above mechanical 
compliance with the routine directives of the organization,"^ With res
pect to the five bases of power conceptualized by French and Haven, then, 
only "referent" and "expert" power are involved in leadership. (The role- 
given powers— legitimate power, reward power, and punishment power— are 
considered to be conferred by the organization equally upon managers at 
the same level of the organization, and hence are not of the essence of 
leadership, )3

The unique function of leadership in organizations is the origi
nation, interpolation and administration of structure. The tern "struc
ture" has a special meaning in the Katz and Kahn formulation, referring 
to the cyclical patterns of activities and subactivities (or events)

^Ibid,, p, 133. ^Katz and Kahn, p. 302.
3lbid., p. 302-303,
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involved, in the input-transfoxnation-output system which characterizes 
organizations operating in an open system.^ The leader's special job 
is to originate (change, create or eliminate), interpolate (supplement 
and piece out), and administer (use) cyclical patterns of activities 
involved in the transformation process,

"5ie contingency implications of the Katz and Kahn model are 
demonstrated in Figure 2-l6, The emphasis of the leadership process 
varies depending upon organizational level. Leadership at the top 
echelons of organizations tends to focus on the origination of strueture; 
leadership at the Intermediate and lower levels tend to focus on inter
polation and administration, respectively. The model implies that differ
ent levels of management require different cognitive and affective abilities 
and skills, (Cognitive abilities and skills are described as task-oriented 
requirements and affective abilities and skills as relationshius-oriented 
requirements based on the two fundamental dimensions of behavior isolated 
in the leadership literature,)

% e  cognitive (task related) requirements for originating structure 
(at the top management level) dictate that the manager maintain a systems 
perspective. That is, he must recognize that the organization is a part 
of a larger environmental system (the external perspective); he must behave 
with sensitivity to environmental demands and opportunities, Furthermore, 
the manager at top echelons must perceive his organization as consisting 
of diverse, interacting subs3Tstems that must be integrated and harmonized.

Îbid., p. 20-21.



FIGURE 2-16 
THE THREE PATTERN MODEL
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SOURCE* Katz and Kahn, p. 312,
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With these perspectives the top level manager is able to see structure 
as a means, not an end in itself, and can establish or modify patterns 
of activities in response to changing demands of the internal and exter
nal environments.

The affective (relationship oriented) requirement for originating 
structure is, according to Katz and Kahn, "charisma, . . . that magical 
aura with which people sometimes endow their leaders."^ Through his 
actions in originating structure and his "social distance" from the organi
zational rank and file, the top level manager is able to " , . , develop 
an emotional tie which is not accessible to the lower echelons of super
vision.

At the middle management level the behavioral emphasis is on 
interpolation of structure, or developing " , , , ways and means for imple
menting existing policies and reaching existing organizational goals, "3 
This often involves initiating patterns of subactivities required to 
flesh out the grand design originated at the top level of management. It 
is a cognitive requirement that the middle manager have a two-way systems 
orientation. The manager must understand the internal workings of his own 
subsystem as well as the relationship of that subsystem in the larger 
organization. Also, he must know his immediate work group.

Required affective abilities and skills at the middle management 
level involve the "integration of primary and secondary relations,"

Îbid,, pp, 318-19. %bid,, p, 318. 3iMd,, p. 319.
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Primary relations concern " . . . direct face-to-face interaction," are 

"person-specific rather than universalistic," and are " . . .  affectively 

connected rather than rationalistically role-related."1 Secondary rela

tions " . . .  are those interpersonal transactions required by organiza

tional role."2 The ideal manager strives to involve "whole" people in 

organizational activity by tempering organizational requirements to the 

needs of his subordinates in a creative way. He introduces " . . .  pri

mary variations on the secondary requirements of organization," or in 

other words, "he adapts his own interpersonal style to the needs of other 

persons" to obtain the total committment of his subordinates.3

The behavioral emphasis at lower levels of the organization is 

on administration, or the use of predesigned patterns of activities and 

subactivities. The cognitive requirement of leaders at lower levels of 

the organization is for technical knowledge and understanding of the 

system of roles, regulations, and procedures laid out by higher hier

archical levels. The affective, or socio-emotional orientation of the 

leader must be toward enforcement of the rules " . . . in a clear, con

sistent, fair manner." The ideal lower echelon leader concerns himself 

with enforcing the spirit, not the letter, of the law.^

The implications of this three pattern model are that managers 

are not interchangeable between hierarchical levels of the organization. 

As the manager progresses upward in his career, he finds it necessary to 

gradually adjust his leadership from an early emphasis on administration

llbid., p. 323. 2%bid., p. 322. ^Ibid., pp. 325-26.
2lbid., pp. 328-29.
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to later emphasis on interpolation and origination of structure. As he 
progresses he must learn new skills and develop new orientations. Each 
promotion calls for new abilities, without which the manager will have 
reached his "level of incompetence,

The major contribution of the Katz and Kahn three pattern theory 
of leadership is the identification of an important contingency variable 
relevant to effective leadership— hierarchical level. The theory suggests 
that past inconsistencies in research findings on effective leadership 
may be at least partially attributed to the failure to account far the 
influence of hierarchical level.

The Kast and Hosenzweig Contingency Model

“Rie Kast and Hosenzweig Contingency Model is a macro-level hypo
thetical model of organizations which transcends the narrower domain 
of leadership theory.^ Nevertheless, the model provides an intuitively 
appealing conceptual framework derived from the research literature 
which contributes to a better understanding of leadership in formal 
organizations. The Contingency Model represents an integration of num
erous contingency ideas around the central notion of Bums and Stalker 
concerning "mechanistic" and "organic" organizational systems.^

^Laurence J. Peter and Haymond Hull, The Peter Principle: Why
Things Always go Wrong (New York: Bantam Books, 1969), pp. 7-10.

%ast and Hosenzweig, Contingency Views, pp. 303-20,
3Burns and Stalker,cited by Perrow, pp. 37-^7«
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Burzis and Stalker examined groups of firms operating in relatively 
stable (or certain) environments, firms which were trying to move into an 
electronics industry which was characterized by a relatively uncertain, 
changing environment. Their findings suggested that certain characteristics 
were appropriate for organizations operating in stable environments ("mech
anistic" systems) and different characteristics wars appropriate for organi
zations operating in rapidly changing environments ("organic" ^steas).

Building on the Burns and Stalker research and other contingency 
concepts, Kast and Hosenzweig developed an integrated "Contingency Model" 
which is conceptualized and interpreted in terms of "two polar descriptions 
of organization systems or types: closed/stable/mechanistic and open/ 
adaptive/organic." The environments (or "environmental suprasystems") 
which inspire closed/stable/mechanistic and open/adaptive/organic organi
zational systems, and their key dimensions, are shown in Figure 2-17.

The closed/stable/mechanistic organizational type (hereafter des
cribed as mechanistic) tends to be bureaucratic in nature and operates in 
a relatively closed, certain, deterministic environment. The mechanistic 
organization is characterized by (l) a highly formalized structure; (2) 
relatively repetitive, routine tasks; (3) many written procedures, rules, 
and regulations; (4) clear definition of reponsibility and authority;
(5) autocratic decision-making; and (6) emphasis on stable, efficient per
formance. The open/adaptive/organic (hereafter described as "organic") 
organizational type is non-bureaucratic and operates in relatively open, 
uncertain, indeterminate environments. The organic type of organization 
is characterized by (l) highly informal structure; (2) varied and nonroutine
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FIGURE 2-17 
ENVIRONKESTS AHD CEGAHIZATIONAL SYSTEMS

Systems and Their 
Key Dimensions
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Fixed and well defined.

Relatively open. Many 
participants have ex
ternal relationships. 
Varied and not clearly 
defined.

Organization means for 
interfacing with 
environment

Routine, standardized 
procedures

Nonroutine, flexible 
arrangements

Inter organizati onal 
relationships

Few organizations and/or 
organization types with 
well-defined, fixed 
relationships

Many diverse organizations 
with changing relation
ships

SOURCE* Kast and Rosenzweig, Contingency Views, p, 315»
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tasks; (3) few written procedures, rules, and regulations; (4) relatively 

vague definition of responsibility and authority; (5) participative decis

ion-making; and (6) emphasis on effective problem solving and innovation.^ 

The Kast and Rosenzweig model is all-encompassing and describes 

characteristics of all organizational subsystems including (l) the overall 

organizational system, (2) the technical system, (3) the structural system, 

the psychosocial system, and (5) the managerial system. "Leadership 

style" constitutes an important "dimension" of the psychosocial system, 

which is described in terms of 17 dimensions in all, including such things 

as interpersonal relationships, status structure, and motivational factors.

The implications of the model for leadership theory is that it 

suggests that the most appropriate (effective) style of leadership is 

contingent upon organization type (which in turn is determined by the 

environmental suprasystem). The mechanistic organization requires an 

"autocratic, task-oriented desire for certainty" style, whereas the or

ganic organization demands a "democratic, relationship-oriented tolerance 

for ambiguity" style. In effect, the Contingency Model of Kast and Rosen

zweig suggests that two contingency variables exert powerful influence on 

leadership in formal organizations: (l) the nature of the external environ

ment and (2) the organizational type, expressed in terms of closed/stable/ 

mechanistic versus open/adaptive/organic.

^Kast and Rosenzweig, Contingency Views, pp. 305“20.
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Smpirica-n-y Sn-p-ported Theories

Empirically supported contingency theories of leadership are 
theories that have evolved through scientific research and which have 
been fully reported in the literature. A number of sophisticated contin
gency theories have been formulated in the last decade, the earliest and 
most well-known of which is Fiedler's %eory of Leader Effectiveness.

Theory of Leadership Effectiveness

Fiedler's Theory of Leadership Effectiveness (the Contingency Model) 
provides a "framework for understanding leadership effectiveness" in work 
groups.1 Fiedler suggests " . . .  that the effectiveness of a group is 
contingent upon the relationship between leadership style and the degree 
to which the group situation enables the leader to exert influence.The 
situational factors deemed important by Fiedler include (l) the personal 
relationship between leader and group members, (2) the task structure, and 
(3) the position power of the leader.3 In more specific terms the theory 
may be summarized by stating that effective leadership style is a function 
of task structure, the personal relationship between leader and group 
members, and the position power of the leader.

The situational determinants are arranged in the model in such a 
way as to describe a continuum of favorability for leader influence on his 
work group. In Figure 2-18 a situation which is highly favorable for the

F̂iedler, Theory, p. 3. ^Ibid., p. 15.
3lbid., pp. 22-35.
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FIGURE 2-18 
CQmTINUUM of situational FAVORABILITY

Situational Determinants
Leader-Memter Relations

Hi Situational
Favorability Lo

Good Poor
Taak-Structure Hi Lo Hi Lo
Leader Position Power Hi Lo Hi Lo Hi Lo Hi Lo

Situational "Cells" 5 6 8

SŒIRCE: Adapted from Fiedler and Chemers, p. 70,

leader (situational cell l) is one in which leader-member relations are 
good, the task is highly structured, and the leader has high position 
power. On the other hamd, a situation which is highly unfavorable for 
the leader (situational cell 8) is one in which leader-member relations 
are poor, the task is unstructured, and the leader has little, if any, 
formal authority over group members,^

An unusual feature of Fiedler's theory is his definition of leader
ship style. Leadership style is expressed in terms of "Least-Preferred 
Coworker (LPC)"scores. To determine an individual's leadership style, he 
is asked to describe his least-preferred coworker (the person with whom

^Fiedler and Cheners, pp, 63-70,
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he works least well) on a semantic differential form. One sample item 
from the 16 item scale is shown below:

Pleasant t t :____ t_____:____ :_____t_____Unpleasant
8 7 6 5 4 3 2 1

Examples of other characteristics evaluated by the respondent on the seman
tic differential form are friendliness, helpfulness, closeness, etc.
Scores on the l6 items are summed to permit the respondent to be evaluated 
in terms of a total IPG score, ̂

LPC is interpreted as an "index of motivational hierarchy, or of 
behavioral preferences."^ The leader who scores high on the LPC instrument 
" . . .  has as his basic goal the desire to be related, " He tends to be 
relationship-oriented in his behavior. The goal of the low LPC leader is 
" , , , to accomplish the task," hence, he behaves in a task-oriented 
manner,^

Fiedler views leadership style as being a relatively stable person
ality ingredient, susceptible to modification, but only at great expense 
and difficulty through treatment " , , , tantamount to psychotherapy,
Thus, the Contingency Model implies that in order to obtain effective 
leadership in a given situation, it may be necessary to manipulate the 
situational determinants to fit the relatively inflexible style of a given

^bid,, pp. 73-74. ^Ibid,, pp. 74-76, 
^Ibid,, p. 76, ^bid,, p, 76,



90

leader. Fiedler describes such loanipulative change as "organizational 
engineering.

Fiedler has found that the most effective leadership style for 
favorable leadership situations (situational cells 1, 2 and 3 in Figure 
2-18) and for highly unfavorable leadership situations (cell 8) is the 
task-oriented (low-LEC) style. On the other hand, situations intermediate 
in favorableness for the leader (cells 4 and 5) call for the relationship- 
oriented, considerate (high-LPC) style of leadership. (Empirical evi
dence is scarce with respect to cells 6 and 7, and the theory is silent 
concerning the relative effectiveness of leaders with moderate LPG scores.

The major contribution of Fiedler's research is that it strongly 
suggests that the appropriate leadership style depends upon situational 
variables. Fiedler demonstrates that it is possible to isolate and 
measure relevant situational variables that bear on the effectiveness of 
leaders in formal organizations. He has stimulated the search for other 
powerful moderating variables that influence leadership and has, by 
example, encouraged researchers to apply the contingency approach in 
other domains of organizational theory.

Mann's Skill-Mix Theory

Mann's skill-miz theory holds that managers, or supervisors, 
require some appropriate mix of technical, human relations, and administrative 
skills in order to fulfill their roles as "structural coordinative ]inking

llbid., pp. 150-52. 2jbid., pp. 78-91.
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pins" in formal organizations.^ The appropriate mix of these three 

classes of skills is dependent upon (l) the organizational level at 

which the manager operates and (2) temporal influences such as the 

relative stage of an organization's life cycle.

Mann's skill-mix hears some resemblance to the Ohio State 

leadership behavior dimension of consideration (human relations skills) 

and initiating structure (administrative and technical skills). Human 

relations skill concerns " . . .  the ability to use pertinent knowledge 

and methods for working with people and through people,” (or interper

sonal competence).2 Technical skill "... refers to the ability to 

use pertinent knowledge, methods, techniques, and equipment necessary 

for the performance of specific tasks and activities, and for the di

rection of such performance."3 Administrative skill is " . . , the 

ability of the supervisor to think and act in terms of the total sys

tem within which he operates ..." and involves " . . .  planning, 

programming, and organizing the work, assigning the right tasks to the 

right people . , .", etc,^ The relative independence of these three 

classifications of leadership skills has been empirically supported in 
a factor analysis.5

^Floyd C. Mann, "Toward an Understanding of the Leadership Role 
in Formal Organizations," in Leadership and Productivity, ed. Robert 
Dubin et al. (San Francisco: Chandler Publishing Co., I965), pp. 68-103.

2lbid., p. 74. 3ibid., p. 73.

^bid., p. 75. 5lbid., p. 96.
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For effective leadership, it is necessary that the manager possess 
these abilities in variable degrees depending on the contingency variables 
of hierarchial level and life cycle of the organization. At lower levels, 
the manager must be highest in technical skill with human-relations skill 
a close second. At the hipest (top management) levels, the more effective 
executives tend to be highest in administrative skill. In newer organiza
tions, -tiie Mann research suggests that the more effective middle managers 
demonstrate relatively high administrative skill; in older organizations 
characterized by technological obsolescence, high human relations abililqr 
is requisite to the success of first and second level supervisors.^

The skill-mix research also suggests other temporal factors signi
ficant to effective leadership. For instance, in a study of a computer 
system changeover it was shown that for groups closely involved, the more 
effective supervisors shifted from emphasizing human relations skills to 
technical and administrative skills. Later, after the transition, they 
shifted back to a reliance on their human relations abilities.2

Mann's work has demonstrated the important moderating effects of 
hierarchical level and temporal influences on leader behavior.

Wofford's Situational Framework

Wofford's situational framework for understanding managerial 
behavior is based on an empirical study involving employees from 88

llbid., pp. 94-96. Zibid., pp. 90-94.
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companies in the Dallas-Fort Worth area.^ The employees described their 
Immediate supervisor's behavior on a factor analysis-derived questionnaire 
which measured the supervisor's behavior in terms of the 5 behavioral 
dimensions shown in Figure 2-19 (Column l).^

FIGUES 2-19 
YABIABLES OF WOFFŒD's MODEL

(1)Managerial
Behavior
Dimensions

(2)
Situational

Factors
(3)Effectiveness

Criteria
I Group Achievement 

and Order
I Centralization and I 

Work Evaluation
Work Unit 
Performance

II Personal Enhancement II Organizational II 
Cmnplexity

Work Unit Morale

III Personal Interaction III Size and Structure
IV. Dynamic Achievement IV Work Group Structure
V Security and 

Maintenance
V Organizational Layering 

aad Communication

SOURCE: Wofford, "Managerial Behavior," pp. 11-16,

A hi^ score on the first dimension, "Group Achievement and Order" 
indicates a " . . . manager who uses the group process in decision making.

J. C, Wofford, "Managerial Behavior, Situational Factors, and 
Productivity and Morale," Administrative Science Quarterly l6 (March 1971): 
10-17.

^J. C, Wofford, “A Factor Analysis of Managerial Behavior Variables," 
Journal of Applied Psychology 54 (1970): 169-73,
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organizing suid communicating." He is an "administrator," The dimension 
"Personal Enchancement" describes an authoritative manager who " . . .  

seeks personal recognition for himself rather than for his subordinates."
The dimension "Personal Interaction" relates to the manager who is character
ized by friendliness, warmth, and informality in his relations with his 
subordinates. A manager scoring high on "Dynamic Achievement" tends to 
be goal-oriented, to be "direct and open" with his men, and to operate 
" . . .  in an efficient, energetic manner." TSie dimension "Security and 
Maintenance ” . . .  refers to the manager who is cautious and aloof,

Wofford also gathered measurements concerning 18 situational (or 
organizational climate) variables identified in the literature as relating 
to leadership. He factor-analyzed the data and isolated the 5 general 
situational factors listed in Figure 2-19 (Column 2). Factor I, "Centraliza
tion and Work Evaluation," measured the relative centralization of decision
making and closeness of supervision. Factor II, "Organization Complexity," 
measured the technical complexity and sophistication of the organization, 
while the third factor measured organizational size and task structure.
Factor 17 measured "structural attributes of the work unit," including the 
size of the basic work group, group participation in work decisions, etc.
The fifth factor, "Organizational Layering and Communication,” refers to 
the number of hierarchical levels and the degree of coworker communications 
permitted by the work structure.^

Ŵofford, "Managerial Behavior," pp. 11-12.
^Ibid., pp. 12-13.



95

la order to determine the moderating effect of the situational 
factors, Wofford dichotomized his sample of managers into high and Ion 
groups "based on their ratings on each factor. He then correlated scores 
on the "behavioral dimensions with scores on the effectiveness criteria 
for both the high and low group on each factor. The differences in the 
correlations for the high and low groups were then tested for statistical 
significance in order to ascertain whether the situational factor did, 
indeed, have a moderating influence on work group effectiveness. As an 
example of the tests that were conducted. Figure 2-20 illustrates Wofford's 
findings with regard to the moderating influence of Centralization and 
Work Evaluation on the managerial behavior-productivity relationship,

FIGURE 2-20
PARTIAL CORRELATIONS OF PRODUCTIVITY 
WITH MAHAGERIAL BEHAVKE DIMENSIONS 
UNDER HIGH AND LOW CENmUZATION 

AND WORK EVALUATION

Manafrement Behavior Dimensions
Situational Factor__________________ I____ II____ III_____IV____ V

Centralization and 
Work Evaluation

High ,53 -.08 .17* 39* .02
Low A 3  -.01 -,15* .08* ,18

♦Significant at the ,01 level
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For the example shown in Figure 2-20, Wofford found that high 
Personal Interaction (Managerial Behavior Dimension III) correlated 
significantly higher with productivity under conditions of high Centraliza
tion and Work Evaluation than under low conditions of that situational 
factor. This indicates that the friendly, warm,and informal (hi^ Per
sonal Interaction) manager is more productive in an organization character
ized by centralized decision-making and close supervision than in climates 
where decision-making is decentralized and general supervision is practiced. 
Similarly, from Figure 2-20 it can be seen that the Dynamic Achievement 
oriented manager (Management Behavior Dimension IV) is more productive 
in the centralized climate than in one which is low on Centralization 
and Work Evaluation.

Other significant findings of the research (not shown in Figure 
2-20) are that (l) the Dynamic Achievement manager produces higher unit 
morale in a decentralized climate than in a centralized one; (2) the 
cautious and aloof (high Security and Maintenance) manager has a more 
satisfied work group in a centralized climate than in a decentralized 
one; and (3) the Personal Enhancement manager is more productive under 
conditions of low Organizational Layering and Communication than under 
•toe opposite condition. Interestiigly, the situational factors Organiza
tional Complexity, Size and Structure, and Work Group Structure did not 
significantly moderate toe relationship between managerial beha-vicr and 
work group effectiveness.
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Because there «ere so fe« significant contingency relationships 
detected «hen the data were analyzed in terms of situational factors (only 
5 out of the possible 50 relationships examined «ere statistically signifi
cant), Wofford examined the moderating influence of the 17 individual sit
uational variables (that comprised the five situational factors) on the 
befaavior-effectiveness relationship. Out of a total of 170 comparisons 
27 «ere significant. Only t«o of the situational variables, (l) the 
technical knowledge of the manager and (2) the dependence of employees, 
failed to moderate the behavi or-effectiveness relationship for at least 
one of the managerial behavior dimensions. One of the major findings of 
this detailed analysis was that the Personal Enhancement dimension was the 
most influenced by the situational variables. In Wofford's «ordst

, , , the relationship between personal enhancement and 
productivity was significantly stronger and in the positive 
direction for situations in which the stations of work were 
separated, the co-workers CCTuaunicated infrequently with one 
another, work schedules were relatively simple, and organiza
tion structure had few levels,̂

Other findings of the research will not be detailed here, Wofford's 
major contribution is his comprehensive, systematic exploration for broad 
moderating variables that impinge on effective leadership in formal organi
zations, His situational framework has provided additional descriptive 
support for the contingency approach and has revealed the possible moderating 
influence of specific variables.

^Ibid,, pp, 14-16.
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ïïie Normative Decisionmaking Model

% e  Yrooa and Yetton normative deeisi on-making model is a theory 
of leadership derived from descriptive studies of managerial decision-making 
processes in formal organizations,^ Based on the descriptive studies, Yrooa 
and Yetton developed a continuum of decision methods arranged according 
to the degree to which subordinates are allowed to participate in decision
making. One ertreme of the continuum, like the Tannenbaua and Schmidt 
model, provides for the manager to make the decision himself without any 
involvement of his subordinates, % e  other extreme provides for the entire 
work group to share in the decision, with the manager serving as a sort of 
“chairman,” "Hie Yroom and Yetton system for classification of decision 
methods for grouu problems is summarized in abbreviated form in Figure 2-21, 
(a separate classification system is provided for individual uroblems but 
will not be discussed here,)

Yroom Yetton have demonstrated empirically that managers differ 
with respect to their typical (average) decision behavior. In this respect 
their findings are consistent with earlier research on behavioral dimensions 
of leadership. For example, scaae managers tend, on the average, to be more 
autocratic (classification AI of the taxonomy) and others tend, on the aver
age, to be more democratic (classification GIl\ More important, however, 
is their finding that individual managers use more than one decision method

^Victor H, Yroom and Philip W, Yetton, Leadership and Decision- 
Making (Pittsburg, Pa, i University of Pittsburg Press, 1973)» PP. 10-92.

^Ibid,, pp, 12-18,
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FIGURE 2-21

CLASSIFICATION OF DECISION METHODS 
((SOUP PROBLEMS)

AI. You solve the problem or make the decision yourself, using infor
mation available to you at the time.

All, You obtain the necessary information from your subordinates, then 
decide -toe solution to the problem yourself.

Cl. You share the problem with the relevant subordinates individually,
getting their ideas and suggestions without bringing them together 
as a group. % e n  you make the decision.

CII. You share the problem with your subordinates as a group, obtaining
their collective ideas and suggestions. Then you make the decision.

GII. You share the problem with your subordinates as a group. Together
you generate and evaluate alternatives and try to reach consensus. 
You act as a chairman and are willing to accept and implement any 
solution which has "üie support of the entire gpoup.

SOURCE: Adapted fxcm Vrooa and Yetton, p. 13»

to solve problems depending on the nature of the problem. Nearly all the 
managers sampled by the researchers perceived themselves as using the en
tire range of decision methods, depending on certain "attributes" of the 
problem.^

%us, the contingency variables of the Vroom and Yetton normative 
model, derived from descriptive studies of managerial decision-making in 
formal organizations, are problem "attributes." Vroom and Yetton have 
shown that approximately 30̂  of the variation in managers* choices of

Îbid., pp. 59-92.
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decision-making methods is explained hy jcoblea attrlWtes. whereas only 
8,^ is explained hy differences in individual preferences,^

Ihe problem attributes, expressed in question form (items A through 
H) are shown at the top of Figure 2-22, as components of the normative 
decision-making model. The attributes were derived throu^ multiple re
gression analysis of research data obtained from managers who were asked 
to indicate what decision process they would use to solve a number of care
fully designed, standardized cases, (The standardized cases had been 
designed to analyze the relative influence on the manger's decision method 
of various a priori problem attributes,)^

The normative decision-making model, shown in Figure 2-22, provides 
a guide for managers to choose the most effective decision method depending 
on attributes of the problem. To determine the appropriate decision method 
for a given problaa, the manager applies the problem attribute questions 
in the order indicated by the decision tree (or decision-process flow chart). 
He answers each applicable question "yes" or "no", and follows the appropriate 
branch of the decision tree to its end on the right-hand side of the diagram, 
(If the answer to question A, for example, is "no", the manager would next 
consider problai attribute D concerning whether or not acceptability by 
subordinates was critical,)

The numbers at the end of each branch identify the "feasible sets" 
of decision methods appropriate for a given problem. Feasible set number 1,

^bid., pp, 101-106. 2xbid,, pp, 107-114,
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FIGUES 2-22 
■HE 5CBMATIVE DECISION-MAZING MODEL

PE0BL2M AmiBUTES
A. Is there a quality requirement such that one solution is likely to 

he more rational than another?
B. Do I have sufficient info to make a high quality decision?
G, Is the problem structured?
D. Is acceptance of decision by subordinates critical to effective 

implementation?
B. If I were to make the decision by myself, is it reasonably certain 

that it would be accepted by my subordinates?
F. Do subordinates share the organizational goals to be attained in 

solving this problem?
G. Is conflict among subordinates likely in preferred solutions?
H. Do subordinates have sufficient info to make a high quality decision?

DECISION IEEE

NO
YESNO

State 
th e  Q  

p r o b l s m .

NOVe.
YES

YES

YES

FEASIBLE SETS

1 AI, All, Cl, CII, GII
2 GII
3 AI, All, Cl, CII, GII
4 AI, All, Cl, GII, GII
5 AI, All, Cl, CII
6 GII

7 GII
8 GII
9 Cl, CII
10 All, Cl, CII
11 All, Cl, CII, GII
12 All, Cl, Cn, GII

13 CII
14 GII, GII
15 ■CII, GII
16 GII
17 GII 
IS GII

SOURCE* Adapted from Vroom and Yetton, p. 194.
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for example, allows the manager to choose any of the five methods in

the order AI, All, Cl, CII, and GII. The manager, in this case has

only to decide whether he wishes to minimize man-hours (in which he 

would pick the first alternative, Al) or maximize employee development 

(in which case he would choose the last alternative, GIl), A number 

of the feasible sets provide no managerial discretion; that is, there is a 

"one best solution" for problems possessing certain combinations of the 

attributes (feasible sets 2, 6, 7, 8, 13, l6, 17, and 18),^

The contribution of the Vroom and Yetton decision process model

to leadership theory is twofold. First, the model isolates a powerful con

tingency variable (problem attributes) that influences leader behavior and 

determines the relative effectiveness of that behavior. The influence pro

cess that Vroom and Yetton seem to describe is shown in Figure 2-23.

A r r o w s  a r e  sh o w n  t o  i n d i c a t e  t h e  i n f l u e n c e  o f  " o t h e r  s i t u a t i o n a l  v a r i a b l e s "  

o n  l e a d e r  a t t r i b u t e s  a n d  o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  b u t  a r e  d e p i c t e d  

w i t h  b r o k e n  l i n e s  s i n c e  t h e y  a r e  n o t  e n c o m p a s s e d  i n  t h e  d e c i s i o n  p r o c e s s  

m o d e l .

The second contribution of the model is that it can be quickly 

learned and applied. It seems reasonable to conclude that significant 

changes in leadership behavior can be achieved by application of the model, 

changes that may very well result in more effective decision-making in 

organizations.

llbid., pp. 32-44.
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FIGUES 2-23
EEIATIOHSHIPS OP VASIABISS 

IE ■ras EŒMATIVE DECISION-KAKING MODEL

Leader 
Behavi car

Decision-Making
Effectiveness

Other
Situational
Variables

Problem
Attributes

SOUHCE: Adapted from Vroom and Yetton, pp. 197-99.

The Decision Behavior Model

Contemporaneously with the work of Vroom and Yetton, Heller and 
Yukl developed a similar descriptive theory which they call the Decision 
Behavior Model,^ Like the Vroom and Yetton version, the Decision Behavior 
Model operationalized the Tannenbam and Schmidt continuum of leadership 
behavior in terms of five "decision styles." The five decision styles, 
ranging on the continuum from " . . .  no subordinate influence to complete

^Frank A. Heller and Gary Yukl, "Participation, Managerial Decision- 
Making, and Situational Variables," Organizational Behavior and Human Per
formance 4- (1969): 227-^1.
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subordinate influence," are, in order of increasing influence for the 
subordiiatei^

1. Own Decision without Explanation
2. Own Decision with Explanation
3. Prior Consultation
4. Joint Declsion^mking
5. Delegation

Heller and Yukl developed three instruments to measure, ^  self 
report, leader decision-making in terms of the five styles. One instru
ment, Fora A,is used to determine the relative percent of time the leader 
uses each of the five styles. Form B provides eleven different senior 
management level problems for which the leader indicates the percent of 
time he uses each of the five styles to solve that particular type of 
problem. Form C, dealing with general leadership problems, requires the 
leader to choose the one style he would use to solve each of eighteen 
different problems. From the three forms a composite "decision central
ization index" is derived to measure the relative amount of influence
(participation) a supervisor typically allows his subordinates.^

Data was collected from 182 managers from 15 large cmpanies at 
three organizational levels: (l) senior management, (2) middle management,
and (3) first line management,^ In addition to leader decision centraliza
tion, data was also collected to describe hypothetical situational

Îbid., p, 230, Zibid,, pp, 231-32. 3ibid,, p, 231.
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variables including authority level, span of control, job function, length 
of tine in present position, and ^pe of decision.

Like Yroom and Yetton, Heller and Yukl found that leaders can be 
differentiated with respect to their typical decision styles, and, also, 
that individual leaders tend to use different styles to solve different 
types of problems. For example, some leaders tend to adhere to a highly 
centralized style, while others are characterized by a more decentralized 
style. Also, the researchers found that senior managers tend to use more 
centralized (less participative) styles when dealing with problems relat
ing to their immediate subordinates, and less centralized (more partici
pative) styles when dealing with problems concerning their subordinate's 
subordinates.

Middle and first-line managers used more participative styles in 
making task-oriented (task) decisions than when making decisions concerning 
personnel matters (maintenance) decisions.

Other contingency relationships discovered include the following;^
1, Decision centralization decreased with increased hierarchical 

level of leaders
2, Decision centralization tended to increase with increased span 

of control for both senior managers and second line supervision, but senior 
managers tended to delegate considerably when span of control was large

-̂ Ibid., pp. 233-39.



106

3. Decision centralization tended to be higher among production 
and finance managers than among non-specialized "general" managers and 
personnel managers

k. For senior managers decision centralization decreased uith 
length of tenure, but for first-line and middle managers, decision central
ization increased with time in present position

% e  major contribution of the decision behavior model is that it 
identifies contingency variables that have been shown to significantly 
influence the decision-making style of leaders. In addition to the type 
of problem (emphasized in the Vrooa and Yetton normative decision-making 
model), Heller and Yukl found that'authority level in the organization, 
span of control, job function, and length of time in present position 
also contribute to the variability in choice of decision-making method.
The model also lends eapirical support to the Vroom and Yetton findings 
that individuals do differ with respect to their typical decision behav
iors and that most leaders use a variety of decision methods depending 
on the situation.

The Path-Goal Model

The Path-Goal theory of leadership reflects the application of 
expectancy theory to the study of leadership. The Path-Goal theory of 
leadership stems principally from the expectancy theory studies of 
University of Michigan researchers Georgopoulous, Mahoney, and Jones, 
as extended to the leadership domain by Evans and House and Dessler,
The former posited a general path-goal (or expectancy) theory of
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motivation which they successfully tested in a household appliances 
company,^ It remained fox Evans to apply the ideas of path-goal rela
tionships to the domain of leadership when he examined " . . .  the im
pact of a leader's behavior , , , on the subordinate's path-goal instru
mentalities," and found some support for the theory,^ House extended 
the Evans formulation î̂ r providing for the moderating influence of 
various contingency variables on path-goal relationships,3

In its most mature form, the House version, the theory suggests 
that leaders' "strategic functions" involve manipulation of path-goal 
variables, i, e.:

. . . (l) recognizing and/or arousing subordinates' needs 
for outcCTnes over which the leader has some control, (2) in
creasing personal payoffs to subordinates for work goal attain
ment, (3) making the path to these payoffs easier to travel by 
coaching and direction, (4) helping subordinates clarify expec
tancies, (5) reducing frustrating barriers and (6) increasing 
the opportunities for personal satisfaction contingent on effec
tive performance.^

^Basil S, Georgopoulous et al,, "A Path-Goal Approach to Produc
tivity," Journal of Auulied Psychology 41 (December 1957): 34-5-53.

%artin G, Evans, "The Effects of Supervisory Behavior on the 
Path-Goal Relationship, " Organizationa-l Behavior and Hnwa-n Performance 
5 (1970): 277-98.

3hous6, pp, 321-28,
Robert J, House and Gary Dessler, "The Path-Goal Theory of 

Leadership: Some Post Hoc and A Priori Tests," in Contingency Anuroaches
to Leadershi-p, ed, James G, Hunt and Lars Larsen (Carbcndale, 111, : 
Souiiiem Illinois University Press, 1974-), pp, 29-55.
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The current version also recognizes the influence of two hroad classes 
of situational variables that influence the leader's inpact on the path- 
goal relationships: (l) "characteristics of subordinates" and (2) "en
vironmental pressures and demands," Examples of the first class are 
subordinate needs for affiliation and achievement. % e  second class 
of situational variables, environmental pressures and demands, are 
broken down into three sub-classes: (l) the subordinate's task, (2)
the formal authority system of the organization, and (3) the primary 
work group, ̂

Four-Factor %eory

Seashore and Bowers have developed a sophisticated, empirically 
supported model which they describe as a "Four-Factor Iheory of Leader
ship, The theory is based on four behavioral dimension or "factors" 
which were deductively derived from the leadership literature. The four 
factors are (l) support, or "behavior that enhances someone else's feel
ing of persona], worth and importance;" (2) interaction facilitation—  

"behavior that encourages members of the group to develop close, mutually 
satisfying relationships ; " (3) goal CTphasis— "behavior that stimulates 
an enthusiasm for meeting the group's goal or achieving excellent per
formance;" and (4) work facilitation— behavior that helps achieve goal

llbid,, pp, 31-32.
^David G, Bowers and Stanley E, Seashore, "Predicting Organiza

tional Effectiveness with a Four-Factor Theory of Leadership," Administra
tive Science Quarterly 2 (September 1966): 238-63,
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attainment "by such activities as scheduling, coordinating, planning, and 
hgr providing resources such as tools, materials, and technical knowledge.

Neasuroaent of leader behavior on the four factors is accomplished 
through administration of the leadership scales of the Survey of Organiza
tions (SCO) questionnaire,2 Thou^ the four factors were not, as the 
name suggests, identified through factor analysis, Taylor and Bowers accom
plished a GuttaaniLingoes Smelliest Space Analysis using data collected 
from employees of a large oil refinery.^ They concluded that the clusters 
generally fit the Bowers and Seashore four factors and that ” . . .  each 
of the four indices [factors] has enough unique variance to be considered 
a measure of some distinguishable aspect of leadership.

% e  Pour Factor Theory is unique in two ways. First, leadership is 
seen as being widely distributed in organizations. Leadership is not an 
exclusive function of supervisory position, but is a phenomenon that may 
be exercised by any organizational member. Accordingly, in operational
izing their theory, Bowers and Seashore provide separate scales for 
measurement of manager and peer leadership behavior, each expressed in 
terms of the four factors.^

^Ibid., p. 247.
^Jaaes C. Taylor and David G. Bowers, Survey of Organizations (Ann 

Arbor: University of Michigan, 1972), pp. 1-3î 47-49,
%avid Anthony Butterfield, "An Integrative Approach to the Study 

of Leadership Effectiveness in Orgamizations" (Ph. D, dissertation. Univer
sity of Michigan, 1968), p. 20; and Taylor and Bowers, pp. 47-48.

Baylor and Bowers, p. 59. Ibid., pp. 48-49.
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The second unique aspect of Pour Factor Theory is the approach 
used to measure organizational effectiveness. Since leadership Is seen 
as important because of Its relation to effectiveness, and objecting to 
approaches that use "unitary" or global measures of effectiveness. Bowers 
and Seashore sought to Isolate effectiveness criteria of particular rele
vance to the organization under study. ̂

In the pioneer study of a life Insurance company, for example, 
seventy measures, used Internally by the organization to assess sub-unit 
performance, were factor-analyzed to identify seven factors which seemed 
to define effective performance for the given organization In the given 
environmental setting. The factors identified for the life insurance firm 
were (l) staff-clientele maturity, (2) business growth, (3) business costs, 
(4) advanced underwriting, (5) business volume, (6) manpower turnover, and 
(?) regional manager's personal performance. To measure the "morale" com
ponent of effectiveness the researchers applied more conventional measures 
of satisfaction— satisfaction with company, with fellow agents, etc.2

One of the most Interesting findings of the Bowers and Seashore 
research is that peer leadership Is possibly a better predictor of organi
zational effectiveness than is supervisory leadership. Based on a multi
ple regression analysis, the best predictors of performance and satisfac
tion In the Insurance company were identified as show in Figure 2-24.

llhid,, pp. 249-50. pp. 251-54.
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FIGDHE 2-24 
PREDIGTOaS OF EERFŒMANCE AHD SATISFACTION

Effectiveness measnre Best Leader 
Behavior Predictor

Other measnres 
improving prediction

Satisfaction with
Company
Fellow Agents
Job
Income
Manager

Factors
I Staff Clientele 

matnrity 
III Business Costs 
IV Advanced under

writing 
V Business volume

PeCT goal emphasis 
Peer goal emphasis 
Peer support
Manager interaction facilitation 
Manger support

Peer goal emphasis
Peer, goal emphasis 
Peer work facilitation
Manager goal emphasis

None
None
None
Peer goal emphasis 
None

Peer work facilitation
None
None
None

SOURCE: Bowers and Seashore, p, 256,

Three of the performance factors, business growth, manpower turn
over, and regional manager performance, showed no significant relationships 
with any of the leadership variables through direct correlation.

But, of special relevance to contingency theory, the relationship 
between leader behavior and effectiveness criteria was found to be much 
stronger when the researchers incorporated a large number of "nonleader
ship variables" into the analysis, (Many of these nonleadership variables 
were better individual predictors of effectiveness criteria than the leader
ship predictors.) Among the nonleadership variables that were found to 
strengthen the leadership - criteria relationship were:
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1, Leadership related constructs, including regional manager’s 
expert power, regional manager’s influence acceptance, and rivalry among 
agents

2. Work patterns including percentage of time in miscellaneous 
activities, in paperwork for clients, in professional development

3» Personal and motivational variables including education, 
level of aspiration, need for affiliation, goal compatibility of individual 
and organization, and classical business ideology

Finally, Bowers and Seashore found that the relationships between 
leadership behavior variables and organizational effectiveness criteria 
were quite complex. In their words " , , , the search for ihe best pre
dictive model turns into a rather complicated examination of various chains 
and arrangements of constructs,*^ An example of one of the more complicated 
of these "chains of relationships’* is shown in Figure 2-25. In the figure, 
the number ,60 represents the multiple correlation of the variables listed 
against the performance criterion "business growth," The other numbers 
represent the âîrect correlations between pairs of variables (i.e. -.40 
represents the direct correlation between classical business ideology 
and business growth, +.4-2 the correlation between acceptance of regional 
manager’s influence and percentage of time in professional development, 
etc.).

Four factor theory, then, is practically a situational theory 
(as contrasted above with contingency theory) since the appropriate style 
of leadership for a given organization depends upon (l) criteria of rele
vance to that organization operating in its given environment, and (2)

^Bowers and Seashore, p. 259.
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FIGURE 2-25 
A CHAIR OP RELATIONSHIPS

Classical 
■business ideology
Acceptance of 
regional manager's 
influence

Managerial 
interaction • 
facilitation

-.40

+.42 Percentage of +.38
 time in professional >

development

-.31 Rivalry among -.37
 >  agents -----------------

k+.6o Business 
growth

SOURCE: Adapted from Bowers and Seashore, p. 26O.

certain nonleadership contingency variables, which interact with the 
leadership variables to form "chains of relationships" than can be used 
to predict effectiveness.

The major contribution of Bowers and Seashore to leadership theory 
is the identification of organization-specific effectiveness criteria as 
contingency variables that tend to determine the relative appropriateness 
of given leader behaviors in given situations. Secondarily, they identi
fied additional nonleadership or contingency variables (regional manager's 
expert power, rivalry among agents, etc. ) that se«a to interact with leader 
behavior and satisfaction variables in complicated chains of relationships 
to determine organizational performance.
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The Lorsch and Morse Contingency Approach

Lorsch and Morse have developed a contingency approach to the 

understanding of effectiveness in organizations. Their exploratory model 

provides a sophisticated macro-level conceptual framework which explains 

effective organizations in terms of " . . .  a three-way fit of people and 

the external and internal environment in order to understand the feelings 

of competence and performance in a particular u n i t . E m b e d d e d  in their 

model are "supervisory style" variables, incorporated in such a way as to 

constitute, implicitly, a test of the Kast and Rosenzweig hypothetical 

model discussed above. The Lorsch and Morse research tested the influ

ence of powerful moderating variables on the relationship between effective

ness and, among other things, leadership (or supervision) in ten large 

organizations.

The Lorsch and Morse model— background. The Lorsch and Morse model 

is a logical extension of the line of contingency research which began with 

the Burns and Stalker study of mechanistic and organic management systems, 

and which was advanced by the work of Woodward, and later, Lawrence 

and Lorsch. Burns and Stalker, based on twenty studies, found that the 

most appropriate (effective) management system for firms operating in a 

slowly changing environment (described in terms of technology and markets) 

is the "mechanistic" management system, which is characterized by special

ized functional tasks; hierarchical structure of control, authority, amd 

communication; centralized decision-making at the top hierarchical levels;

^Lorsch and Morse, p. 6l.
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role specificity; etc. On the other hand, they concluded that a rapidly 

changing environment required, for effective performance, an "organic" 

management system, the polar opposite of the mechanistic system. Both 

organizational types were, according to the researchers, " . . .  a ration

al form of organization in that they may both . . .  be explicitly and 

deliberately created and maintained to exploit the human resources of a 

concern in the most efficient manner feasible in the circumstances of 

the concern."1

Woodward, in her Tavistock studies of 100 English firms in diverse 

industries, found a relationship between the nature of the task (technolo

gy) and the structure of the organization. The more effective organiza

tions tended to adopt structures consistent with the requirements of their 

technological environments. Thus, for example, effective firms involved 

in "unit and small batch" production tended to have few levels of manage

ment, narrow executive spans of control, and high direct to indirect 

labor ratios; while effective firms having "process" production systems 

typically had many managemert levels, wide executive spans of control, and 

low direct to indirect labor ratios. One particular form of organization
2structure was found to be most appropriate for each system of production.

Lawrence and Lorsch showed that the effectiveness of an organiza

tion is related to the extent to which it achieves the state of

ISurns and Stalker, pp. 74-80.

2joan Woodward, Industrial Organizations; Theory and Practice 
(New York: Oxford University Press, I965), pp. 52-80.
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differentiation deaanded "by the environment in which it operates.^ They 
define differentiation as " , . , the difference in cognitive and emotional 
orientation among managers in different functional departments."2 Differ
entiation exists because the various functional departments of a firm deal 
with different parts of the external environment. For the organization to 
be effective, a relative differentiation between functional departments 
must be large or small depending upon whether the organization is operating 
in an uncertain environment (requiring a high degree of differentiation be
tween functional departments) or in a certain environment (requiring a low 
degree of differentiation), %us, in relatively uncertain environments, the 
departments of the more effective organizations will be highly differentiated 
in terms of structure, interpersonal orientation, time orientation, and goal 
orientation, idiile the opposite will be true of effective organizations in 
relatively certain environments.

Further, whatever the degree of differentiation that exists, Law
rence and Lorsch showed that for an organization to be effective, it is 
necessary, also, that it achieve a high level of integration of the differ
entiated functional departments around the dominant strategic issue facing 
the (organization,^ (integration is defined as " , , , the quality of the 
state of collaboration that exists among departments that are required to 
achieve unity of effort by the demands of the environment,")^

^Lawrence and Lorsch, pp, 23-53. ^bid,, p, 11, 
3lbid,, pp, 23-53. ^bid,, p. 11,
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Environmental nncertaioty was measured in terns of "certainty of 
information" and "time span of feedback.Figure 2-26 shows how three 
effective organizations in industries of high, moderate, and low environ
mental uncertainty (plastics, foods, and container industries, respectively) 
were found to meet different requirements for differentiation and integra
tion, The other three organizations in the study, that failed to achieve 
the same advantageous "fit" with their specific environments, were low per
formers, Figure 2-26 also suggests that the three effective organizations 
were able to achieve high integration in their respective environments 
through emphasis on different types of integrating devices that seemed to 
fit those particular environments. Similarly, uncertainty in the environ
ment apparently had differing affects on the distribution of influence in 
the organization.

Of particular relevance here, the Lawrence and Lorsch research pro
vides a basis for hypotheses about influences of the environment on leader
ship behavior. They used Fiedler's Least-Preferred Coworker instrument to 
measure the interpersonal orientation of managers in the various functional 
departments, a measurement that was used to help determine relative differ
entiation scores between departments, and later, between organizations. The 
researchers found, consistent with Fiedler's Contingency Model, that members 
of the production departments, whose tasks were relatively certain, scored 
low on the LPC instrument and were consequently described as having task- 
oriented interpersonal styles. Sales personnel, whose tasks were somewhat

Îbid,p pp, 28-30; 247-30,



FIGURE 2-26
CHARACTERISTICS OP EFFECTIVE 

ORGANIZATIONS IN DIVERSE ENVIRONMENTS

Industry
Environmental
Uncertainty Differentiation Integration

Type of Integrative 
Device

Hierarchial
Influence

Plastics High High High Teams, roles,depart
ments, hierarchy, plans, 
and proceduzes

Evenly distri
buted

Foods Moderate Moderate High Roles, plans, hier
archy, procedures

Evenly distri
buted

Container Low Low High Hierarchy, plans, 
and procedures

Top high, 
bottom low

SOURCEI Adapted from Jay W. Lorsch, ''Introduction to the Structural Design of Organization," 
in Kast auid Rosenzweig, Contingency Views. Fig. 5» P. 189.
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intermediate irith respect to certainty, tended to have high LPG scores and 
were described as relationship-oriented, Hesearch personnel generally had 
LPC scores intermediate to those of Prodnction and Sales managers. However, 
the scores of annlied researchers tended toward those of the Sales depart
ments while scores of basic researchers approached the generally low LPC 
scores of Production department managers. The leadership findings of the 
Lawrence and Lorsch research are summarized in Figure 2-27.^

FIGURE 2-27 
LAWRENCE AND KSSCH RESEARCH FINDINGS

Interpersonal
Functional Relative Orientation
Deuartnent Task Certainty of Managers
Production Certain Task
Sales Moderate Relationship
Applied Research Moderate Relationship
Basic Research Uncertain Task

SOURCE; Lawrence and Lorsch, pp, 33“3̂ .

% e  Lorsch and Morse elaboration. Whereas Lawrence and Lorsch 
anphasized the "fit" between a limited number of the organization’s inter
nal characteristics and the relevant external environment, Lorsch and 
Morse added the human element, or "individual predispositions" of members.

4bid,, pp, 33-34,
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The latter sought a "three-way match" to explain effective performance and 
"members' individual feelings of competence" in organizations.

The research study was conducted in ten units from five companies 
selected so as to have representation from both certain and uncertain 
environments. Comparable pairs of effective and ineffective operating units 
were selected from within each company. In this way "matched pairs" from 
4 manufacturing plants and 6 research laboratories provided the data that 
were analyzed,^ The data supported the researchers’ selection of the manu
facturing plants as having relatively certain external environments and the

3research laboratories as having relatively uncertain external environments,^ 
Lorsch and Morse found that the external environment had a power

ful influence on the personal predispositions of organizational members, 
regardless of the relative effectiveness of the organization. For example, 
they discovered that when the external environment was certain, organization 
members tended to be low in integrative complexity, tolerance for ambiguity, 
attitude toward authority (not uncomfortable in strong, controlling author
ity relations), and attitudes toward individualism (prefer to be, and work, 
in groups). Individuals working in organizations operating in relatively 
uncertain external environments, however, were found to be high on these 
same personality variables, regardless of whether their organization was 
efffective or not,^

Effective and ineffective organizations could be distinguished, how
ever, by the way their internal environments fit the demands of the external

^Lorsch and Horse, p. 113, ^Ibid., pp, 19-21,
3lbid,, pp. 21-30, %bid,, pp, 111-13,
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environment. In an external environment of hi^ certainty, effective mazm- 
factnring plants apparently accommodated by developing strong techno-eco
nomic goal orientations, strong influence and control systems, and rela
tively tight work control systems. The ineffective plants did not. Fur
ther, consistent with the good fit between external and internal environ
ments and high performance, members of the more effective plants develop
ed high feelings of "competence," (confidence in their own competencies).^ 
Members of ineffective plants exhibited relatively low feelings of competence. 
Figure 2-28 contrasts the distinctive characteristics of the internal envir
onments of the effective and ineffective manufacturing plants operating in 
external environments of hi^ certainty.

FIGURE 2-28
INTERNAL ENVIRONMENIS OF 

PLANTS UNDER HIGH CERTAINTY

Effective Plants Ineffective Plants
Strong techno-economic goal orientation Weak techno-economic goal orientation
High Structure Low Structure
Influence concentrated at top Much influence at all levels
Directive supervision Participatory supervision
High coordination of work Low coordination of work
Confrontation mode of conflict Forcing mode of conflict
resolution resolution

SOURCE; Adapted from Lorsch and Morse, Table 6-1, pp. 112-13.

^Ibid., p. 39.
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Effective and ineffective laboratories can also be distinguished 
by the fit of their internal and external environments. However, the rela
tive uncertainty of "toe external environment for laboratories demands a 
different sort of internal environment than that exhibited by the effective 
manufacturing plants. The contrast between internal environments of effec
tive and ineffective research laboratories is evident in Figure 2-29, Again 
(as with the effective manufacturing plants), members of the effective labora
tories displayed high senses of competence, in reflection of the three-way 
fit between member characteristics, the unit's internal environment, and 
the external environment.

FIGURE 2-29
INTERNAL ENVIRONMENTS OF 

LABdATORIiS UNDER HIGH UNCERTAINTY

Effective Laboratories Ineffective Laboratories
Long-term time orientation Short-term time orientation
Strong scientific goal orientation Weak scientific goal orientation
Low structure High structure
Much influence at all levels Low influence concentrated at top
Participative supervision Directive or laissez-faire supervision
Low coordination of work High coordination of work
Confrontation mode of conflict Forcing mode of conflict resolution
resolution

SOURCE: Adapted from Lorsch and Morse, Table 6-1, pp, 112-13,
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The model of leadership which the lorsch and Morse research suggests 
is consistent with the Fiedler and/or Tannenbaum and Schmidt theories. At 
the macro-organizational level, leadership behavior must fit the conditions 
of the organization's external environment, its internal environment, and 
the personality predispositions of subordinates. The relationships envis
ioned in the lorsch and Morse model are summarized in Figure 2-30 below.

When the external environment is certain and programmable and the 
internal enviroment is "controlling", subordinates* personality predis
positions will tend to match and the appropriate leadership behavior is, 
on the average, directive or boss centered. Since this describes a sit
uation highly favorable for the practice of leadership, the researchers 
suggest, from the work of Fiedler and Lawrence and Lorsch, that behavior 
of a task-oriented nature is appropriate. At the other extreme, when the 
external environment is uncertain and complex, the internal environment 
of the effective organizations will tend to be "autonomous and loose," 
and members (all members, not just those of effective organizations) will 
tend to have similar personality predispositions. The appropriate leader
ship behavior will tend to be, on the average, participative— subordinate 
centered and, from Fiedler and Lawrence and Lorsch, task oriented.

Lorsch and Morse imply also, based on the Lawrence and Lorsch 
findings, that in environments of intermediate certainty, Fiedler's rela
tionship-oriented behavior is appropriate, but leave unanswered the ques
tion of whether that dimension of behavior should be combined with a 
directive or participative style. The fact that different functional de
partments interact with different parts of the environment implies that



FIGURE 2-30 
A CONTINGENCY APPROACH TO lÆlADERSHIP

Appropriate
leadership
behavior
Directive-boss-
centered
(Task-oriented)

/ 1

External
environment
Certain and program
mât:

h

Directive/partici
pative? (Rela
tionship-oriented)

Internal
Environment
Controlling and tight and 
few expectations about 
participation

A

Participative-sub- Uncertain and complex 
ordinate center
ed (Task-oriented)

Subordinate * s
personality predispositions
Low need for independence 
Low tolerance for ambiguity 
Little knowledge of, and in
formation about, the work

A

VAutonomous and loose; 
members expect to parti
cipate in decisions

V
High need for independence 
High tolerance for ambiguity 
Much knowledge and informa

tion about the work

SOURCE; Lorsch and Morse, p. I3I.
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within a given organization, the appropriate style for leaders in one 

department (e.g., sales) may be participative while those in another 

(e.g., production) may be directive.

The Lorsch and Morse research draws attention to the environment 

as a powerful contingency variable which influences the relationship be

tween leader behavior and performance. The external environment creates 

demands on the internal environment in such a way as to predispose indi

viduals' personalities in specific directions and to require leaders to 

behave in specific ways if they are to be effective.

Because of the findings relating to the required fit between in

dividual predispositions and the environment, the theory raises a ques

tion about the universality of leadership. Can a manager, for example, 

be transferred from the production department to the sales department 

and be as effective in the new environment as he was in the old? The 

Lorsch and Morse research supports the Fiedler position that he can’t. 

They suggest that " . . .  a leader's actual style is closely tied to his 

personality; and is difficult to alter," and that training, if it is 

to help, must be geared to the total environment of the work place.^

The most important contribution of the Lorsch and Morse theory 

is the implication that leadership must be examined in the context of 

the organizational environments, internal and external, in which it takes 

place. Leadership, in other words, should be examined from a systematic 

perspective. Research in leadership must be reoriented from the small 

group level to the macro-organizational level.

llbid., p. 133.
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Contingency Theory— The Wave of the Future?

The contingency approach may very well be " . . .  the path out 

of the existing theoretical jungle . . ," in leadership.” Jacobs supports 

this view (though with reservations):

It would be inappropriate to criticize the concept of 
contingency theories of leadership. The developing litera
ture strongly suggests that contingency approaches probably 
will, at least eventually, produce major advances^in our 
understanding of human behavior in organizations.2

The plethora of contingency theories of organization and manage

ment appearing in the literature indicate the widespread support of the 

approach. Contingency theories are helping to explain inconsistencies 

and contradictions in earlier research and appear to provide bases for 

gaining new understanding. They offer hope for integrating the various 

trait, behavioral, and interaction approaches. But, there are problems. 

For example, Xorman, who interprets the term "contingency theory" quite 

narrowly, expresses a cautious enthusiasm about the "promise" of contin

gency models. He defines contingency theory as any theory that has the 

following functional form:

If X = some dimension of leader behavior, y = some criterion 
by which the effectiveness of the leader may be determined, and

iLuthens, pp. 6?-72.

2t . C. Jacobs, "Discussant Comments," in Contingency Annroaches 
to Leadershin. ed. James C. Hunt and Lars Larsen ^Carbondale, 111.: 
Southern Illinois University Press, 197̂ ), p. 185.
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z = some environmental or situational variable, then the cor
relation between x and y is predicted to assume a different 
functional form at different levels of z.^

Such models are seen to present "difficult" methodological problems. 
If they are to realize their potential and be useful to practitioners, it 
is particularly necessary that the constructs applied be valid and that the 
researcher " , , . know what each level of the contingency varialiLe means 
in terms of behavioral significance.

Xorman suggests that lack of construct validity and inadequate 
measurOTient in leadership theory provide justification for redirection of 
research effort toward "noncontingency" theories of leadership. Such re
search would " , , . study the effects of personal variables and environ
mental variables , , . as separate variables affecting behaviors, and as 
joint variables affecting behavior in either an additive or multiplicative 
relationship to one another,Ihe objective of such redirection would 
be to lay sound empirical foundations for the development of sophisticated 
contingency models,^

Related to the methodological problems cited by Xorman is the grow
ing deluge of potential contingency variables being uncovered by leadership

^Abraham X, Xorman, "Applications of Management Theory: A Review
of the Empirical Literature and a New Direction," Academy of Management. 
Proceedings of the Thirty-second Annual Meeting (Minneanolis, Minn,t n, n., 
1972), p. 170.

2jbid., pp. 170-73.
^Abraham X, Xorman, "Contingency Approaches to Leadership: An Over

view,” in Hunt and Larson, Contingency Approaches, p. 194.
^bid,, p. 173.
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researchers, reflecting the complex nature of the environment, the 

growing popularity of situational approaches, or both. Figure 2-31 

lists situational factors that have been identified in three recent re

views of the leadership literature as having influence on leader be

havior, Michaelsen's study investigated research in which leader behavior 

was treated as a dependent variable. He concluded that " . . .  leader be

havior is a product of the interaction of personal and situational varia

tion", and identified the situational dimensions shown.^ Kerr and col

leagues reviewed leadership literature relating to the behavioral dimen

sions consideration and initiating structure and identified thirteen vari

ables that "significantly" moderated the relationship between leader be

havior and effectiveness criteria,^ Barrow's list of environmental factors 

that influence leader behavior was derived from a broad survey of the leader

ship literature. He emphasizes that many of the factors interact recipro

cally with leader behavior; that is, the leader is influenced by environ

mental factors while simultaneously influencing his environment.^

Figure 2-31 illustrates the problem of construct validity stressed 

by Korman. The three lists, in several instances, deal with similar ideas 

(e.g., " job level," "hierarchical level," and "supervisory level"), but 

the variables are operationalised in the research in a multitude of ways. 

Hence, there is a question as to whether or not they are measuring the 

same thing.

^Michaelsen, "Situational Conditions," pp. 18-27. 

%err, et al., pp. 65-7I.
^Barrow, "Leadership Effectiveness," pp. 10-11.



FIGURE 2-31
SITUATIONAL VARIABLES WHICH 
INFLUENCE LEADER BEHAVICR

Michaelsen  ̂
Situational Dimensions
1, Group Composition

Subordinate Values 
Group Cohesiveness 
Group Tenure

2, Interpersonal Relations
Acceptance by Subordi
nates

Status Differentiation
3, Subordinate Task

Subordinate Interdepend
ence

Technological Sophisti
cation

4, Organizational Structure
Hierarchical Level 
Subordinate Group Size

5, Organizational Climate

Kerr et al.
Moderator Variables^

1, Pressure
2, Task Related Satisfaction
3, Subordinate Need for Infor

mation
4, Job Level
5, Subordinate Expectations
6, Congruence of Leadership

Styles
7, Subordinate's Organizational

Independence
8, Leader Upward Influence
9, Size of Work Group
10, Group Leader-Member Rela

tions
11, Subordinate Needs
12, Subordinate Internal Orienta

tion
13, Subordinate Authoritarianism

Barrow 
Environmental Factors-̂

1, Subordinate Behavior
2, Task Complexity
3, Task Type
4, Technology
5, Size of Project
6, Country's State of Indus

trial Development
7, Leader's Supervisor's Style
8, Group Influence and Norms
9, Supervisory Level
10, Span of Control
11, External Threat and Stress
12, Leader Power
13, Time Demands
14, Organizational Size
15» Organizational Climate

Michaelsen "Situational Conditions," pp. 18-27,
2Kerr et al,, "Toward a Contingency Theory," pp, 65-71. 
3Barrow, "Leadership Effectiveness," pp, 10-11,
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Bie above survey of leadership theory illustrates the heavy empha
sis on the jnicroHiiodels in the literature. That is, most of the research 
has focused on the relationship between leader behavior and performance or 
satisfaction in small grouns. “ïïiere are few leadership oriented studies 
of the scope and magnitude of the Lorsch and Morse or the Bowers and Sea
shore research,

Jacobs, in commenting on a recent macro-level study by Olstead,
stated:

The focus on macro variables stands in rather sharp con
trast to the plethora of studies focusing on micro variables, 
with which our existing psychological literature abounds. The 
significance of a macro focus would seem to be logically apparent 
when one notes that one great source of relevance for the study 
of influence processes [including leadership] is their seeming 
significance fOT the outcomes, either good or bad, of formal 
organizations.

This micro focus of leadership theory is attributable, in large part, to
the difficulty of gaining access to large organizations and the relatively

2high costs to both the organization undar study and the research sponsor. 
These difficulties must be overcome if leadership is to be examined under 
the influence of potentially powerful macro-variables, such as technology, 
organizational climate, and organization structure, that determine the 
the internal conditions of organizational systems. In Heller's words, "it

0, Jacobs, "Discussant Comments," in Hunt and Larsen, Contin
gency Annroaches. p, 183.

2Prank A, Heller, Managerial Decision-making: A Study of Leader
ship Styles and Power Sharing Among Senior Managers (London: Tavistock.
1971), p. 3d.v,
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■becomes increasingly desireable to relate variables at the molecular 
level of analysis (interpersonal relations) to various levels of molar 
analysis, such as the structure of the organizational unit and the socio- 
technical systems within which the social "behavior operates.

Summary

Because of the perceived importance of good leadership for organi- 
zational effectiveness, a considerable body of literature has evolved con
cerning the subject, particularly over the last twenty years. Although a 
great deal of knowledge and understanding has been gained, the traditional 
approaches, i. e., the "great man," trait, behavioral, and interaction 
approaches, have been somewhat disappointing because of inconsistent and 
contradictory research findings.

Evidence is mounting to indicate that the reason for the incon
sistent and contradictory findings is that there is no "one best" style 
of leadership. The most effective style seeas to depend (l) upon differ
ences in leadership situations or (2) upon the influence of powerful 
moderating variables as explained by the various "contingency" theories. 
The former, the "sitîiational" (Gallilean) theories, are more realistic in 
that they deal with specific cases. However, they have less relevance 
for practicing managers because they do not permit useful generalization,

-Ibid,, p, 3,
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On the other hand, the contingency (mid-range) theories identify 
powerful variables that moderate the relationship between leader behavior 
and various criteria of organizational effectiveness. Such theories are 
much more generalizable and, therefore, actionable for pragmatic executives. 
Since, potentially, the most powerful (and therefore the most promising for 
further research) moderating variables are macro-variables such as organi
zational type, this research is oriented in that direction.

The next Chapter discusses leadership theory in the military 
environment and describes a macro-level study of leadership conducted 
. by the U, S. Army that provided the data analyzed in this research.



CHAPTER III 

MILITARY LEADERSHIP AMD RESEARCH 

Importance of the Study of Military Leadership

Whereas the importance of leadership has "been discussed earlier 
in general terms, the phenomenon takes on special significance when 
examined in the military context.

Historical Interest

Like other organizations, military organizations require good 
leadership in order to perform effectively. But, historically, leader
ship has assumed far greater significance to military organizations, be
cause the potential short run cost of membership (the very life of the 
member) in the organization far outweighs the tangible benefits to be 
derived from participation. Consequently, military organizations have 
traditionally relied upon coercion to enforce membership, while seeking 
leaders who, by force of personality and behavior, can transform large, 
unwilling masses of conscripts into highly motivated and disciplined 
military instruments. Leadership creates the morale, esprit, and elan 
that differentiates between the effective and ineffective military organi
zation, Thus, military men have continued to concern themselves with

133
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natters of leadership.^ "The military , , , have recognized the usefulness 
of the clinical approach , , , and have studied and pondered at length 
during intermittent years of peace— on garrison duty, in war colleges and 
in country retreats—-the facts and the lessons of actual experience and 
their implications for oncœaing generations of leaders and administrators, 
This effort has, historically, enabled America to meet leadership needs for 
national defense and mobilization.

National Defense and Mobilization

During eight major wars (through the Korean episode) a relatively 
high quality of military leadership was one of the outstanding character
istics that distinguished our military operations. Time and time again 
the American armed forces have demonstrated an ability to expand a small 
peacetime establishment to a level many times its original size in order 
to achieve National Defense objectives, and to do so quickly. As express
ed by Glover and his associates:

“Hie ability of military organizations to assemble and to 
arrange in workable relationships vast numbers of men; to train 
them quickly in an extraordizuiry array of highly technical skills; 
to move enormous, complex organizations over great distances on 
operations of astounding intricacy all attests to the fact that 
a great deal has indeed been learned from history and study as 
regards getting large complex undertakings to function.3

^John Desmond Glover, et al., The Administratort Cases on Hunan 
Aspects of Management (Homewood, 111.: Hichard D. Irwin, 1973)» P. ix.

2lbid. 3ibid.
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These past accomplisbments hare been widely attributed, at least in part, 
to our differential advantage in being able to rapidly transform civil
ians from all walks of life into soldiers, with representative numbers 
available to assume leadership positions at all levels of the hierarchy 
and all segments of the military technology. But, increasing technologi
cal sophistication and increases in educational levels have brought about 
growing apprehension about the quality of military leadership and our 
ability to maintain a differential advantage in leadership. 1

Our most recent experience in warfare has also raised serious 
questions about the adequacy of our application of traditional military 
leadership concepts. Indeed, Bowers and Bachman, in a recent study, 
found that:

%ere is a philosophy-of-management problem which per
meates the Navy, It shows up in a rather pervasive (top-to- 
bottom) perception of the organizational climate as negative 
in its view of human resources and in motivational conditions,^

Alarmingly, the problem noted in the study is most pervasive with "fleet 
units” (in contrast to "shore-based units") where organi zational climate 
conditions and leadership behaviors are considered the most serious

^ee, for example, Samuel A, Stouffer et al,, The American Soldier. 
Vol. I: Adjustment Duriy? Army Life (Princeton, N, J, : Princeton Univer
sity Press, 194-9), pp, 364-65. This study suggested a growing disenchant
ment of the enlisted ranks with traditional autocratic leadership practices,

^David G, Bowers and Jerald G. Bachman, Military Manpower and 
Modem Values (Ann Arbor, Mich,; Institute for Social Research, 1974-),
P. 130.
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T 2problems. Similar problems have been acted in the other services.

Whether the origins of these problems can be traced to changing social
values, increasing technological sophistication of our armed forces, or
opposition to the Vietnam War, the implications for mobilization and
National Defense are, indeed, serious.

Hequirements for Military Leaders

The sheer numbers of leaders trained and utilized by the mili
tary should, in itself, give high priority to research on military leader
ship, In December, 1973» reflecting post-Vietnam manning levels, the 
Defense Department reported a total of 308,805 officers in the four 
services, in grades from Warrant Officer through General of the Army 
(or Fleet Admiral), An additional 12,829 individuals were in training 
for officer status. All of these officers are considered by the services 
to be leaders first and managers second.''̂  The problem of sustaining this 
vast force of leader-managers in the face of typically high turnover rates 
imposes a tremendous burden on leader training elements.

In view of the anticipated crunch in managerial manpower in the 
future, the demands of the military forces for leader-managers make it

^Ibid,, p. 5.
%ee, for example, Eugene Linden, "The Demoralization of an Army: 

Fragging and Other Withdrawal Symptioms," Saturday Review (January 8, 1972), 
p. 12; and General Hamilton H. Howze, "Military Discipline and National 
Security," Army (January, 1971), pp. 11-15.

S, Department of Defense, Selected Manpower Statistics 
(Washington, D. G,: Directorate for Information Operations, 1974-), p. 31.
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imperative that the Armed Forces make best possible use of scarce 
management resources. Along these lines. Brown and Smolinski, advocating 
a contingency model of leadership effectiveness for military managers, 
argue:

The current trend within the Department of Defense is
to reduce the force structure without impairing mission accom
plishment. To this end, emphasis is being placed upon improv
ing the management of human resources. Managers at all levels 
within the Department of Defense are being asked to do more 
with fewer people. If they are expected to achieve more with 
fewer people, then there should be an organized effort to pro
vide those managers with methods for improvement in managing 
human resources.1

Our military establishment has traditionally sustained a relatively 
high rate of turnover of its leadership (particularly at the junior levels).
Individuals, when they leave the service, take their learned personal styles
and accumulated knowledge of leadership techniques with them. Many, even 
those embarking on civilian management careers, receive no further formal 
leadership training. The Armed Forces have provided, and can be expected 
to continue to provide, large numbers of trained and semi-trained leaders 
to civilian segments of American society.

All of the above considerations serve to point up the urgent de
mand for application of the most current leadership theory and knowledge 
in military organizations. They also justify the expenditure of resources 
and effort for research into special leadership problems peculiar to the 
military environment.

David I. Brown and Hobert A, Smolinski, “The Contingency Model of 
Leadership Effectiveness and its Implications for Military Managers” 
(Wright-Patterson Air Force Base, Ohio: Air Force Institute of Technology,
August, 1974), p. 1.
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Research Contributions 
of the Military Establishment

The interest of the Anerican military estahlisfament in leadership 
has been intense and continuous, especially since World War II, The mili
tary services have applied significant resources to the problem and have 
made significant contributions to the development of new knowledge in the 
field of leadership. These contributions have resulted from research 
activity, conducted (l) internally by military service personnel and (2) 
externally, through the award of research grants and contracts to the 
academic community and behavioral science consultant firms.

Internal Research Activity

The internal research activity is manifested largely through num
erous studies produced by staff and faculty of the various service schools. 
For the Army this includes the Army War College, the Command and General 
Staff College, and the Continental Army Command with its vast network of 
branch schools and centers (particularly the Infantry Center and School 
at Fort Banning), Recently, the Ü, S, Army Administration Center, Fort 
Benjamin Harrison, was assigned responsibilities for keeping Army leaders 
informed about research findings in leadership,^

For the Navy, agencies involved in leauiership research include 
The U, S, Naval Academy, the Naval Staff College, the Naval Personnel

U. S., Department of the Army, Monograuh #7. A Progressive Model 
for Leadershiu Development (Fort Benjamin Harrison, Ind, : U, S, Army Admin
istration Center, June 1975), p, i.
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Research Development Center at San Diego, and the Naval Post Gradnate 
School, Monterey. Air Force organizations include the U. S. Air Force 
Academy, the Air University at Maxwell Air Force Base, and the Air Force 
Institute of Technology at Wrigfat-Patterson Air Force Base. In May, 1976 
a Leadership and Management Development Center was established at the Air 
University to coordinate leadership doctrine and research for the Air Force.

% e  amount of leadership research produced internally over the last 
three decades by the military services is prodigious and includes both 
published and unpublished material. Generally, however, the rese^ch has 
been uncoordinated and consists of individual studies of relatively small 
scope. In spite of (perhaps, because of) the tremendous volume of litera
ture generated, there has been an absence of comprehensive reviews of the 
military research literature, even within the individual services.

Nevertheless, three classic studies relevant to leadership were 
conducted in WWII in response to the urgent demands for knowledge about 
human behavior in combat. The first of these was the monumental world
wide survey-research of Stouffer and his associates on the adjustment of 
the American soldier to military life and his subsequent behavior overseas. 
The study was conducted for the U. S. Amy and yielded sparse (though im
portant) findings relevant to leadership under conditions of training 
and combat.^ Among other things, the Stouffer studies provided an early 
indication that more successful leaders tended to be high on both suppor
tive and structuring behaviors.

"Stouffer et al., Adjustment During Army Life, pp. 1-29.
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The second classic study, or group of studies, was the work of 
General S. L, A, Marshall for the Ü, S, Army. Marshall, a military his
torian in World War II, developed a technique for conducting post-action 
interviews with survivors of small unit actions.^ His reports provided 
the Army with valuable knowledge concerning individual, group,and leader 
behavior in combat, so much so that he was called out of retirement to 
continue his work during the Korean and Vietnam conflicts,^ Marshall's 
work has been studied and applied in the formulation and teaching of 
military leadership doctrine, particularly by the combat arms of the 
Army,

The other internally generated research frequently cited in the 
leadership literature is the Office of Strategic Services study conducted 
during World War II but reported after the war.^ The principle contribu
tions of that study were twofold: (l) the documented techniques for
selecting personnel for behind-the-enemy-lines operations, techniques 
which stimulated the development of the contemporary concept of "üae cor
porate "assessment center," and (2) the conclusion that emergent leader-

ifship was a situationally determined phenomenon.

L. A. Marshall, Men Against Fire (New York: William Morrow and
Company, 1947).

^ee, for example, S, L. A. Marshall, Battles in the Monsoon (New 
York: William Morrow and Company, 196?); and S. L. A. Marshall, % e  Fields
of Bamboo (New York: The Dial Itess, 1971).

^Office of Strategic Services, Assessment of Men: Selection of
Personnel for Office of Strategic Services (New York: Holt, Rinehart &
Winston, 1948).

Douglas W. Bray, et al., p. 17; and Samuel H. Hays and William 
N. Thomas, eds., Taking Command (Harrisburg, Pa.: Stackpole Books, 1967),
p. 213.
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Staaerotts lesser knomi studies evolved from the internal efforts 
of the military services during World War II and Korea, Reviews of the 
leadership literature for the World War H  and Korea eras may be found 
in Jenkins and Sanford, respectively,^

Jenkins reports a group of studies conducted as a part of an 
extensive wartime "Army Air Force Aviation Psychology Program," that con
stituted a major allocation of resources to the study of aspects of leader
ship,^ The psychology program was initiated in response to the problem of 
selecting and classifying potential military aviators. The program was 
expanded during the war to encompass studies of combat leadership, re
action of personnel to the strain of combat, and redistribution of Army 
aviators upon return to the United States from combat tours. The combat 
leadership studies indicated that the more effective aviator-leaders were 
(l) proficient in flying and aerial tactics, (2) considerate of their men, 
(3) consistent in job performance, and (4) sincere and self-sacrificing,^ 
Findings frm the psychology program were being reported as late as 1950*^

William 0, Jenkins, "A Review of Leadership Studies with Parti
cular Reference to Military Problems," Psychological Bulletin 44 (January, 
1947: 54-79: and Fillmore H, Sanford, "Research on Military Leadership,”
in Psychology in the World Emergency, ed, J, C, Flanagan (Pittsburg: 
Uniyersii^ of Pittsburg Press, 1952), pp, 17-74,

^Jenkins, p. 66,
^Frederick Wickert (ed, ), Psychological Research on Problems of 

Redistribution, Army Air Forces Aviation Psychology Program Research Re- 
ports, No, l4 (Washington, D, C, : Government Printing Office, 1947): 
54-79.

^ee, for example, Merrill Hoff, "A Study of Combat Leadership in 
the Air Force by Means of a Rating Scale: Group Differences,” Journal of
Psychology 30 (1950): 229-39,
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Sanford’s review of military leadership is based on a paper pro
duced for the Research and Development Board of the Department of Defense, 
He reviewed the historical development of techniques used internally by 
the military to select, appraise, and train military leaders.^ Sanford 
recognized at a relatively early date the situational aspects of leader
ship in the military environment. For example, he stated:

. , , the officer who is good behind an administrative 
desk may never be able to perform the functions of a combat 
leader , , ,. If we are interested in getting leaders who 
are really outstanding in the actual performance of leader
ship tasks, we had perhaps better think in terms not of 
’general worth to ■Wie service,’ but in terms of the fit be
tween (a) the leader’s abilities, and (b) the concrete de
mands of actual military situations,^

In spite of the abundance of internal leadership-oriented research, 
the major contribution of the military services has been through their ex
ternal research activity.

External Research Activity

% e  Departments of the Army, Navy, and Air Force have made sub
stantial contributions to the evolving body of knowledge about the leader
ship i^enoaenon through (l) sponsorship of research grants to the academic 
community and (2) contractual arrangements with behavioral science consul
tants working wi-üi military units in the field.

Hanford, pp, 17-45. ^Ibid., pp. 32-33.
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The Ohio State Studies

Perhaps the most important contribution to leadership theory and 
research was the sponsorship by the Office of Naval Research (ONH) of a 
series of studies in Naval Leadership, commencing in 1945. Conducted by 
Shartle, Stogdill, and their colleagues at the Ohio State University, 
this research provided the initial impetus to what has been described 
extensively in Chapter II as the "The Ohio State Studies."- Consequently, 
the research will not be discussed in further detail here. Although other 
sponsors contributed financial support to the program (including the U. S. 
Air Force's Human Resources Research Laboratory), the Navy’s sustained 
support, in the form of funding and access to installations and personnel, 
was an instrumental factor in the substantial progress achieved by the 
Ohio State researchers.

The Michigan Leadership Studies

Almost contemporaneously with the Ohio State Studies the ONH was 
sponsoring a broad program of basic behavioral research at the University 
of Michigan. The leadership portions of that research have been described 
in Chapter II. Simultaneous contractural support was provided by the 
Navy to Michigan's Research Center for Group Dynamics and its Survey 
Research Center.^ Likert has given the ONR credit for having given the

^Shartle, p. 119.
2See the series of articles by Leon Festinger; John R. P. French, 

Jr.; D. G, Marquis, Harold Guetzkow, and R. W. Heyns; Daniel Katz; Robert 
L. Kahn; Eugene Jacobsen; Nancy C, Morse; and Angus Campbell in Groups. 
Leadership and Men, ed. Harold Guetzkow (New York; Russell & Russell, 
1963), pp. 28-105.
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Institute for Social Research "generous” support for its "large-scale 
program of research," particularly during its "formative years. The 
OSR has continued to support studies in leadership research at the 
University of Michigan in recent years, although its support appears to 
be less dominant than in the early years,^

% e  Havron Studies

Kavron and McGrath report a series of 14 studies conducted by be
havioral science consultant firms (Psychological Research Associates and 
Human Sciences Research, Inc.) with which they were associated during the 
period 1951”1957.^ The studies were sponsored, variously, by the follow
ing military agencies: (l) Personnel Research Branch of the Adjutant
General's Office, U, S, Army; (2) the Survival Research Laboratory, Air 
Force Personnel and Training Research Center; (3) the Operations Research 
Office, John Hopkins University; and (4) the Combat Operations Research 
Group, of the Continental Army Command, Although the studies were not

^Likert, Hew Patterns of Management, p. 5.
2Studies funded by ONR at the University of Michigan include: James

C. Taylor, "An Empirical Examination of a Four-Factor Theory of Leadership 
Using Smallest Space Analysis," Organizational Behavior and Human Perform
ance 6 (1971): 249-66; Michaelsen, "Effects of Situational Conditions," 
pp. 18-27; and Larry K, Michaelsen, "Leader Orientation, Leader Behavior, 
Group Effectiveness and Situational Favorability: An Empirical Extension
of the Contingency Model," Organizational Behavior and Human Performance 9
(1973): 226-45,

%, Dean Havron and Jose^ E. McGrath, "The Contribution of the 
Leader to the Effectiveness of Small Military Groups," in Leadership and 
Interpersonal Behavior, ed. L, Petrullo and B, M, Bass (New York: Holt,
Rinehart and Winston, I966): pp. 167-79.
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designed to investigate leadership "per se," they involved " , , , about 
500 sma.il military task groups , . under simulated combat and survival 
conditions.1 The researchers, based on findings from the thirteen studies, 
identified a number of predictors of effective leadership in small groups; 
namely, the leader's ability, job-knowledge (the best predictor), know
ledge of men, emotional stability, role behavior, and willingness to act. 
They also found that there was no one best leadership pattern, ̂ The series 
of studies also generated improved small group training methods, which 
the researchers claimed were significantly better than traditional methods 
being used at that time by the military,^

% e  Torrance Studies

Most of the Torrance studies were conducted by E, Paul Torrance 
and his colleagues as a part of an Air Force Survival Training program for 
the Air Force Personnel and Training Research Center,^ Torrance’s normative 
interaction theory, based on the survival training research, is oriented 
toward enhancing leader effectiveness under stressful conditions through 
application of knowledge of the dynamics of informal groups. The Torrance 
research describes the effect of stress on group performance in terms of 
four group "linkages"— power, affect, communication, and goal orientation. 
These linkages determine, apparently, the level of performance of a group.

^Ibid., p, 168, ^Ibid,, p, 1?6, ^Ibid., pp, 174-75.
Paul Torrance, "A Theory of Leadership and Interpersonal Behav

ior Under Stress," in Petrullo and Bass, pp, IOO-II7,
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The effects of stress, in the Torrance model, vary depending upon 
the situational (mediating) variables: Quality of leadership, interperson
al behavior, duration, and intensity. Examples of findings from the Tor
rance research are that, under stress, (l) the leader should be a regular 
member of the group, (2) the leader should use group decision-making 
techniques, (3) members perform better when permitted a hi^ degree of 
self determination and reinforcement, and (4) members are more tolerant 
of strong leadership. The Torrance research and theory have special rele
vance for the military services because the application of military force 
requires that personnel be trained to operate effectively under highly 
stressful conditions.

Fiedler*3 Contingency Model

For the last two decades the military services have been contri
buting support for research on Fiedler’s Contingency Model, described 
earlier in Chapter II. Studies involving the Contingency Model have been 
conducted in Army infantry squads, tank crews, anti-aircraft artiUezy 
units, combat engineer squads, field artillery batteries, basic training 
companies, mess halls, and ROTC units. The Navy has allowed researchers 
to carry out studies involving aviation cadets, NHOTC cadets, and Naval 
aviation maintenance personnel. The Air Force supported a test of the 
Contingency Model with B-29 crews.^ In addition, the Office of Naval

^Fiedler, A Theory, pp. 71-85, 121-25* Louis J. Csoka and Fred
S. Fiedler, "The Effect of Military Leadership Training: A Test of the 
Contingency Model," Orga.wt«atlonal Behavior and Human Performance 8 
(1972): 395-407* and Csoka, p. 28.
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Researdi has provided funding for at least ei^t other studies related to 
the Fiedler Theory of Leadership Research, hut not involving military per
sonnel, It is ohvious that the military services have contrihuted signi
ficantly to the development of the Contingency Model,

Conclusion

The studies cited ahove, external and internal, are hut the tip 
of the iceherg in relation to the total leadership activity attrihutahle 
to the military services. Numerous individual studies, not reported here, 
have been accomplished. The Human Resources Research Organization (HumRRO), 
for example, has produced some high quality research, as exemplified hy 
Jacobs's classic study, Leadershl-p- and Exchange in Formal Organizations.
That HumRRO study was sponsored hy the Navy with the goail of integrating 
aad interpreting the leadership literature,^ Many unpublished studies 
accomplished under contract with Department of Defense agencies are 
available throng the Department of Commerce's National Technical Infor
mation Services, The archives of the various service schools contain a 
multitude of research, much of which remains largely unexploited,
A comprehensive review of the literature on military leadership research 
has yet to be done.

Obviously, the Army, Navy, and Air Force have made significant 
contributions to ihe advancement of knowledge concerning the leadership 
phenomenon, and their efforts are continuing. The next section describes

Ĵacobs, Leadership, pp, vii-viil.
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in considerable detail one of the most extensive leadership research pro
grams ever undertaken "bj the military services, the Army leadership study 
of 1971. % e  study is given detailed attention here because (l) the re
search involved the gathering of data concerning leadership behavior from 
over 30,000 Amy personnel of all ranks, from 63 Army installations in the 
Ü. S. and overseas; (2) the research is of relatively recent origin; (3) 
the Army has continuing interest in analysis and interpretation of the 
data accumulated; and (4) availability of the data bank provided an oppor
tunity to seek answers to research questions of interest not only to the 
Army, but to leadership scholars in general.

The A m y  Leadershlu Studies

Spurred largely by the public demand for an end to selective ser
vice and a return to the pre-World War II policy of a volunteer peacetime 
military establishment, the U, 5, Army War College, in 1971» initiated a 
massive research project on leadership in the Army. The study was clear
ly a response to the problems raised by the need to build and maintain an 
all-volunteer Armed Force.

The All-Volunteer Armed Force

A major stimulus to research on leadership in the Armed Forces was 
provided by President Nixon’s program to end the draft and to establish an 
all-volunteer Armed Force. The President's Commission on an All-Volunteer 
Armed Force, while recognizing the indispensability of placing military pay 
scales on a more competitive level with industry, stressed the importance
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of " . , , improving the conditions of military service and the quality of 
military life", as a vital prerequisite for a successful all-volunteer 
force,^ In the language of the report:

The return to an all-volunteer armed force should improve 
the 'quality* of military life. Conscription enables the mili
tary to ignore individual dignity and desire, secure in the 
knowledge that toe draft will replace those who do not like toe 
military system. The entire military * atmosighere ' — the approach 
to training, discipline, and treatment of individuals— must be 
re-examined,2

Likewise, Janowitz, writing in 1973f called for dramatic changes 
in military management systems:

%ere is sufficient experience to show that a combat 
ready force, fully sensitive to its "heroic” traditions and 
under the closest operational control, can be trained and 
maintained without brutality, personal degradation, or 
"Mickey House" discipline. The armed forces must review 
their routines, for they do not fully realize toe extent to 
which, in comparison with other highly effective forces, 
they are maintaining outmoded procedures,3

Improving the quality of military life so as to make the Armed 
Forces a more attractive environment for working and living required a 
reexamination of traditional military approaches to leadership, Ihe U, S,

^he Report of the President's Commission on an All-Volunteer 
Armed Force (New York: Madtillan Go,, 1970)> p. 63.

2lbid,, pp, 137-38.
%  orris Janowitz, "Toward an All-Volunteer Military," American 

Defense Policy, ed, Richard G, Head and Ervin J, Rokke (Baltimore: John
Hopkins University Press, 1973)» PP. 654-55.
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Army War College (îBAWC), with this objective in mind., instituted such a 
reexamination in 1971, by direction of the Chief of Staff, 0, S, Army.

Description of the IBAWG Study 

Objectives and Theoretical Background

The USAWC Study, entitled Leadershin for 1970*s. was under
taken far the purpose of " , , , determining the type of leadership that 
would be most appropriate as the Army's sustainment procedures change from 
a reliance of periodic draft calls to reliance on voluntary assessions,
A derivative objective was " to assess the validity of the Army's
insititutional concept of leadership reflected in the commonly accepted 11 
Principles of Leadership. . . ."2 (A listing of these Principles is shown 
in Appendix A.)

The study was conducted during a six month period of 1971 by stu
dents and faculi^ of the USAWC. The theoretical basis for the study is 
Jacobs's social exchange approach to leadership in.which'leadership is seen 
as " . . .  a transactional or exchange process between leader and led, . . ."3 
The effective leader strives to achieve an equitable balance in the informal 
"employment contract" by assuring the mutual satisfaction of the organiza
tion and its members. Drawing, also, on ideas from the Ohio State studies, 
the researchers assumed that leaders who are high on both the key dimensions

Û. S., Dept, of the Army, Leadership for the 1970's. p. ii.
2Ibid., p. 1. 3Jacobs, Leadership, p. 120.
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of leader behavior. Initiating Stmctnre and Consideration, are highest 
in overall effectiveness, since this optimizes the balance in the informal 
contract. In the words of the study *

Unit members generally want the leader to be high on Con
sideration, while the leader's superiors (representing the organi
zation) want him to be high on Initiation of Structure. . . .
The successful Army leader, then, as 'go-between,* must balance 
between the needs of the individual (Consideration) and the needs 
of the organization (Initiation), tipping the scales in one direc
tion or the other, according to the situation, in such a manner 
that, in the long run, both parties view their total payoff as 
•fair'.l

According to the study’s conceptual scheme, the Army's tradition
al Principles of Leadership are "general guidelines," "commonly understood," 
and "known to all levels of leadership," which serve as normative bases 
for leader behavior. Composite leader behavior (the sum of a-ii individ
ual leader behaviors in the organization) results in an overall leader
ship climate (following the litwin and Stringer notion) which "mediates 
the informal contract.Figure 3-1 provides this writer's inter
pretation of the conceptual foundation of the study.

Methodology

To operationalize the concept of leader behavior, the researchers 
developed a 43-item scale "derived from" the Ohio State studies bat "adapted 
to the military environment. Organization members used the scales to

S., Dept, of the Army, Leadershin for the 1970*s. p. 3.
^Ibid., pp. 4-5. 3lbid., pp. 5-6.
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FIGURE 3-1 
MEDIATION OF THE INFORMAI, CONTRACT
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describe three aspects of the leader's behavior: (l) how the leader actu
ally behaved, (2) how he should have behaved, and (3) how important the 
behavior was to the member. Each item was scored from 1 to 7, with the 
higher score representing the more desircable behavior. An example of 
one item is shown in Figure 3-2. The complete Leadership Questionnaire, 
as modified for use in a follow-on Continental Army Command (CONARC) study, 
is attached as Appendix B.

% e  intent of the research design was to allow the determination of 
the gap between member expectations (how should the leader have behaved) and 
actual leader behavior (how did he behave?) as perceived ^  the member.
Because of the "inherent bias" related to the nersnective from which lead
er behavior is observed, the researchers chose to " . . . employ a *tri-focal* 
view of leadership."^ Leadership, at any given level, would be diagnosed

^bid., p. 6.
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FIGURE 3-2 
LEADER BEHAVIOR QUESTIONNAIRE ITEM

"HE WAS WILLING TO MAKE CHANGES IN WAYS OF DOING THINGS."

How often should How Important was
How often was he? he have been? this to you?
Always 7 Always 7 Critical 7
Almost Always 6 Almost Always 6 Very Important 6
Preqiuently 5 Frequently 5 Important 5
Sometimes 4 Sometimes 4 Sometimes Important 4
Infrequently 3 Infrequently 3 Seldom Important 3
Almost Never 2 Almost Never 2 Relatively Unimportant 2
Never 1 Never 1 Unimportant 1

SOURCE 1 Ü, S,, Dept, of the Army, Leadership for the 1970*s.
Annex B, p. B-5.

from three perspectives: (l) as seen by superiors, (2) as seen by subordi
nates, amd (3) as seen by the leader himself. Thus, in the field survey, 
superiors reported on the behavior of a typical leader-subordinate, leaders 
described their own behavior, and subordinates described the behavior of 
their supervisors. In addition to the 4-3 leader behavior description itoas, 
the questionnaire was designed to gather (l) certain demographic data, (2) 
information concerning the relative importance of the Principles of Leader
ship, (3) attitudes regarding the Modem Volunteer Army, and (4) data measur
ing respondents' satisfaction with Army Leadership,^

^Ibid,, pp, 6-9,
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The USAWC field stnr/ey was conducted at 17 installations within the 
United States and involved subjects who were enrolled in Amy schools or 
training programs. Each respondent was asked to describe the leader be
havior of himself, his superior, or one immediate subordinate whom.he knew 
well (preferably neither his best nor poorest), in his last duty assignment. 
A total of 1800 questionnaires were gathered, 600 for each of the three 
perspectives. In addition, research teams interviewed ̂ 50 individuals 
(equally distributed among the three perspectives) to provide " . . .  quali
tative, subjective information which added additional meaning to the quanti
tative data.

Analysis of Data

The major aaphasis in treatment of the data was on grade-level 
(military rank) analysis. Meaningful grade-level groups were developed 
(e.g., Junior NCO's comprised enlisted pay grades E4, E5, and S6 with 
less than 5 years service) and determinations were made of the deviations 
of actual from desired leader behavior for each grade-level group. In 
the study this deviation was termed "performance shortfall, (Eaw per
formance shortfall scores measured the degree to which the informal con
tract was being fulfilled). This analysis was performed for each of the 
43 leader behavior items and t-tests were conducted to determine if the 
difference between a given grade-level group and all subjects was signi
ficant.

^Ibid., p. 3. ^IMd., pp. 10-12.
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The researchers also derived a variatle ufaich they labeled "per
ception shortfall" which " is the snm of two components; (l) the
difference between mean performance shortfall observed by superiors and 
the mean performance shortfalls of individuals describing their own behav
ior, and (2) the difference between mean performance shortfall observed by 
subordinates and the mean performance shortfalls of individuals describing 
their own behavior, "1 Par each of the 43 leader behavior items research 
results were assembled on a "Summary Data Table" for detailed analysis,
(a sample Summary Data Table is attached as Appendix C).^

Of various statistical treatments applied, perhaps the most impor
tant was a linear regression technique, using "satisfaction with overall 
leader performance" as the dependent variable, and observed behaviors as 
independent variables,^ The linear regression treatment enabled the re
searchers to identify, for each grade level, those behavioral items that 
provided the greatest (or least) opportunity for improving overall per
ception of overall performance. Further, the data were analyzed to deter
mine if there were significant differences in the degree of satisfaction 
with overall leader performance depending on race, or depending on whether 
the leader behavior occurred in a combat or noncombat situation.

^Ibid., p. 12. ^Ibid., pp. G-11 to 0-22.
3lbid., p. 12.
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PlnAlngs and ATOlleatlons

The major findings of the study are summarized, in Figure 3*’3»^ 
Finding number 4- is not empirically supported, but is based on the 
rationalization -üiat (l) the Principles of Leadership were being used as 
a basis for leadership instruction in Amy schools, other services, and 
other nations, (2) questionnaire respondents were reluctant to classify 
any of the eleven principles as "least important," and (3) only two or 
three respondents (out of 1800) recommended any substantial change to 
the Principles in a free response question,^ (Some of the problem 
"factors" associated with Finding 9 include "leaders- perception of the 
current system of Military Justice", "misuse of soldiers’ time," etc,

The study produced a number of recommendations for applying the 
research findings. These are shown in Figure 3“̂ . Some of these ideas 
have been implemented. For example, in accordance with the first recom
mendation, the Continental Army Command, the organization responsible 
(at that time) for training and education in the U, S, Army, conducted a 
large scale seminar/data collection program, which is described below as 
the CONARC Leadership Study,

■Bie CONARC Leadership Study

In 1971 CONARC initiated a program of seminars (l) to aiid installa- 
tion commanders in improving the quality of leadership in their organizations

^Ibid,, pp. vii-viii. ^Ibid., p, 17, Îbid,, p, 26,
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FIGURE 3-3 
STATaiENT OF FIHDINGS

1. THE STUDY HSTHODOLOGY IS A REUABIS DEVICE PCS MEASURING LEADERSHIP 
EFFECTIVENESS AND DIAGNOSING PROBLEMS.

2. DECSEE OF SATISFACTION WITH THE OVERALL PERFCSMANCE OF ARMY' LEADERS 
VARIES SIGNIFICANTLY BY GRADE LEVEL (HIGHER GRADE, HICSiER SATISFACTION), 
VARIES ONLY SLK3ÎTLY BETWEEN COMBAT AND NONGCMBAT CONDITIONS, AND
DOES NOT VARY BY RACIAL GROUP.

3. IN GENERAL, SOLDIERS ARE SATISFIED WITH LEADERSHIP IN BASIC TRAINING 
AND DISSATISFIED WITH LEADERSHIP IN ADVANCED INDIVIDUAL TRAINING. 
(SOLDIERS ARE DISAPPOINTED IF HISI STANDARDS OF PEHFCBMAHCB ABE NOT 
SET AND MAINTAINED. )

4. OUR LEADERSHIP PRINCIPIES (AND THE INSTITUTIONAL CONCEPT THEY EXPRESS) 
ARE VALID AND APPROPRIATE FOR THE 1970'S.

5. THE PERCEPTION OF THE RELATIVE IMPORTANCE OF SPECIFIC LEAIffiKSHIP 
PRINCIPLES VARIPS AMONG CHADE LEVELS.

6. THE APPLICATION OF LEADERSHIP PRINCIPLES IS DEFECTIVE IN SEVERAL 
RESPECTS WHICH HAVE BEEN IDENTIFIED BY ®ADE LEVELS AND PERSPECTIVE 
(SUPERIOR, SUBCHDINATB, SELF) IN TERMS OF SPECIFIC BEHAVIOR.

7. A MAJOR DIFFICULTY IN APPLYING CORRECTLY THE PRINCIPLES OF LEADERSHIP'
IS THE FREQUENT MISPERCEPTION OF HOW WELL ONE’S OWN LEADERSHIP IS 
MEETING THE LEADERSHIP EXPECTATIONS OF SUPERIOR AND/CH SUBORDINATE 
(INDIVIDUALS CONSISTENTLY PERCEIVE THEIR OWN SHORTFALLS AS LESS THAN 
SUPERIORS OR SUBORDINATES PERCEIVE THÏM TO BE).

8. CERTAIN ITEMS OF LEADER BEHAVIOR FOR EACH GRADE LEVEL HAVE HIGH 
POTENTIAL FOR SIGNIFICANT IMPROVEMENTS IN OVERALL LEADERSHIP EFFECTIVE
NESS IN RETURN FOR A SMALL IMPROVEMENT IN THE PARTICULAR BEHAVIOR.

9. SEVERAL FACTORS WERE FOUND TO BE COMPOUNDING THE PROBLSÎ OF APPLYING 
CORRECTLY THE PRINCIPLES OF LEADERSHIP.

10. THE OVERALL ATTITUDE TOWARD IHE MODERN VOLUNTEER ARMY CONCEPT WAS
MODERATELY FAVORABLE ALTHOUGH THERE WERE WIDE VARIATIONS WILHIN AND 
BETWEEN (3ALE LEVELS.

SOURCE* U. S., Dept, of the Army, Leadership for the 1970*s.
pp. vii-viii.
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FIGURE 3-4 
USAWC RECCHMERSATIORS

1. USE THE MAIN FEATURES OF THIS STUDY ON AN ARMY-WIDE SCAIE TO PROVIDE:
A. THE INDIVIDUAL AND ORGANIZATIONAL BENEFITS ACCRUING FRQÎ PARTICI- 

PATŒY RESEARCH.
B. DIAGNOSTIC INFORMATION APPLICABLE TO INDIVIDUAL AND (KGANIZATIOKAL 

LEADERSHIP IMPROVEMENT.
C. A BROADENED DATA BANK 0F INFORMATION TO BE USED BY ARMY PLANNERS, 

EDUCATCmS, AND RESEARCHERS.
2. MAKE WIDE DISTRIBUTION OF SELECTED PORTIONS OF THIS STUDY AS A MEANS 

OF PROVIDING, BY lEVEL, DIAGNOSES OF IZADERSHIP IHOBIHSS AND PSESCRIP- 
ITONS FOR LEADERSHIP IMPROVEMENT.

3. CONDUCT SCIENTIFIC STUDY OF THE ATTITUDES, VALUES, AND CONCEPTS OF 
IZADERSHIP HELD BY OFFICERS AT 06 (COLONEL) AND HIŒER OADES.

4. REVISE LEADERSHIP IISTSUCTION CONCEPTS WITHIN THE ARMY SCHOOL SYSTS!
TO ENSURE THAT CONTEMPORARY SCIENTIFIC APPROACHES TO THIS SUBJECT 
ARE BEING EXPLOITED.

5. ESTABLISH AN EXTENSIVE AND PROŒŒSSIVB PROGRAM OF ACADEMIC AND TECHNI
CAL EDUCATION FOR CAREER NCO'S.

6. BEGIN DEVELOPMENT OF A IROOAM OP "COACHING" DESIGNED TO ENHANCE 
COMMUNICATION AND UNDERSTANDING OF SPECIFIC EXPECTATIONS BETWEEN 
SUPERIOR AND SUBŒDINATE.

7. PROVIDE STAFF MEMBHîS (MILITARY) WHO ARE FORMALLY TRAINED IN THE 
SCIENTIFIC STUDY OF IZADERSHIP AND INTERPERSONAL RELATIONS TO ALL 
ARMY SCHOOIS AND STAFF SECTIONS DEALING WITH THEORETICAL OR PRACTICAL 
IZADERSHIP EDUCATION OR TRAINING,

8. PRECLUDE EVOLUTION OF AN "ANTI-LEADERSHIP" SYNDROME BY ESSUEING QUALITY 
CONTROL OF LEADERSHIP STUDY ACTIVITIES THROUGH CENTRALIZED COORDINATION 
OF FIELD SURVEY OPffiATIONS.

SOURCE: U. S., Dept, of the Army, Leadership for the 1970*3.
pp. 31-38.
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and (2) to accumulate the extensive leadership data bank that had been 
recommended by the ÜSAWG study. Accordingly, eight three-man teams (each 
team including at least one officer with graduate-level training in a be
havioral science) were dispatched to 63 installations in the U, S, and 
overseas to conduct the seminars and collect additional data. All installa
tions having a population of 5OOO or more were included in the program, with 
the exception of those in Vietnam, which were omitted, A slightly modified 
version of the USAWC Leadership Questionnaire was used in the CONARC study 
(Appendix B),^

The CONARC teams assisted local commanders in analyzing the data 
and developing a "profile of the leadership environment in the command,
Over 30,000 respondents completed the questionnaires. Information from 
the data bank was made available to planners, educators, and researchers 
to enhance the study and application of leadership in the Army,

“Kie Army is still analyzing the data and communicating results 
to the field in the form of leadership monographs. Thus far, monographs 
have been published reporting (l) demographic characteristics of Army 
leaders; (2) satisfaction with U, S, Army leadership; (3) leadership of 
junior NCO's, senior NCO's, and company grade officers; and (4) conceptual

%, S,, Department of the Army, Leadership for Professionals. 
(Ft, Bragg, N, C,: CONARC Leadership Board, July 30, 1971), pp. 12-21,

2lbid,, p, 16,
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models developed hj Army scholars as an outgrowth of the Army leadership 
studies.^

Evaluation

The Army Leadership studies represent an Imaginative application 
of leadership theory to real life problems. The studies are among the 
few large scale research efforts to examine, simultaneously. perceptions 
of leader behavior from the perspectives of superior, the leader himself, 
and the subordinate, in the search for long run leader effectiveness. The 
Army has operationalized the concept of the informal contract in a meaning- 
ful way. The data bank that has been accumulated on leader behavior is a 
priceless source of data that is being used to develop hypotheses, exam
ine relationships, and test theories. Information derived from the data 
is being fed back to the field for local interpretation and application. 
Nevertheless, there are limitations to the studies which will be discussed 
below under the headings "methodology” and "theory,"

Methodology

The major methodological weakness of the studies stems from the 
fact that the method of scale construction is undocumented, % e  studies

%, S,, Department of the Army, Consolidated Army War College Leader
ship Monogra^ Series 1-6 (Port Harrison, Ind, i Ü, S, Army Administration 
Center, 1975)i U, 8,, Department of tl 3 Army, Monograph #6, Field Grade 
Officer Leadership (Carlisle Barracks, Pa,: U, S, Army War College, August
197^); U, S,, Dept, of the Army, Monograph #7; and Ü, S,, Department of the 
Army, Monograph #8. A Matrix of Organizational Leadership Dimensions (Port 
Benjamin. Harrison, Ind. % U, S, Army Administration Center, October 1976),
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assert that the scales were derived from the Ohio State Consideration and 
Initiating Structure scaLles. But, as will he shown In Chapter IV, less 
than half of the Items In the Army Instrument can he directly associated 
with the Ohio State work. Since the Army has not provided data relative 
to the validity and rellahlUty of their leadership scale, the user of the 
scale has no assurance that he Is measuring what he wants to measure, nor 
that the scales will provide consistent results.

Second, the data gathered In the two studies do not appear to he 
representative of the universe of Army leaders. In the ÜSAWC study, 
questionnaires were given to trainees at various Army schools and training 
centers. In the CONARC study only Installations of over ^000 were Includ
ed personnel In Vietnam were purposely omitted. There Is no evidence 
In the documentation of the research that subjects were chosen randomly 
at the selected Installations.

Theory

With respect to theory, several weaknesses appear important. First, 
except for the single variable "Satisfaction with Overall Performance," 
criteria for relating leader behavior to organizational effectiveness are 
lacking. With respect to that single variable, one might ask, as do Camp
bell and his colleagues, " . . . whether there Is enough variance In Individ
ual satisfaction that Is attributable to organizational characteristics to 
make it worthwhile to aggregate Individual satisfaction and call the
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composite a measure of organizational functioning. The literature abounds 
with empirical evidence that highly satisfied workers are not necessarily 
the most productive workers, Filley and House point out that "at the 
present time there seems to be general agreement among most researchers 
that the effect of satisfaction on worker motivation and productivity de
pends on situation variables yet to be explicated by future research, "2 It 
would appear dangerous, then, to make major changes in leadership doctrine 
and training programs, based on the leadership studies and oriented toward 
improving members* satisfaction with leadership, without careful considera
tion of the possible effects on organizational performance.

Second, although the researchers derived their instrument from the 
Ohio State literature, they have neglected to analyze the data in terms of 
the theoretically important leader behavior dimensions of Consideration 
and Initiating Structure. The study does not even identify the questionnaire 
items as bejng components of either the Consideration dimension or the Initia
ting Structure dimension. Leader behavior is analyzed on an item by item 
basis, and consequently much potential theoretical meaning of the research 
is lost.

Third, the studies assume that leaders who are high on both dimen
sions are the most effective, since they meet the needs of both superiors 
(who want -toe leader to be high on Initiating Structure) and subordinates

John P, Campbell et al,, The Measurement of Organizational Effec
tiveness; A Review of Relevant Research and Opinion (San Diego. Calif. : 
Naval Personnel Research and Development Center, 1974), p. ?6,

2pilley and House, pp. 378-79.
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(who want the leader to be high on Consideration), This oversimplifi
cation is not consistent with the prolific literature on the two prin
cipal Ohio State dimensions of leadership. In a recent review, for exam
ple, Kerr and associates stated:

Finally, it should be pointed out that researchers have 
discovered a number of exceptions to the rule that a high-high 
leadership style is the most effective one. Preferences for 
and attitudes toward Consideration and Structure have been 
found to vary considerably as a function of both the individual 
and the situation (Hunt and Liebscher, 1973). For these rea
sons it seems an oversimplification to claim that the effective 
leader needs "merely" to behave in a highly considerate and 
structuring manner,^

Fourth, the studies pay only lip service to the situational in
fluences, Repeating here an earlier citation, the War College study 
states "The successful Army leader, then, as 'go-between, ' must balance 
between the needs of the individual (Consideration) and the needs of the 
organization (initiation), tipping the scales in one direction or the 
other, according to the situation, in such a manner that, in the long 
run, both parties view their total payoff as ’fair*,"^ The study does 
not attempt to identify factors in the situation that have potential 
relevance to satisfactory or effective leader behavior. Figure 2-31 
(Chapter II) lists numerous situational factors which have been found 
to influence leader behavior, as identified separately by Kerr et al,,

^Steven Kerr, et al., "Toward a Contingency Theory", p, 63, . 
Û. S., Dept, of the Army, Leadership for the 1970*s. p, 3,
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Michaelsen, and Baxrow,^ The Army studies examine only hierarchical level 
(hy segregating the sample hy grade-level groups), race, and, in the üSAWC 
study only, combat versus noncombat. The latter analysis (combat versus 
noncombat) is undocumented, except for a statement that "degree of satis
faction with the overall performance of Army leaders , , . varies only 
slightly between combat and noncombat conditions, . , ."2 In effect, by 
neglecting to consider the multitude of situational variables that potent
ially moderate leader behavior, the researchers implicitly assume that 
the Army is one large, homogeneous organization in which a one-best 
'leadership style can be determined for each grade-level group, Ihis 
implies, for instance, that an infantry platoon leader can one day be trans
ferred to a predominantly civilian-staffed supply and maintenance depot 
and be expected to operate effectively without any adjustment to his style 
of leadership. Based on the literature review of Chapter II, research 
described earlier in this Chapter and the personal experiences of the 
writer, the one-best style assumption appears to be erroneous, ihere is 
a serious need for further research to explore the Army's leadership data 
for the existence of contingency variables which may influence leader be
havior in the Army,

^Kerr et al,, "Toward A Contingency Theory," pp, 65-71; Michaelsen, 
"Situational Conditions," pp. 18-27; and Barrow, "Leadership Effectiveness,"
pp. 10-11.

2u. S., Dept, of the Army, Leadershiu for the 1970's. p, 14,
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Opportunity for Further Research

The COKARC leadership study provided an excellent opportunity for 
further research through secondary analysis of the data. It was suggested 
in Chapter II that contemporary overemphasis on micro-oriented leadership 
theories and research is attributable, at least in part, to the difficul
ties and costs involved in accessing large organizations for conducting 
much neglected macro-level studies. Also in Chapter II, contingency 
notions were promoted as promising approaches for explanation of inconsis
tencies and contradictions in earlier leadership research. The CONARC 
study was of such broad scope, encompassing as it did almost the entire 
spectrum of functional activities of the Army and involving responses from 
over 30,000 members of all levels of the organization, that it afforded 
the researcher a rare opportunity to explore for the existence of contin
gency relationships.

The Best-Fit Thesis

Particularly intriguing was the opportunity for examining the data 
determine if the best-fit theses of Kast and Rosenzweig and Lorsch and 
se are valid. Although the notions of these investigators are of 
tionable comparability, there does appear to be convergence on the 
bhat the most effective style of leadership depends upon certain 
beristics of the organization's internal environment, which are, in 
termined by the external environment. In other words, the external 
nt dictates the type of organization required for optimal
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effectiveness, and a certain leadership style is appropriate, given the 
required organizational type. Figure 3-5 demonstrates the comparability 
of the concepts of the external environment of organizations of Kast and 
Rosenzweig and Lorsch and Morse,^

FIGURE 3-5 
CCJtPARABLE GOSCSPIS OF ENVIRONMENT

Investigators Environmental Classifications

Kast and Rosenzweig Placid - --------- Turbulent
Lorsch and Morse High External — — — —  Low External

Certainiy Certainty

Although there is conflict among these investigators as to what 
the best-fit actually is, the common thread of agreement is that differ
ent external environments impose different demands on organizations. 
Consequently, for optimal effectiveness organizational characteristics 
must vary depending on whether the external environment is placid with 
high certainty or turbulent with low certainty, Kast and Rosenzweig, for 
example, suggest that a placid external environment demands a "closed/ 
stable/mechanistic" type of organization, whereas a turbulent external 
environment demands an "open/adaptive/organic" organizational type,^

^Kast and Rosenzweig, Contingency Views, pp, 313-20; and Lorsch 
and Morse, pp. 127-35,

^Kast and Rosenzweig, Contingency Views, p. 315.
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Both the Kast and Rosenzweig and Lorsch and Morse theories suggest 
that different sigrles of leadership axe appropriate, depending npon the 
type of organization demanded by the external environment. Drawing on 
Fiedler's Contingency Model, Lorsch and Morse suggest, for example, that 
where the external environment is either "certain and programmable** or 
"uncertain and complex," a task oriented (low LPC) leadership style is 
appropriate,^ However, for intermediate conditions of the external environ
ment, th^ suggest that a relationship oriented (high LPC) style may be 
best,^ These various contingency ideas seem inconsistent with A m y  doc
trine and policy.

The Army's Problem

If the best-fit theses are valid, then the Army has a problem. This 
is because three somewhat unique. attributes of Army life interact to reduce 
the prospects for attainment of a proper fit between leadership style, 
organizational types, and environmental characteristics. These three 
attributes are (l) Army leadership doctrine, (2) the diversity of activities 
performed by the Army, and (3) the policy of frequent rotation of leaders 
and members.

Army Leadershin Doctrine

Army leadership doctrine has been dominated by the consideration 
that the organization’s fundamental purpose is to prepare for and manage

^Lorsch and Morse, p, 131, Îbid,
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war and coatat.^ "Die use of violence throngh combat operations as a
means for achieving objectives is a unique and important difference

2between military and civilian organizations. As a result the Army has 
traditionally relied upon and valued strong, decisive leadership,^ While 
such authoritarian leadership apparently proved appropriate in combat 
zones in World War II, the American Soldier studies found gross dissatis
faction with Army leaders among troops in rear echelons and inactive 
theatres,^ Perhaps because of the Stouffer studies, and contemporaneous 
with the human relations groundsvell on the industrial scene, the Army 
began to emphasize that "the responsibilities of the military leader are 
twofold: " , , , accomplishment of the mission . . , and . . , duty to
his subordinates,"3

.These ideas of relatively equal emphasis on the mission and the 
troops parallelled, and perhaps built on, similar ideas evolving in the 
leadership literature, in which the most appropriate leadership style was

2janowitz, TSae Professional Soldier, p, 423,
%urt Lang, "Military Organizations," in Handbook of Organizations, 

ed, James G, March (Chicago: Rand McNally & Co,, 1965)» P. 838; Morris
Janowitz, The Professional Soldier, p. 423; and Samuel A, Stouffer et al,, 
The American Soldier. Vol. 2: Combat and Its Aftermath (Princeton, N, J, :
Princeton University Press, 1949), p, 59.

Stouffer et al,, Combat and Its Aftermath, pp, 97-104, 112-18; 
Lawrence P, Crocker, ed,, The Officer's Guide. 37th ed, (Harrisonburg, - 
Pa,1 Stackpole Books, 1973), P, 12; and Howze, p, 3.

Stouffer et al., Adjustment During Army Life, 
pp. 362-82.

Ĵofan H. Carter, "Military Leadership," Military Review (April 
1952), pp. 14-18,
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seen as combining highly instrumental (emî iasis on mission) and highly 
supportive (emphasis on troops) behaviors.^ Such ideas were reiterated 
in the USAVC Leadership Study in terms of the Ohio State dimensions.^
%is evolving doctrine appears to be reinforced in the statement of Find- 
ing Number 4 of that study uhich " , , , established the validity and 
acceptability of the Army's time-honored Principles of Leadership."^

Nevertheless, there is evidence to suggest that the Army continues 
to value the strong, decisive, mission-oriented leader. In his early arti
cle introducing the principles of leadership. Carter em^iasized:

The primary duty of the military leader is the accom
plishment of his assigned mission, Even rthlng else, even 
the welfare of his men, is subordinate.^

Also, although the TJSANC study on Leadership for the 1970*3 advo
cated an equal emphasis on Initiation of Structure and Consideration be
haviors j the same study stressed, in the preface, that "the ultimate pur
pose of the Army— success in coabat— remained the overriding consideration 
throughout the study,"5 The implication is that the Army continues to 
value instrumental leader behaviors higher than supportive behaviors; per
haps appropriately so for a combat situation. Be this as it may, a major 
part of the Army's problCTi is that it seems to persist in a search for a

^Filley and House, pp, 414-1^.
S., Dept, of the Army, Leadership for the 1970's. p. 3» 

^Ibid., p. 17, ^Carter, p. 14
5d . s . , Dept, of the Army, Leadership for the 1970's. p. ii.
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generalized leadership doctrine applicable in all situations. It does 
so in spite of rapidly accumulating evidence concerning the possible 
existence of powerful environmental contingency variables that require 
different leadership styles for different situations.

Diversity of Activities

The Army's generalized leadership doctrine would cause no pro
blems of leader effectiveness were it not for the diversity of activities 
in wfaidi the Army is involved. % e  Army's mission embraces a much broad
er domain of activi-ty than merely the conduct of combat operations. The 
Amy is responsibile for planning, organizing, training and equipping 
" . . .  the land forces of the United States for the conduct of prompt and 
sustained combat oparations, . . ."1 Designed as a self-sustaining organi
zation capable of operating over vast geographic areas, the Amy, function
ally at least, tends to mirror the civilian sector of our society. The 
entire spectrum of economic functions must be perfomedt development, 
acquisition, distribution, maintenance, management, and utilization of 
resources.^ The Army is, in effect, a microcosm of the society it serves, 
and is involved in a wide range of activities to an extent equaled by few, 
if any, civilian organizations. Ihe entire continuum of organizational

Charles H. Coates and Roland J. Pellegrin, Military Sociologyt 
A Study of American Military Institutions and Militai Life (University 
Park, Md. % Social Science Press, 1965), p. 117.

B̂ezzgt Abrahamsson, Military Professionalization and Political 
Power (Beverly Hills, Calif. 1 Sage Publications, 1972), p. 36.
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•types, from mechanistic to organic, may very well "be represented ty the 
•variety of units performing comhat, administrati've, logistics, education 
and training, and research functions in the Army organizational system.

The implication of this is that there may not he a single most 
appropriate model of leadership applicable to the Army. If •the hest-fit 
theses described above are accepted at face •value, the idealized strong, 
decisive leader, high on bô th supportive and instrumen^tal behaviors, may 
prove to be ineffective in some subenvironments of the Army. Ihe danger 
of a misfit is especially acute in view of •the Army's traditional rotation 
policy.

Frequent Rotation of Leaders and Followers

Frequent ro^tation of leaders and followers has been institutional
ized by the Army to facilitate flexibility in assignment of cadre during 
rapid mobilization, to develop top level commanders and staff who have 
system-wide perspectives, and to assure equitable dis^tribution of desire- 
able and undesireable assignments.

While frequent rotation of managers under managerial development
al programs is a common phenomenon in induŝ kry and commerce, the frequency 
of transfer is not nearly as great, nor is the practice as thoroughly insti- 
•fcutionalized, as in milî tary organizations. A comparati^ve study by Grusky 
supports this notion. Grusky states:

Militaty systems are of theoretical significance to organi
zational theory because all those of executive ranic are, of necess- 
ty, itinerants. Thus military systems are desireable objeĉ ts of in
vestigation for the student of succession because they represent a
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relatively extreme career situation. Military rotation policies 
require officers to change their assignments after a given period 
of tine. This period may be one year in hardship areas, but more 
typically two, three, four, and at times five years. Hence execu
tive succession is highly routinized and frequent.^

Further, in the purely military organization, both managers (officers) and 
working level operators (enlisted men) are rotated periodically, which 
creates unique leadership situations and compounds the leadership pro
blem in the military environment.

Mock, writing about the Army's career development program, dis
cussed the rotation policy and pointed out the dilemma of the ideal car
eer assignment pattern.^ The dilemma of which be writes is the need for 
" . . .  highly competent commanders with broad experience to manage the 
larger and more complicated institutions," and the demand for " . . .  

expertise in a wide range of extremely specialized areas, "3 According to 
Mock, "the officer is advised to avoid repetitive similar assignments, and, 
instead, seek a variety of assignments which includes at least one command 
at each rank. But frequent rotation through a variety of assignments 
prevents the officer from attaining high skill levels in any single area. 

Although pressure for rotation of enlisted personnel through a 
broad pattern of assignments is less insistent, frequent rotation of both 
superiors and subordinates creates unique problems for military

2-oscar Grusky, "'Sie Effects of Succession: A Comparative Study
of Military and Business Organization," in The New Military, ed. Morris 
Janowitz (New York: Norton Library, I969), pp. 83-111.

^Pbillio W. Mock, "Delusion of Grandeur," Military Review (October 
1972), pp. 50-65.

3lbid., p. 51. ^Ibid., p. 50.
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organizations. For one thing, it means that the average time that a 
subordinate works for a single supervisor is diminished significantly, 
since the probability of both being assigned to a given unit at precisely 
the same time is quite low. Second, it increases the probability that 
both parties will bring to the relationship divergent expectations of 
appropriate leader behavior, resulting from dissimilar experiences in the 
extreaely broad range of organizational subcultures which characterize the 
vast, technologically diffuse military establishments of our time, "Qie 
problea of frequent rotation of military leaders and followers becomes 
even more complex when we obser'-e that the modem military organization, 
both at home and abroad, is comprised of varying mixes of civilian and 
military personnel.

Combat forces are staffed predominently with military personnel, 
but logistics, education and training, administrative, and research organi
zations (particularly in the Continental United States) are often predom
inently civilian. Frequently, in the civilian dominated Army organizations, 
military leaders are paired with civilian deputies or assistants. In 
those situations the civilians tend to have relatively hi^ job stabil
ity and, consequently, high job expertise. ̂

The forceful, decisive military leader, despite his advantages 
of broad experience and systans perspective, may find the Army's general
ized strong, decisive leadership style to be inappropriate in such situations.

%urt Lang, "Technology and Career Management in the Military 
Establishment," in The New Military, p. 51; and Coates and Pellegrin, 
pp. 117 and 135-38,
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A more sulatle, participative style -jrould provide, perhaps, the best-fit 
under such circumstances, «here the leader may need to lean heavily on 
his subordinate's job knowledge.

But if the notions of Fiedler and Lorsch and Morse, regarding slgrle 
flexibility are correct, the officer may not be able to adapt to non-com
bat organizations.^ As he rotates from assignment to assignment across 
the diverse functional subsystems of the Army, the officer who adheres to 
the ideal strong, decisive leadership style may very well be contributing 
substantially to the ineffectiveness of his organization. From the best- 
fit theses of Kast and Rosenzweig, Lorsch and Morse, and Fiedler, one would 
expect that a leadership style that proved effective in a closed/stable/ 
mechanistic type of organization might not be as effective in an open/ 
adaptive/organic one.

The Research Questions

In order to ascertain whether or not the Army has a hidden lead
ership problem, it is necessary to investigate the moderating influence 
of organizational type (mechanistic versus organic) on the relationship 
between leadership style and leader effectiveness. The questions that 
need to be answered are two in number:

1. Does the Army, in fact, embrace a range of organizational 
types, or is it a relatively homogeneous organization that can afford 
to emphasize a generalized leadership style?

^Fiedler and Ghemers, p. l4l; and Lorsch and Morse, p. 133.
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If the concept of organizational type has no relevance for the 
Army, farther investigation will not be necessary, and the Army can con
tinue to seek merely refinements of its present leadership doctrine. How
ever, if the first question is answered affirmatively, then the research 
must be extended to answer a second question suggested by the best-fit 
theses:

2, Given that the Army does embrace a range of organizational 
types, does organizational type have a moderating influence on the rela
tionship between leadership style (behavior) and leader effective

ness ?
The second question asks, for example, will a leadership style 

that is effective in a mechanistic type organization be just as effective 
in an organic type organization?

% e  writer is convinced that the data from the CONARC Leadership 
Stt«3y of 1971, coupled with more recent survey data, can provide evidence 
bearing on the research question. The methods for accomplishing this will 
be discussed in Chapter IV,

Summary

This chapter explained the importance of military leadership in 
American society and described the substantial leadership research con
tribution of the military establishment. An account of the monumental 
Army leadership studies of 1^1 was provided. The studies were criticized 
with respect to methodology, but principally for the failure of the
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researchers to take acLvartage of the opportunity to examine the data for 
evidence of contingency relationships that have been suggested by the 
leadership literature in recent years.

The best-fit theories of Kast and Rosenzweig, Lorsch and Horse, 
and Fiedler were cited as having particular relevance. It was pointed out 
that if the best-fit theories were valid, the Army has, perhaps, a con
cealed leadership problem. This problem is due to (l) the Army's adherence 
to a one-best-style doctrine, (2) the diversity of activities in which it 
engages, and (3) the policy of frequent rotation of leaders and followers. 
To determine whether this problem is real or illusory, two research ques
tions were posed. The first question was oriented toward learning whether 
or not the Army consists of more than one organizational type; the second 
toward learning whether there is some best-fit between organizational type 
and leadership style that differentiates between effective and ineffective 
leaders.

Chapter IV provides a detailed description of the methodology 
selected to answer the research Questions,



CHAPTER IV

IIETHODOLOGY

This chapter describes the methodology of the study. Included, 
sequentially, are major-sections dealing with (l) the general approach,
(2) the research focus, (3) the research design, (4) categorization of 
data by organisational type, (5) operational definitions, (6) the research 
hypothesis, (?) data analysis, and (8) research constraints. The method
ology is summarized in a concluding section.

General Auproach

The research is designed to answer two research questions:
1. Does the Army consist of different ti’roes of organizations?
2. If so, does organizational type have a moderating influence on 

the relationship between leadership style and organizational effectiveness?
The organizational typology used in this study is based primarily 

on the Kast and Rosenzweig "organizational systems.Those scholars see 
organizations as possessing systemic characteristics ranging on a continuum 
from closed/stable/mechanistic at one extreme to open/adaptive/organic on 
the other, as described in Chapter III. Their concept is expanded in this

^Kast and Rosenzweig, Contingency Views, p. 314.

177
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study to provide for three possible types of organizations (organizational 
types); mechanistic, intermediate, and organic.

The provision for three types of organization reduces the danger 
of oversimplification and is more in line with the more complex typologies 
suggested by Newman and Perrow, Newman, for instance, suggests that 
"coherent management designs" can be developed by thinking about organiza
tions in terms of "management structures," that differ according to the 
nature of technology. ̂ The three types of technology which differentiate 
management structures are "stable" (similar to the Kast and Rosenzweig 
closed/stable/mechanistic organizational system), “regulated flexibility," 
and "adaptive" (similar to the open/adaptive/organic organizational type),^ 

Perrow, too, emphasizes the importance of technology as a basis for 
a taxonomy of organization types in comparative analysis,3 Rejecting a 
"simple polar contrast" between bureaucractic and nonbureaucratic organiza
tions, he suggests four types of organizations— routine, craft, nonroutine, 
and engineering,^

The addition of an intermediate category to -üie Kast and Rosenzweig 
organizational typology in "Üiis research is a unique contribution which 
recognizes the probable existence of hybrid types of organizations. The 
approach also accentuates the influence of the purer mechanistic and or
ganic types at the extremes of the Kast and Rosenzweig continuum of organi
zational systems.

^William H, Newman, "Strategy and Management Structure," in Kast 
and Rosenzweig, Contingency Views, pp. 287-303.

2lbid,, pp, 293-94, 3perrow, pp, 75-85. ^bid.
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The Conceptual Model

The conceptual model that will be tested is shown in Figure 4-1. 
The model portrays the notion that leadership style, as moderated by the 
construct "organizational type" (mechanistic, intermediate or organic),

FIGURE 4-1 
CONCEPTUAL MODEL

Leadership Style 
(Perceived Behavior)

Leader Effectiveness 
(Subordinate Satisfaction)

Organizational Type 
(Mechanistic, Intermediate, Organic)

results in some level of leader (organizational) effectiveness. Leader
ship style is operationalized in this study as behaviors of the leader 
as perceived by his or her subordinates. Leader (or organizational) 
effectiveness is operationalized here as subordinate satisfaction with 
leader performance. The relationship between leadership style and leader 
effectiveness is shown as two-way relationship based on the research litera
ture.^ Organizational type is conceptualized in Figure 4-1 as a contingency 
variable having a powerful influence on the leadership style/effectiveness

^Aaron Lowin and James H, Craig, "The Influence of Level of Perform
ance on Managerial Type; An Experimental Object-Lesson in the Ambiguity of 
Correlational Data," Organizational Behavior and Human Performance 3 (1968): 
440-58.
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relationship. The method for operationalizing the organizational type con
struct will he described in detail below.

The Nature of the Research

This research is an exploratory, ex post facto field study. It 
is exploratory because its purpose is ” . . .  to discover significant 
variables in the field situation, to discover relationships among vari
ables, and to lay groundwork for later, more systematic and rigorous 
testing of hypotheses,

Although exploratory research usually omits hypotheses, it seems 
reasonable and appropriate to formulate hypotheses here by generalizing 
from the evolving contingency theory and the related intra-firm and inter
industry research reviewed in Chapter II. Hence, substantive hypotheses 
will be used to focus the research effort.

The research is an ex post facto study. Kerlinger defines ex post 
facto research as follows:

Ex post facto research is systematic empirical inquiry in 
which the scientist does not have direct control of independent 
variables because their manifestations have already occurred or 
because they are inherently not manipulable. Inferences about 
relations among variables are made, without direct intervention, 
from concomitant variation of independent and dependent variables.2

This research examines the Army's leadership data bank, which con
sists of variables that were operationally defined by the Army for its own 
purposes. Thus, the study has the consequent advantages and disadvantages

^Kerlinger, p. 4o6. ^Ibid., p. 379.
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o f  e x  p o s t  f a c t o  r e s e a r c h  i d e n t i f i e d  b y  K e r l i n g e r .  T h e  a d v a n t a g e s  a r e  

t h a t  e x  p o s t  f a c t o  r e s e a r c h  ( l )  p e r m i t s  i n v e s t i g a t i o n  o f  p r o b l e m s  n o t  

a m e n a b le  t o  e x p e r i m e n t a l  i n q u i r y  a n d  ( 2 )  i s  u s e f u l  i n  d e f i n i n g  p r o b l e m s  

a n d  p r o v i d i n g  i n s i g h t s  f o r  f u r t h e r  r e s e a r c h .  T h e  d i s a d v a n t a g e s  a r e  t h a t  

( l )  o n e  c a n n o t  m a n i p u l a t e  i n d e p e n d e n t  v a r i a b l e s ,  ( 2 )  t h e  p o w e r  t o  r a n d o m 

i z e  i s  l o s t ,  a n d  ( 3 )  t h e r e  i s  g r e a t  r i s k  o f  i m p r o p e r  i n t e r p r e t a t i o n . ^

T h e  t h i r d  d i s a d v a n t a g e ,  w h ic h  r e s u l t s  f r o m  t h e  f i r s t  tw o ,  r e q u i r e s  t h a t  

t h e  f i n d i n g s  b e  t r e a t e d  w i t h  c i r c u m s p e c t i o n .  T h i s  i s  o f  p a r t i c u l a r  c o n 

c e r n  i n  t h i s  s t u d y ,  s i n c e  n e i t h e r  t h e  t e c h n i q u e s  u s e d  t o  m e a s u r e  t h e  v a r i 

a b l e s  n o r  t h e  d a t a  c o l l e c t i o n  m e th o d o lo g y  c o u l d  b e  c h a n g e d  b y  t h e  r e s e a r c h e r .

S i n c e  t h e  d a t a  w e r e  c o l l e c t e d  b y  t h e  A rm y i n  t h e  f i e l d ,  t h e  r e 

s e a r c h  i s ,  i n  e s s e n c e ,  a  f i e l d  s t u d y ,  d e f i n e d  b y  K e r l i n g e r  a s :

F i e l d  s t u d i e s  a r e  e x  p o s t  f a c t o  s c i e n t i f i c  i n q u i r i e s  a im e d  
a t  d i s c o v e r i n g  t h e  r e l a t i o n s  a n d  i n t e r a c t i o n s  am o n g  s o c i o l o g i c a l ,  
p s y c h o l o g i c a l ,  a n d  e d u c a t i o n a l  v a r i a b l e s  i n  r e a l  s o c i a l  s t r u c t u r e s .
. . . a n y  s c i e n t i f i c  s t u d i e s ,  l a r g e  o r  s m a l l ,  t h a t  s y s t e m a t i c a l l y  
p u r s u e  r e l a t i o n s  a n d  t e s t  h y p o t h e s e s ,  t h a t  a r e  e x  p o s t  f a c t o ,  a n d  
a r e  d o n e  i n  l i f e  s i t u a t i o n s  l i k e  c o m m u n i t i e s ,  s c h o o l s ,  f a c t o r i e s ,  
o r g a n i z a t i o n s ,  a n d  i n s t i t u t i o n s  w i l l  b e  c o n s i d e r e d  f i e l d  studies.2

Consequently, the general approach used here has the strengths and weak

nesses of the field study as identified by Kerlinger and summarized in 

Figure 4-2, below.

T h e  p r a c t i c a l  p r o b l e m s  o f  c o s t ,  s a m p l i n g ,  a n d  t i m e  a r e  i r r e l e v a n t  

t o  t h i s  s t u d y  b e c a u s e  t h e  n e c e s s a r y  i n f o r m a t i o n  i s  a l r e a d y  a v a i l a b l e  i n  

t h e  A r m y 's  d a t a  b a n k .  T h e  f e a s i b i l i t y  o f  u s i n g  t h e  e x i s t i n g  d a t a  t o  

a n s w e r  t h e  r e s e a r c h  Q u e s t i o n s  w i l l  b e  d e m o n s t r a t e d  b e l o w .

-Ibid., pp. 378-94. Zibid., p. 405.
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PIGUHE 4-2
STRENGTHS AND WEAKNESSES OP FIELD STUDIES

Strengtos
1. Realism

2, Practical social significance

3. Strength of variables (vari
ables nsually have great 
variance)

4« Permit testing of theory
5t Heuristic (servo to discover 

or reveal relationships)

Weaknesses
1. Disadvantages of ex post facto 

research stated above
2. Lack of precision in measure

ment of variables
3. Practical problems

a. Feasibility
b. Cost
c. Sampling
d. Tine

SOURCE: Kerlinger, pp. 405-08.

Research Focus

In order to narrow the scope of the research, while still answer
ing the research questions, the research focus is on leadership (l) in 
the U. S. Amy, (2) of military middle managers, and (3) from the per
spective of officer subordinates.

The Ü, S, Amy

The U, S, Army is the subject of the research because of (l) the 
researcher's background and experience in the Amy, (2) the availability 
of "tiie largest data base on Army Leadership ever assembled," and the 
need for further research on that data, and (3) the Amy's interest in
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farther analysis of their accuaolated data base and their encouragement of 
participation by “selected, civilian organizations and universities,"^

Military Middle Managers

Military middle managers are defined here as officers in the rank 
of Major, Lieutenant Colonel,and Colonel,comprising the "field grade" 
category of officers. This definition is consistent with the Grusky study 
in which these three grades were compared with middle management in indus
try.^ Under this research design, officer-subordinate evaluations of the 
leader behavior of field grade superiors focus on a comparatively homo
geneous group. Ihe Army field grade officer group is relatively homogen
eous with respect to hierarchical level, career committment, age, education
al level, and need fulfillment, factors that have been shown to influence 
leader behavior,^ ïïiis approach, focusing research on a homogeneous group, 
"is consistent with the methodology of Stinson and Johnson in their effort 
to reduce possible contaminating influences in a recent test of the Path-

S., Dept, of the Army, Leadership for the 1970*s. p. 32.
^Grusky, p. 87.
3see, for example, Katz and Kahn, pp. 301-31; V. Blankenship and 

R. B. Miles, "Organizational Structure and Managerial Decision Behavior," 
Administrative Science Quarterly 13 (1988): 106-20; Floyd C. Mann, pp.86-
90; Kerr et al,, "Toward A Contingency Theory," pp. 67-68; Jordan and Taylor, 
p. 592; Paul V. Johnson and Robert H. Marcum, "Perceived Deficiencies in 
Individual Need Fulfillment of Career A m y  Officers," Journal of Applied 
Psychology 52 (1968): 457-61; and Michaelsen, "Effects of Situational 
Conditions," pp. 81-97.
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Goal Theory.^ Kerlinger describes this method— choosing subjects ubo 
are " as homogeneous as possible , , ."— as a way of controlling
for potentially influential extraneous variables,"^

Subordinate's Perspective

Ideally, the study would examine leader behavior ftom the perspec
tives of the superior, the subordinate, and the leader himself (the tri
focal view described in the Army Leadership Study), as well as from the 
perspective of the leader's peers. However, the Army’s data do not really 
provide the ideal tri-focal view. Approximately one-third of the res
pondents described their subordinates * behaviors, one-third described 
their own behaviors, and one-third described their suueriors' behaviors. 
The three groups of respondents were not describing, necessarily, the 
same population of leaders.^ For this reason, this research focuses on 
a single perspective, that of the subordinate. The leader behavior of 
field grade officers is examined from the viewpoint of officers who serve 
under them. There are two principle reasons for orienting the research 
toward the subordinate's perspective.

First, the overriding purpose of the Army Leadership Studies is 
to determine the type of leadership that would be most appropriate in the 
Modem Volunteer Army, under zero-draft conditions. In contrast to the

Ijohn E, Stinson and %omas W. Johnson, "The Path-Goal Iheory 
of Leadership: A Partial Test and Suggested Refinement," Academy of
Management Journal 18 (June 1975)* 242-52.

^Kerlinger, pp. 309-310.
3u, S., Dept, of the Army, Monograuh Series 1-5. p. vii.
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traditional military approach to leadership, where the focus was on the 
needs of the organization, the new approach examines the needs of individ- 
■na.1 members, as well.^ A major concern of the Army is to find out how to 
increase the attractiveness of the Army as a place to work and a place 
to live. Implicit here is the notion that the Army values personal job 
satisfaction as an end in itself. There is a growing body of literature 
suggesting that fundamental value changes in society are creating a 
generation gap in which our young people are becoming less receptive to 
traditional leadership styles,^ Consistent with this notion, the Army’s 
findings show superiors to be generally more satisfied with the leader's 
overall performance than are subordinates, ̂ focusing on the perspec
tive of officer-subordinates of military middle managers, operating in 
different functional areas of the Army, the research may provide insights 
concerning problems of immediate importance to the Army,

The second reason for emphasizing the officer-subordinate view
point is that it was estimated that the data bank contained significantly 
more officer-subordinate observations (approximately 3104) of field grade 
officer behavior than it did superior observations (665), or self obser
vations (1,993).^ In this regard Korman and Tanofsky have recently point
ed out the special vulnerability of contingency research designs to certain

llbid,
^hris Argyris, pp. 158-59: William G, Scott, "Organization 

Theory: A Reassessment," Academy of Management Journal 17 (June 1974):
242-54; and Bowers and Bachman, pp, 1-11.

3u, S., Dept, of the Army, Monogra-oh Series 1-5. pp. 2-4 to 2-7,
^bid,, pp. 1-4,
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statistical problems. They suggest that these problems can be diminished 
in scope by the use of "large employee samples" which minimize the " , , , 
likelihood of chance findings,"^

The Research Design

Figure h-3 summarizes the general research design, or the " . . .  

plan, structure, and strategy , , , of this investigation,"2 -po answer 
the first research question concerning whether or not the Army consists 
of different tyues of organizations, 60 questionnaires were distributed 
to selected officers at the 0, S, Army Administration Center to aiscertain 
their perceptions of how five Amy functions and nineteen Army branches 
should be classified with respect to an organizational type continuum.

Based on the results of the Army Administration Center survey, 
data (self-reports of subordinates of field grade officers) from the 
Army Leadership Study were grouped by organizational type (mechanistic, 
intermediate, or organic) and examined to determine if there were signi
ficant differential relationships between leader behavior and leader 
effectiveness,

The Army’s tradition of assigning officers to specialized branches 
for the purpose of maintaining expertise in various functional areas 
afforded an opportunity to categorise the data in two ways: (l) based on

^Abraham K, Korman and Robert Tanofsky, "Statistical Problems of 
Contingency Models in Organizational Behavior," Academy of Management 
Journal 18 (June 1975)t 393-97.

K̂erlinger, p. 300.
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FIGURE 4-3 
RESEARCH DESIGH

Exploratory
Approaches

Group Data by 
Organizational Type 
Based on Branch

Group Data by 
Organizational Type 
Based on Function

Compare Outcomes 
with A Priori 
Expectations

Administer 
Organizational Type 

Questionnaire

Determine Officer 
Perceptions of 

Organizational Type 
(Function and Branch)

Select Data Pertaining to 
Officer Subordinates of 
Field Grade Officers from 
Army Leadership Data Bank

Determine if Organizational Type 
Influences the Relationship 

Between Perceived Leader Behavior 
and Subordinate Satisfaction
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the ftmetloT<Al area of assignment (combat, administration, logistics, 
education «id training, and research) and (2) based on the branch of 
assignment (infantry. Ordnance, etc.) of the off icer-subordinates. This 
approach appeared expedient in view of the exploratory nature of the 
research. The Army's data were then analyzed in order to determine if 
organizational type and perceived leader behavior interact to influence 
subordinate satisfaction.

Categorization of Data by Organizational Type

Two approaches were taken to categorize the data by organizational 
type. The first approach was based on the broad function (organizational 
function) performed by the unit in which the leader behavior occurred. The 
second approach was based on the functional specialization (branch of 
assignment) of the subordinate who observed the leadership behavior. These 
two approaches will be discussed separately, below.

Categorization of Data by Organizational Function

The Army is so large and the functions it performs are so diverse 
that each of the various functional areas can be examined as if it were 
an autonomous organization system, in the context of the Kast and Rosenz- 
weig Contingency Model. This notion was suggested by those writers when 
they stated:

Even within the military differences exist which depend 
on the nature of specific activities. The organization util
ized for training [similar to a peacetime combat unit] dis
plays characteristics of the closed/stable/mechanistic system.
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However, in the design, development, and procurement of advanced 
weapon systems, the military organization can be described aa 
relatively open/adaptive/organic. New approaches, such as pro
gram management and matrix organizations have emerged to meet 
changing requirements.!

The Army leadership data contain a variable which is coded in 
such a way as to identify the "mission" of the unit to which each subject 
was assigned at the time the data were gathered. These mission codes were 
grouped in this research to provide five general, meaningful definitions 
of A m y  functional areas, as shown in Figure 4-4-,

FIGURE 4-4 
DEEIVATION OF FUNCTIONAL CATEGORIES

Functional.
Categories
Combat

Education and Training
Administration
Logistics
Research

Relevant Mission 
Classification
Divisional Forces
Field Artillery (Non-Divisional)
Air Defense Artillery
Schools and Training
Headquarters Post/Units
Support and Medical
Research, Development, Test 
and Evaluation

It was assumed that the characteristics of Army units working in 
these five functional areas (combat, education and training, administration.

^Kast and Rosenzweig, Contingency Views, p. 319.



190

logistics, and research) can he accurately described in terms of the 
Contingency Model. A second assumption was that A my Officers, based 
on their experiences with units operating in the various functional areas, 
can perceive differences in those organizational characteristics. Given 
a simplified description of the characteristics of organization types 
located at the extremes of a mechanistic-organic continuum, it was anti
cipated that a Sample of officers could determine the relative location 
for each of the five functions on a mechanistic-organic scale.

An instrument, to be described below, was accordingly developed 
and administered to measure the perceptions of a small sample of selected 
officers at the Ü, S, A m y  Administration Center, The findings of this 
preliminary research were used to (l) answer the first research question 
and (2) categorize the sample of off icer-subordinates from the Army Leader
ship data bank according to the organizational type of their units of 
assignment.

The writer's a priori expectations concerning the outcome of this 
preliminary research are shown in Figure 4-5. The rationale for these 
expectations follow.

Under peacetime conditions, units performing combat functions in 
the U, S. A m y  have organizational characteristics closely resembling those 
of the East and Rosenzweig closed/stable/mechanistic system,^ Combat tac
tics and equipment reflect a high degree of standardization so that person
nel can be interchanged at relatively frequent intervals and over vast 
geographical distances without transitional training and with minimal effect

^Kast and Rosenzweig, Contingency View, pp. 515-18,
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PIGÜBS 4-5
GATEGŒIZATION OP AHMY FUNCTIONS 

BY CRGANIZATIONAL TYPE 
(a ÏSIŒÎI EXE3CTATI0NS)

Organizational Type

Mechanistic Intermediate Organic

Army
Functions

Combat Administration
Logistics
Education and 
Training

Research

on organizational efficiency. Combat tmits have relatively short time 
perspectives, partly because of the lack of concern for fixed, real 
assets (they are inherently mobile organizations) and partly because 
long range planning relating to combat organization, equipment, doctrine, 
and strategy is done by administrative, logistical, research, and educa
tion and training activities.

The structural system of the typical combat unit is very fcsnnal. 
Activities are highly specialized; tasks and roles are exceedingly specific, 
with an abundance of written operating procedures, regulations, and technical 
manuals. The psychosocial system of the Amy combat unit in peacetime is 
characterized by fomal interpersonal relationships, a dichotomized officer- 
enlisted social status structure, with role definitions that are specific 
and fixed, and in which the individual's entire life style, on and off duty.
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i s  t i g h t l y  c o n t r o l l e d .  I n f l u e n c e  t e n d s  t o  b e  c o n c e n t r a t e d  a t  t h e  t o p  o f  

t h e  o r g a n i z a t i o n .  T h e  m o t i v a t i o n a l  e m p h a s i s  i s  o n  e x t r i n s i c  r e w a r d s ,  

s e c u r i t y ,  a n d  l o w e r  l e v e l  n e e d  s a t i s f a c t i o n .

S i m i l a r l y ,  t h e  m a n a g e r i a l  s y s t e m  o f  t h e  t y p i c a l  c o m b a t  u n i t  i s  

d e c i d e d l y  m e c h a n i s t i c ,  w i t h  h i e r a r c h i c a l  s t r u c t u r e s  o f  a u t h o r i t y  a n d  com 

m u n i c a t i o n s ,  h i e r a r c h i c a l  s h o r t  t e r m  c o n t r o l  s t r u c t u r e s ,  p o s i t i o n - b a s e d  

a u t h o r i t y ,  " b y - t h e - b o o k "  r e s o l u t i o n  o f  c o n f l i c t ,  a n d  s h o r t  t e r m  p l a n n i n g  

h o r i z o n s .  A u t h o r i t a t i v e ,  d e c i s i v e  l e a d e r  b e h a v i o r  i s  h i g h l y  v a l u e d .

T h e  K a s t  a n d  R o s e n z w e ig  c l o s e d / s t a b l e / m e c h a n i s t i c  o r g a n i z a t i o n a l  s y s t e m  

( t h e  m e c h a n i s t i c  o r g a n i z a t i o n a l  ty p e %  d e s c r i b e s ,  v e r y  c l o s e l y ,  t h e  c o m b a t  

u n i t s  c a t e g o r i z e d  u n d e r  t h e  c o m b a t  o r g a n i z a t i o n  f u n c t i o n .

A t  t h e  o t h e r  e x t r e m e  o f  t h e  m e c h a n i s t i c - o r g a n i c  c o n t i n u u m ,  u n i t s  

p e r f o r m i n g  r e s e a r c h  f u n c t i o n s  a r e  b e s t  d e s c r i b e d  a s  o p e n / a d a p t i v e / o r g a n i c .  

T h e  d e v e l o p m e n t  o f  m o d e r n  w e a p o n s  s y s t e m s  i n v o l v e s  t h e  A rm y i n  a  t u r b u l e n t ,  

u n c e r t a i n ,  a n d  i n d e t e r m i n a t e  s u p r a s y s t e m  c h a r a c t e r i z e d  b y  a  d y n a m ic  t e c h o l -  

o g y ,  h e t e r o g e n e o u s  i n p u t s ,  a n d  r e l a t i v e l y  o p e n  b o u n d a r y  r e l a t i o n s h i p s ,

M any  d i v e r s e  o r g a n i z a t i o n s — g o v e r n m e n t ,  b u s i n e s s ,  a n d  s o m e t i m e s  e d u c a t i o n a l -  

w i t h  e v e r  c h a n g i n g  r e l a t i o n s h i p s ,  b e c o m e  i n v o l v e d  i n  t h e  f i e l d i n g  o f  a  new  

w e a p o n s  s y s t e m .

R e s e a r c h  u n i t s  a r e  c o n t i n u o u s l y  m o n i t o r i n g  t h e  s c i e n t i f i c  a n d  

b u s i n e s s  e n v i r o n m e n t s ,  e v a l u a t i n g  c o m p e t i n g  a l t e r n a t i v e s ,  a n d  i n i t i a t i n g  

r e s e a r c h  a l o n g  p r o m i s i n g  a v e n u e s  i n  t h e i r  s t r i v i n g s  t o  r e c o n c i l e  c o m b a t  

u s e r  " w a n t s "  w i t h  t h e  t e c h n o l o g i c a l  s t a t e  o f  t h e  a r t .  I n  c o n t r a s t  t o  

c o m b a t  u n i t s ,  t h e  e m p h a s i s  i s  o n  p r o b l e m  s o l v i n g .  G o a l s  a r e  c o m p le x  a n d
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often vagne, and individuals at all hierarehial levels may be involved 
in their formulation.

The technical systaa of the typical resear^ unit is character
ized by varied, nonroutine tasks; a very broad knowledge base; and 
nonprogrammed, heuristic methodology. Participants, scientists and 
military alike, have wide discretion in role definition; members tend 
to define the scope of their jobs by self-initiated activities. Members 
of research units typically have long range time perspectives, consist
ent with the time required for converting a new weapon idea into an 
operational system.

Though, perhaps, more highly formalized than their civilian 
counterparts. Army research organizations display innovative structure. 
Few, if any, are organized alike. The use of project management is wide
spread, and the Army has been an innovator in the search for better ways 
of organizing research effort, Reflecting government’s efforts to control 
research and development ezpenditures in the military, written regulations 
and procedures abound, but are more general and policy-oriented than those 
which more closely prescribe activities in combat units.

In research units, the psychosocial system is characterized by 
more informai interpersonal relationships. The officer-enlisted social 
status structure assumes less importance; status tends to be based more 
upon expertise and professional norms. Part of this is due to the rela
tively low density of enlisted personnel in research organizations, but 
it is also influenced by the presence of many civilian scientists and 
administrators whose values are oriented more toward their professions
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t h a n  t o w a r d  m i l i t a r y  a f f a i r s .  I n f l u e n c e  t e n d s  t o  b e  m o re  w i d e s p r e a d  

t h r o u g h o u t  t h e  o r g a n i z a t i o n  a n d  m o t i v a t i o n a l  e m p h a s i s  i s  o n  i n t r i n s i c  

r e w a r d s ,  e s t e e m ,  a n d  s e l f - a c t u a l i z a t i o n .

T h e  m a n a g e r i a l  s y s t e m  o f  A rm y r e s e a r c h  o r g a n i z a t i o n s  a l s o  t e n d s  

t o w a r d  o r g a n i c  c h a r a c t e r i s t i c s .  T h e  m a n a g e r i a l  r o l e  i s  lo w  k e y ;  d e c i s i o n  

m a k in g  i s  m o r e  p a r t i c i p a t i v e  a n d  n o n p r o g r a m m e d .  A u t h o r i t y  i s  b a s e d  m o r e  

o n  k n o w le d g e  t h a n  p o s i t i o n ,  a n d  l o c a l  c o n t r o l  i s  a s s e r t e d  t h r o u g h  i n t e r 

p e r s o n a l  c o n t r a c t s ,  s u g g e s t i o n s ,  a n d  p e r s u a s i o n .  P l a n n i n g  h o r i z o n s  i n  

t h e  m a n a g e r i a l  s y s t e m  t e n d  t o  b e  l o n g  t e r m .  T h e  K a s t  a n d  R o s e n z w e i g  o p e n /  

a d a p t i v e / o r g a n i c  o r g a n i z a t i o n a l  s y s t e m  s e e m s  t o  d e s c r i b e  t h e  A r m y 's  r e 

s e a r c h  f u n c t i o n  v e r y  w e l l ,  a n d  i t  w a s  e x p e c t e d  t h a t  A rm y o f f i c e r s  w o u ld  

p e r c e i v e  i t  t o  b e  s o .

A d m i n i s t r a t i o n ,  l o g i s t i c s ,  a n d  e d u c a t i o n  a n d  t r a i n i n g  f u n c t i o n s  

w e r e  e x p e c t e d  t o  b e  i n t e r m e d i a t e  w i t h  r e s p e c t  t o  t h e  m e c h a n i s t i c  a n d  

o r g a n i c  o r g a n i z a t i o n a l  t y p e s .  T h i s  i s  b e c a u s e  e a c h  i s  c o m p r i s e d  o f  o r g a n i 

z a t i o n s  w h ic h  r a n g e  f r o m  o n e  e x t r e m e  t o  t h e  o t h e r  w i t h  r e s p e c t  t o  o r g a n i z a 

t i o n a l  t y p e  c h a r a c t e r i s t i c s .  A d m i n i s t r a t i v e  u n i t s  r a n g e  f r o m  h i g h l y  m e c h a n 

i s t i c  o r g a n i z a t i o n s ,  s u c h  a s  a  p o s t  f i n a n c e  o f f i c e ,  t o  h i g h l y  o r g a n i c  o n e s ,  

s u c h  a s  t h e  H e a d q u a r t e r s ,  D e p a r t m e n t  o f  t h e  A rm y , w h ic h  i s  e n g a g e d  i n  o v e r 

a l l  p l a n n i n g ,  c o n t r o l l i n g ,  s t a f f i n g ,  d i r e c t i n g ,  a n d  o r g a n i z i n g ,  f o r  

a c c o m p l i s h m e n t  o f  t h e  A r m y 's  m i s s i o n .  E d u c a t i o n  a n d  t r a i n i n g  u n i t s  m ay 

b e  o b v i o u s l y  m e c h a n i s t i c  ( t h e  b a s i c  t r a i n i n g  c e n t e r )  o r  r e l a t i v e l y  o r g a n i c  

( t h e  U . S ,  A rm y Com m and a n d  G e n e r a l  S t a f f  C o l l e g e ) .  L o g i s t i c s  u n i t s ,  t o o ,  

m ay  b e  m e c h a n i s t i c  ( a n  a m m u n i t i o n  s u p p l y  c o m p a n y )  o r  o r g a n i c  ( H e a d q u a r t e r s , 

U . S .  A rm y M u n i t i o n s  C o m m an d ). F o r  t h e s e  r e a s o n s  i t  w a s  e x p e c t e d  t h a t
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administration, education and training, and logistics functions would be 
perceived by Army officers as being intermediate with respect to the ex
tremes of mechanistic and organic organizations.

Categorization of Data by Branch of Assignment

The second approach to categorizing the sample cases by organiza
tional type was to sort them based on functional specialization, as indi
cated by the respondent's branch of assignment.

It was shown in Chapter 3 that the Army assigns officers to one of 
many branches which provide a degree of specialization resembling that of 
the functional departments of a business firm. 'Sxe names of the branches 
are an indication of the function performed (e.g.,Infantry, Engineers, etc.). 
As was discussed earlier, the Army formally groups the various branches 
based on three functional categ02rf.es: (l) combat, (2) combat support, and
(3) combat service support. The latter category, comprising 14 out of the 
Army's 22 branches, may be further divided into administrative services, 
technical services, and professional services categories. The categories, 
and their branch components, are shown in Figure 4-6.

Combat branches were expected to be perceived by Army officers as 
being relatively mechanistic, for the same reasons given above for classi
fying units peirforming peacetime combat missions as mschanistic. Combat 
branch officers (by the Army's design) tend to spend much of their early 
careers (the organizational socialization years) in combat units, and 
acquire values, cognitive orientations, and behavioral patterns consistent 
with those of ü e  mechanistic organizational system.



FIGURE 4-6 
GATEGCRIES OF BRANCHES OF THE ARMY

Combat
Combat
Support

Administrative
Services

Technical
Services Professional

Air Defense 
Artillery

Engineer Adjutant General Chemical Dental

Armor Military Intelli
gence

Finance Ordnance Chaplain

Field Artill
ery

Military Police Medical Service Quartermaster Judge Advocate General

Infantry Signal WAG Transportation Medical
Medical Specialist 
Nurse
Veterinary
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The professional branches were expected to he perceived as organic. 
Decision-making processes tend to he nonprograomahle and judgmental with 
an emphasis on problem solving (versus performance in mechanistic systems). 
Authority tends to be based on knowledge (versus position) and individuals 
assume a high degree of responsibility, % e  status system is based upon 
expertise and professional norms rather than on military rank and regula
tions. The professional branches tend to have a hig^ degree of autonomy 
with respect to influence patterns and are characterized by control pro
cesses that emphasize self-control. Characteristic of organic organiza
tional systems, the professional branches are cosmopolitan in their orienta
tions. They look more to their professions as referents for job knowledge 
and behavioral codes, amd are less tolerant of restrictive rules and regu
lations than members .of other branches.

The other three categories of branches, administrative, logistics, 
and combat support, were expected to be perceived as intermediate with 
respect to the mechanistic-organic continuum of organizational systems. 
Officers of these branches may find themselves assigned to units of all 
types, ranging from a mechanistic infantry division to an organic researdi 
laboratory even during the early years of their careers. The functions 
they perform are administrative and logistical and so the administrative, 
combat support, and technical brandies were expected to be perceived as 
intermediate organizational types.

Figure ^ 7  classifies the five Army branch categories by organiza
tional type according to the writer's a priori expectations as to how the 
branches would be perceived by Army officers.
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FIGURE 4-7
CAIEGŒIZATION OP ARMY BRANCHES 

BY CRGANIZATIONAL TYPE 
(a PRIORI EXISCTATIOIB)

Organizational Type

Mechanistic Intermediate Organic

Army Combat Administrative Professional
Branch Combat Support
Categories Technical

Instrument for Determining Organization Type

Since an existing instrument for classifying military organizations 
on the "basis of mechanistic/organic characteristics could not be located, 
a questionnaire was specially developed for this purpose (Appendix D), "0:6
questionnaire first defines mechanistic and organic organization types in 
terms of what are considered the key characteristics of the Kast and Rosenz
weig Contingency Model, and then requires the subject to indicate the rela
tive position of each of five Army functions and nineteen Army branches on 
ei^t-point Idkert-type scales. The scales tap subjects' perceptions of 
the relative dominance of mechanistic or organic characteristics of the 
various functions and branches.

The instrument is a semantic differential without scale reversal,^ 
Because of the complexity of the mechanistic-organic concept, it was felt

^Kerlinger, pp, 566-81,
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that reversal would prevent subjects from providing consistent, simultan
eous assessments of the five functions and nineteen branches in terms of 
the organizational type characteristics. Hence, the advantage of controlling 
for response bias (by scale reversal) was sacrificed in the interest of assur
ing that the values assigned to each of the branches and functions were mean
ingful to the respondent in terms of the values he assigned to other func
tions and branches. The various scales ( Organizational Function and Branch 
of the Army) were arranged in random order based on a table of random num
bers,^

The questionnaire also provided an optional section for biographi
cal data. Variables requested were age, sex, military rank (grade), total 
years of active service, branch of assignment, and education. The scales 
used for measuring these variables were identical to those of the Army 
Leadership Study so that the sample of officers used to determine organiza
tional type could be compared with the sample of officers obtained from 
the Army's data bank.

The questionnaire was pretested on two separate occasions before 
use in this research. Appropriate changes were made to eliminate ambig
uous warding and to shorten the time required for administration.

^John B. Freund and Frank J, Williams, Elementary Business 
Statistics: % e  Modem Approach (Englewood Cliffs, H, J. t Prentice-Hall,
1964), pp. 44^-49^
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Data Collection

Sixty copies of the questionnaire were sent to the D. S, Army 
Administration Center at Port Benjamin Harrison, Indiana, for data 
collection. Questionnaires were distributed to selected officers lo
cated at Port Benjamin Harrison, based principally on the criterion of 
availability. The center was requested to try to obtain as subjects 
senior captains field grade officers, since it was assumed that such 
officers would have sufficient exposure to the various functional areas 
and branches to assess them meaningfully.

% e  description of the methodology to this point has focused on 
procedures used to arrive at a method of categorizing cases in the Army 
Leadership data bank by organizational type. The next section explains 
the methodology used to analyze the Army's data and answer the second 
research question.

Operational Definitions

The instrument used to gather the data for this study is the 
Continental Army Command (CONARC) Leadership Questionnaire described in 
Chapter 3* and attached as Appendix B. The data was gathered under the 
circumstances described earlier, but only data derived ftom questionnaires 
filled out by officers who were subordinates of field grade officers were 
used in this research. Pigure 4-8 lists the vazriables used to answer the 
research Question.
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FIGURE 4-8 
RESEARCH VARIABLES

Variable
Leader Behavior
Consideration (CS)
Initiating Structure (IS) 
Consideration/initiating Structure (CSIS)

Organizational Function (OF)
Branch of Assignment (BA)
Satisfaction with Leader Performance (SAT)

Independent
Independent
Independent
Independent
Independent
Dependent

Leader Behavior Variables

The leader behavior variables were derived from the forlgr-three 
leader behavior items of the CONARC Leadership Questionnaire. As indi
cated in Chapter 3, the CONARC questionnaire is based on the Ohio State 
leadership research which describes leader bdaavior in terms of two 
factorially derived dimensions, consideration, and initiating structure. 
%ese two dimensions have been defined by Fleishman and Peters as follows:

Initiating Structure reflects the extent to which an 
individual is likely to define and structure his own role 
and those of his subordinates toward goal attainment.

Consideration reflects the extent to which an individual 
is likely to have job relationships characterized by mutual
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trust, respect for subordinates' ideas, and consideration of 
their feelings.^

Appendix 2 shows the relationships (where they exist) between the 

CONARC Leadership Questionnaire and various Ohio State instruments. Only 

those items that are clearly shown to be associated with one or more ver

sions of the Ohio State leadership instzruments (the Leader Behavior Des

cription Questionnaire, the Supervisory Behavior Description Question

naire, or the Leader Behavior Description Questionnaire— Form XII) were used 

in this research. Based on the analysis illustrated in Appendix E, eleven 

consideration (CS) items and seven initiating structure (IS) items were used, 

as identified in Figure 4-9.^

Figure 4—10 shows the representation of the 18 items used in this 

study in four Ohio State instruments that have traditionally been used to 

measure leader behavior and attitudes. The numerator of each fraction in 

the matrix shows the number of items (for the given dimension, consideration 

or initiating structmre) represented in this study, while the denominator 

shows the total number of items of the given dimension contained in the 

applicable Ohio State instrument. For example, the instrument used here 

includes five out of the 15 consideration items and six out of the 15 

initiating structure items contained in the Halpin and Winer LBDQ,

It is recognized that this derived instrument represents an im

perfect operationalization of the consideration and initiating structure 

constructs. The instrument does not coincide exactly with any of the 

Ohio State versions. Some of the items are worded slightly differently,

^Edwin A. Fleishman and David R. Peters, "Interpersonal Values, Leader
ship Attitudes, and Managerial 'Success'," Personnel Psychology 15 (1962): I30.

2-The Army's Leadership Questionnaire (Appendix B) has been annotated 
to identify consideration items (CS) and initiating structure items(lS).
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FIGURE 4 - 9  

LEADER BEHAVIOR IT M S ^ -

CONSIDERATION ITB45 
Item No. Item

2 He is easy to understand (38l).
4 He expresses appreciation when a subordinate does a good job (381).
5 He is willing to make changes in ways of doing things (382).
17 He is approachable (383).
19 He stands up for his subordinates even though it makes him

unpopular with his superior (385).
21 He criticizes a specific act rather than an individual (386).
23^ He resists changes in ways of doing things (386).
24 He rewards individuals for a job well done (386),
28  ̂ He criticizes subordinates in front of others (388).
34 He backs up subordinates in their actions (389).
36 He explains the reason'for his actions to his subordinates (390).

INITIATING STRUCTURE ITET̂ S

Item No. Item
1 He lets the members of his unit know what is expected of them (381).
8 He offers new approaches to problems (382).
10 He sets high standards of performance (383).
13 He constructively criticizes poor performance (384).
14 He assigns immediate subordinates to specific tasks (384).
18 He gives detailed instructions on how the job should be done (385).
27 He sees to it that people under him work up to their capabilities (387),

NOTES;

a. Numbers in parentheses refer to page numbers where items are located 
in the CONARC Leadership Questionnaire (Appendix B).

b. These items have reversed scoring.
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FIGURE 4-10
REPRESENTATION OF VARIOUS OHIO STATE 

INSTRUMENTS IN CONARC LEADERSHIP QUESTIONNAIRE

Dimension
Halpin & Winer 

L3DQ
Fleishman 
• S3DQ

Stogdill
LBDQ

Fleishman
LCQ

Consideration 5/15 11/28 3/10 6/20
Initiating
Structure 6/15 6/20 4/10 5/20

and the number of items used for each dimension varies from the tradition

al models. Further, the Army's scales are seven-point scales in contrast 

to the five-point scaJ.es of the Ohio State instruments,^ Kerr and others 

have discussed this problem of inconsistent instrumentation, and cite an 

unpublished paper by House in suggesting that " . . .  differences in the 

various forms of the Ohio State scales may account for some of the diver

gent findings in the l i t e r a t u r e . To compensate for this, certain quality 

control analyses, to be described below, have been performed on the data.

This relatively cautious linking of the CONARC questionnaire to 

the Ohio State instruments secures some of the advantages of the latter 

for the derived instrument. According to Kerr and others, the advantages 

of the Ohio State leadershin scales are:^

^Many distinguished researchers have used fewer thân the standard 
numbers of Ohio State leader behavior items in their research. See, for 
example, House and Dessler, pp. 29-62; and Stinson and Johnson, pp. 242-52.

^Kerr et al., "Toward a Contingency Theory," p. 65.
3lbid., p. 64.
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1. The Ohio State scales are theoretically meaningful and can 
he linked to other research trails in the literature

2. They have heen factor-analytically determined
3. "Oiey are descriptive of behaviors which are readily identifi

able, and raters can agree on what behaviors they have observed
4. They appeal to common sense
5. Mudi quality research has been done with the scales and norma

tive data have been accumulated

CS AND IS

Leader behavior was measured separately for the OS and IS dimensions 
as defined above. An example of one of the eleven CS items, taken from the 
CONARC questionnaire, was shown in Chapter 3 as Pigure 3-2. Both CS and IS 
scores were calculated from the first column of the questionnaire (column 
1 in Figure 3-2), on which the respondent indicated the frequency at which 
his superior actually displayed the given behavior. The respondent was di
rected to circle the number opposite the word or phrase which most closely 
reflected his perception of his superior’s behavior. The respondent’s score 
for CS was calculated by averaging his scores in column one for the eleven 
CS items. IS was scored in a like manner; the individual’s total score for 
IS is the mean of his responses on the first column of the seven IS items,

CSIS

Ine independent variable CSIS is a composite score in which the two 
leader behavior dimensions CS and IS are conceptualized as " . . .  a pair 
of coordinates with reference to which any leader’s behavior may be
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figure 4-11 
CONCEPTUALIZATION OF THE CSIS VARIABLE

CS

hi

med

low

Group Group

Group

Leader Behavior Groups
A. High CS, High IS
B. High CS, Low IS
C. Low CS, High IS
D. Low CS, Low IS

low med hi

IS

described. High and low levels of CS auid IS were established by divid
ing the total sample at the median for each dimension to provide the four 
groups of cases shown in Figure 4-11. Group A consists of those individuals 
scoring above the median on boüi CS and IS; Group B consists of those individ
uals scoring above the median on CS, but below the median on IS; and so forth. 
This approach to conceptualizing leader behavior based on hi^ and low 
levels of CS and IS was also used by Evans for formulating hypotheses to 
test his path-goal theory.^

%. Jean Hills, “The Representative Function: Neglected Dimension
of Leadership Behavior," Administrative Science Quarterly 8 (1963): 95» 
citing Andrew W. Halpin, The Leadershin Behavior of School Sunerinte^ents 
(studies in Educational Administration, Mimeo, No. 6: Chicago, 1959).

^Evans, "Path-Goal Relationships,” p. 284.
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Organi zatloaal Ponetlon (OF)

The Independent variable Organizational Function (OF) is operation
alized through a variable labeled "Mission** in the Army's leadership data 
bank. Based on examination of responses to questions 1, 2, and 4 of Sec
tion I, Part II of the Army's Leadership Questionnaire (indicating the 
type of unit and position to which assigned) respondents were classified 
by the Army researchers into one of ten mutually independent categories, 
or “Missions", depending upon the primary function of the unit. Separate 
data codes were assigned for each mission. Figure 4-12 shows how the Army 
coded the data in order to identify the mission of the unit to which each 
respondent was assigned,

FIGURE 4-12 
ARMY MISSION CLASSIFICATIONS

Mission
Data
Code Mission

Data
Code

Divisional Forces 1 Research, Development, 
Test and Evaluation 6

Schools and Training 2 Specialized Units 7
Field Artillery (Non- 
Divisional) 3

Military Intelligence 8

Support and Medical 4 Air Defense Artillery 9
Headquarters Post/Units 5 Woman's Army Corps 0
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Far this research, tmits with combat missions (Non-Divisional Field 
Artillery, Divisional Forces, and Air Defense Artillery) were grouped to
gether into a single Combat function. Military Intelligence (Ml) was not 
treated as a separate function in this research because it was anticipated 
that the number of cases would be too small to permit meaningful analysis. 
Furthermore, since it seemed inappropriate to incorporate them into one of 
the other functional classifications, the MI cases were omitted ûrom con
sideration with respect to the OF variable,

% e  cases coded as Woman's Army Corps under the Mission variable 
were also excluded ftom the OF variable because it does not constitute a 
distinct A m y  mission. Further, since WAG officers have, for a number of 
years, been working in different functional areas, it was expected that the 
number of cases identified under the WAG "mission" coding would be trivial. 

Cases coded as Specialized Units were also omitted because the Army 
failed to document their criteria for grouping respondents under that parti
cular mission classification. In its present form, the classification has 
little meaning, either in a military sense or in a theoretical sense,

%us, OF is defined as an independent variable consisting of 5 
categories (or levels). The new variable was derived directly from the 
Mission variable of the Army Leadership Study, as shown in Figure 4-13, 
More descriptive titles (Combat, Education and Training, Administration, 
Logistics, and Research) were assigned consistent with the functional con
notations of the various Mission classifications. As explained earlier 
and illustrated in Figure 4-13, OF was used as one method of grouping 
cases into mechanistic, intermediate,or organic organizational types.
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FIGURE 4-13
DERIVATION OF THE CRGANIZATIONAL 

FUNCTION VARIABLE

Organizational Relevant "Mission"
Function Categories Classifications
Combat Divisional Forces

Field Artillery ( Non-Divisional)
Air Defense Artillery

Education and Training Education and Training
Administration Headijuarters Post/Units
Logistics Support and Medical
Research Research, Development, 

Test and Evaluation

Branch of Assignment (BA)

The Branch of Assignment (BA) variable is defined as the Army branch 
of assignment of the subordinate who is describing the leader behavior of 
his field grade officer superior. The information on branch of assignment 
was provided by the respondent in his answer to item 6 of Part I of the 
CONARC Leadership Questionnaire (Appendix B). Rie subordinate indicated 
his branch of assignment by circling the appropriate data code. The nine
teen Army branches represented in the Army study are shown in Figure 4-14,
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PIGDRB 4-14- 
ARMY BRANCH CLASSIFICATIONS

Data Artsy Data
Code Branch Code
1 Air Defense Artillery (ADA) 11
2 Adjutant General's Corps (AGC) 12
3 Amor (Amor) 13
4 Chaplain Corps (CH) 14
5 Chemical Corps (CMLC) 15
6 Corps of Engineers (CE) l6
7 Field Artillery (PA) 17
8 Finance Corps (FC) 18
9 Infantry (INF) 19
10 Judge Advocate General's Corps

(JAGG)

A my
Branch

Medical Corps (MC)
Military Intelligence (MI) 
Military Police Corps (MPC) 
Medical Service Corps (MSC) 
Ordnance Corps (CfRD) 
Quartemaster Corps (QMC) 
Signal Corps (SIGC) 
Transportation Corps (TC) 
Woman's Amy Corps (WAC)

identified hy data code,^ The Branch of Assignment variable vas used as 
a second approach to grouping cases into mechanistic, intemedlate, or 
organic organizational types in accordance with the scheme outlined in 
Figure 4-3,

^3ie CONARC study did not obtain data from personnel assigned to 
the Dental Corps, Veterinary Corps, A my Nurse Corps, and the Amy Medical 
Specialist Corps, Consequently, these four branches were omitted from this 
research. Also, at the time the data were gathered, a twenty-third branch, 
the Chemical Corps, existed. Though it has been subsequently merged with 
the Ordnance Corps, it is recorded as a separate branch in the Amy's 
Leadership data bank, and is treated as such in this research.
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Satisfaction irith Leader Performance (SàT)

Satisfaction with Leader Performance (SAT) is the dependent vari
able of this research# SAT is a global measnre of the respondent's satis
faction with the overall performance of his superior. The variable comes 
from the subject's response to the first item of Part II, Section HI, 
of the Amy questionnaire, where the subject reported his perception of 
his superior's overall performance in his current assignment.

The use of a measure of satisfaction with supervision as the sole 
criterion of effectiveness is a serious limitation of this research and, 
consequently, the approach must be justified in some detail, A recent re
view of the literature,by Campbell and others, describes two general approach
es to the measurement of organizational effectiveness, the "goal-centered 
view" and the "natural ^sterns view," % e  former, which assesses organiza
tional effectiveness based on the measur«aent of how well a set of stated 
goals is being achieved, focuses on the development of criterion measures 
such as productivity, efficiency, profitability, etc,^

The natural systems approach sees effectiveness as the ability of 
an organization to maintain " , , , its viability or existence through time 
without depleting its environment or otherwise fouling its nest," and 
focuses on measures designed to determine " , , , if an organization is 
internally consistent within itself, whether its resources are being judi
ciously distributed over a wide variety of coping mechanisms, whether it's

^John P, Campbell et al,, Organizational Effectiveness. pp, 5-21,
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using up its-resources faster than it should, and so forth. Organisa
tional Development (CD) is a typical natural systems approach where the 
effective organisation is, according to Campbell and colleagues, one which 
is:

. . . aware of, open to, and reactive to change. It will 
be searching for new forms and methods of organising. It will 
have an optimistic view of its members, allowing them room to 
self-actualise and trusting them with the responsibility for 
their own efforts. It will also seek to insure the satisfaction 
of its members since that is its reason for existence. To these 
ends, conflict will be confronted, not avoided, and communica
tion will occur freely and effectively [emphasis added],2

The use of satisfaction with leadership as a criterion measure of 
organizational effectiveness has some support, then, from the perspective 
of the natural systems approach. But, it is deficient as a general cri
terion of leader effectiveness on several counts. First, it measures but 
a single element of an organization's coping or reactive ability. Steers 
criticizes such a singular approach on the grounds that "hmivariate models" 
of organizational effectiveness (l) lack comprehensiveness, (2) reflect 
" . . .  the researcher's value premises instead of objective measures of 
the effectiveness of an organization , , and (3) fail to show how the 
selected variable contributes "meaningfully to an understanding of the 
effectiveness construct, , . ."3 With respect to the conceptual model of 
the research (Figure 4-1), the SAT variable measures a very narrow aspect

llbid., p. 6. Zibid., p. 19.
^Richard H. Steers, "Problems in the Measurement of Organizational 

Effectiveness," Administrative Science Quarterly 20 (December 1975)* 5^-58,
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of leader effectiveness, and neglects entirely such important elements as 
productivity, quality of output, etc.

Second, satisfaction with leadership is but one facet of the larger 
global concept of member job satisfaction. Smith and colleagues have opera
tionalized five distinct facets of member job satisfaction in their Job Des
cription Index (work itself, co-workers, supervision, pay, and promotions),^
Wanous and Lawler used twenty-three facets in research which compared vari-

2ous approaches to the measurement of overall job satisfaction,
%ird, given that the relevant facets of job satisfaction can be 

adequately identified, at least nine distinct ways of operationalizing job 
satisfaction can be found in the literature, according to Wanous and Lawler, 
% e  methods that have been used range in extremes of complexity. The simplest 
approach is one in which job satisfaction is measured by summing job facet 
satisfaction across all facets of a job. The more complex models employ 
weighted sums of "discrepancy equations", the weights being the importance 
attached to the various facets of job satisfaction by the respondent,^ Dis
crepancy equations measure satisfactions in terms of the difference between 
responses to such questions as “How much is there now?" and "How much should 
there be? "5 The differences are then summed across the various facets of 
job satisfaction.

^Patricia C, Smith et al,, The Measuroaent of Satisfaction in Work 
and Retirement (Chicago: Rand McNally & Co,, 1969), pp, 69-85,

2John P, Wanous and Edward E, Lawler II, "Measurement and Mean
ing of Job Satisfaction," Journal of Applied Psychology b5 (I972): 95-105.

^Ibid,, p, 95. Îbid,, p, 96. Îbid,
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Wanous and Lawler suggest that the conflicting results of re
search on job satisfaction is at least partly attributable to the differ
ent methods of operationalization, and that the appropriate method depends 
upon the variables to which the satisfaction measure is to be related,^

% e  fourth weakness in using subordinate satisfaction with leader
ship as a criterion of leader effectiveness is that generally only low 
positive relationships have been found between satisfaction and perform
ance, In the same vein, there is considerable controversy about the 
direction of the causal relationships; i.e., there is the question about 
whether satisfaction causes performance or whether performance causes 
satisfaction,

Wanous has reviewed the changing ideas about this causal relation
ship beginning with the , human relations era following Hawthorne

p, , ,’* when it was assumed that satisfaction caused performance. Sub
sequent research in the 1950*s was conflicting. After the 1968 research 
of Porter and Lawler, the tendency was to support the "performance causes 
satisfaction" thesis, though with a growing recognition that the cause- 
effect relationship was two-way,^ The latest research, including Wanous'

llbid,, p, 103.
Zjohn P. Wanous, "A Causal-Correlational Analysis of the Job Satis

faction and Performance Relationship," Journal of Apulied Psychology 59
(1974): p, 139.

^Wanous, pp, 139-44; 3, 3, Lawler and L, W, Porter, "The Bffect 
of Performance on Job Satisfaction," Industrial Relations 7 (I967): 20-28;
3, A, Locke, "Job Satisfaction and Job Performance» A Theoretical Analysis," 
Organizational Behavior and Human Performance 5 (1970): 484-500; and R, A,
Suterraeister, "Employee Performance and Employee Need Satisfaction— Which 
Comes First?," California Management Review 13 (1971): 43-47,
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oim study, indicates contingency relationships between satisfaction 
and performance. For instance, Wanous found evidence in his sophis
ticated, longitudinal study of newly hired telephone operators, that 
performance causes intrinsic satisfaction whereas extrinsic satisfaction 
(including satisfaction with supervision) causes performance,^ Further, 
Sheridan and Slocun in a longitudinal study using a cross-lagged correla
tion design, found evidence that for their sample of managers, performance
leads to satisfaction while for machine operators, satisfaction has a

2causal effect on performance. Hence, concurrent measures of satis
faction (characteristic of the data in this research) may be indicators 
of the past, present, gz future performance depending upon unique situa
tional factors,

A fifth (but seldom mentioned) problem inherent in using satis
faction with leadership as a criterion of effectiveness involves the 
phrasing of the questionnaire item. Barely, if ever, do researchers 
differentiate, in their phrasing of the item, between (l) the subject's 
satisfaction with his leader's behavior with respect to the subject's own 
personal goals and (2) the subject's satisfaction with his leader's be
havior with respect to the organization's goals. Ibis is true in the case 
of the Army's leadership questionnaire; one cannot be certain which of the 
two possible interpretations were applied by respondents. Under such cir
cumstances, the validity of the satisfaction measure(s) as an indication of

1 Wanous, pp. 142-4-3,
2john E, Sheridan and John W, Slocum, Jr., "The Direction of the 

Causal Relationship Between Job Satisfaction and Work Performance," Organi
zational Behavior and Human Performance 14 (1975)» 159-72,
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leader, or organizational, effectiveness depends upon the degree of inte
gration of individual and organizational goals,^ This research assumes, 
necessarily, a high degree of integration.

In general, then, satisfaction with leader supervision fails as a 
suitable measure of leader effectiveness, at least ftom the natural systems 
point of view,

Prom the "goal-centered view", however, there is some justification 
for treating subordinate satisfaction with supervision as a criterion of 
effectiveness. The U, S, Army, in building an "All-Volunteer Army," has 
come to value satisfaction with supervision as an end in itself— as an indi
cation that the "informal contract" meets the expectations of the soldier 
and the organization, and that a " , , , mutually satisfactory relation
ship exists, This notion is implicit in the Army's assumption of the 
existence of leadership problems when various leader behaviors fail to meet 
the expectations of survey respondents. The Army's general approach to 
solving these "problems" identified in its research is directed toward im
proving member satisfaction with leader behavior. While the satisfaction 
wiüi leadership criterion falls far short of the idealized approach of the 
Campbell study, and though it may be dangerous for the Army to accord too 
much relevance to it (in view of the Army's unique combat mission), the

^?or a discussion of the integration of goals and effectiveness, 
see Hersey and Blanchard, pp, 101-03,

2u, S,, Dept, of the Army, Leadershiu for the 1970's. p. ii.
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criterion appears adequate to meet the limited objectives of this 
exploratory research,^

The Research Hypothesis

Hypotheses are not normally required in exploratory research. How
ever, a hypothesis was formulated in response to the second research ques
tion, concerning the moderating influence of OT on the relationship between 
perceived leader behaviors and leader effectiveness. This is because there 
appeared to be theoretical bases in the leadership literature for deducing 
expected interrelationships among variables suggested by the research ques
tion, The formulation of hypotheses makes possible relatively unbiased 
testing of the relationships deduced,^

As a-basis for answering the research question "Does organizational 
type have a moderating influence on the relationship between leadership 
style and organizational effectiveness?", a hypothesis is presented and 
explained in terms of the research literature.

Hypothesis

It is hypothesized that organizational type has a moderating effect 
on the relationship between leader behavior (CSIS) and subordinate satis
faction with leader performance (SAT), Subordinates in mechanistic organi
zations will tend to be satisfied with the uerformance of leaders who

^Campbell et al., Organizational Effectiveness, p. 37, 
%erlinger, p. 20.
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display high CS and low IS behaviors. The subordinates will be dissatis

fied with those leaders who display any other combination of high and low 

CS and IS, Subordinates in organic type organizations will tend to be 

satisfied with the performance of leaders who are high on both CS and IS, 

and dissatisfied with leaders who display any other combination of high and 

low CS and IS, However, consideration behaviors will be more important for 

satisfaction of subordinates in mechanistic organizations than in organic 

organizations.

Rationale

The rationale for the research hypothesis represents an application 

of the findings of path-goal research on leader behavior to the macro level 

of the organization,^ The first section, below, explains how IS and various 

satisfaction variables may be influenced by organizational type; the second 

section accomplishes the same objective for CS, The third section suggests 

how subordinate satisfaction may be influenced by various combinations of 

high and low CS and IS, depending on whether the relevant behaviors occur in 

mechanistic, intermediate, or organic organizations.

Organizational Tyne and IS

The findings of Path-Goal theory suggest that subordinates in 

mechanistic type organizations will tend to be satisfied with the perform

ance of leaders who display low levels of IS behaviors, and that they will 

tend to be dissatisfied with leaders who display high levels of IS behavior.^ 

Subordinates in organic type organizations will tend to be satisfied with

%ouse and Dessler, pp, 53~55.
^The following discussion reflects the researcher's own broad deduc

tive generalization of the House and Dessler findings to the macro level of 
the organization.
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the performance of leaders tiho display high levels of IS, and dissatisfied 
with leaders Kho display low levels of IS behavior.

The thrust of the notion is that in mechanistic organizations, where 
activities are clearly specified, individuals' expectations about being able 
to accomplish performance goals approach unity. Further, their expectations 
about the instrumentality of successful job performance for obtaining 
valued rewards are hardened by institutionalized reward systems over which 
immediate supervisors have little influence. Thus, structuring behaviors 
on the part of leaders are redundant and are perceived negatively by sub
ordinates, causing low member satisfaction with such leadership.

In organic organizations, however, where activities and roles are 
much less specific, leaders, through their structuring (IS) behaviors, are 
able to reduce uncertainties surrounding job performance. The effect is 
that high levels of IS behaviors on the part of leaders enhance members' 
expectations about their abilities to attain performance objectives. Fur
ther, in organic systems, where reward systems are less institutional1y 
specified, leaders, through structuring behaviors, can clarify the paths 
by which member goals may be attained. Leaders' IS behaviors, thus, have 
positive valence and result in subordinates being relatively satisfied with 
leader performance.

The ideas described above have considerable empirical support.
House and Dessler, in two separate studies, sampled members of two 
electronics firms (firms A and B) including “managers, quaisi-professional 
salaried employees, white-collar clerical employees, foremen, technicians.
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and low skilled "blue-collar assembly workers,"^ In testing their Patfa- 
Goal theory, they found strong evidence in both firms that instrumental 
leadership (measured with Ohio State IS items) is negatively correlated 
with both intrinsic and extrinsic satisfaction under conditions of high 
task structure, and -positively correlated -wi-fch the same -variables under 
low task structure. For conditions of medium -fcask structure, the evi
dence was mixed,

Szilagyi and Sims obtained similar, though weaker, resul-fcs in 
their test of the Path-Goal -theory in a large uni-versity medical center,
"5iey tested the relationship between IS and two measures of satisfaction 
(satisfaction with work and satisfaction -wi-fch supervision) as moderated 
"by "role ambiguity, ibey found, wi-fch respect to adminis-fcrati-ve (mana
gerial) personnel, negative correlations between IS and the -fcwo satisfaction 
-variables under conditions of low role ambigui-fcy, and -positive correlations 
under high role ambigui-fcy. The relationship between IS and satisfaction 
-wi-fch work -was s-fcrong and highly significant under conditions of high role 
ambiguity.^

Green o"btained s-fcrong -verification of the Pa-fch-Goal thesis in his 
study of first line supervisors and -fcheir engineer, scientist, and techni
cian subordinates in research and de-velopment divisions of three firms. 
Correlating IS -wi-fch bo-fch intrinsic and exfcrinsic satisfaction, he found

^House and Dessler, pp. 40-̂ 3. ^Ibid,, pp, 625-31. 
^Szilagyi and Sims, pp. 622-33.
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significant, positive correlations when task structure was low, aod 
significant negative correlations when task structure was bigh,^

Two problems were faced in applying Path-Goal research to the pre
sent study. First, the dependent variable in this study is subordinate 
satisfaction with leader performance, whereas the House and Dessler and 
Green studies used intrinsic and extrinsic satisfaction, % e  8 intrinsic 
scales of House and Dessler describe “ , , , the degree to wfaidi subjects 
had opportunities for autonomous action, personal development, and challeng
ing and meaningful work,"^ The extrinsic satisfaction scales describe 
" , , , the degree to which subjects perceived pay, advancement, recogni
tion, AnA security as suiequate, To the degree that subordinates held 
their supervisors responsible for those conditions, both intrinsic and 
extrinsic satisfaction scales are indicators of subordinate satisfaction 
with their supervisors.

Second, in applying the Path-Goal findings here, there is the dan
ger of overgeneralization from the micro-level moderators, task structure 
and role ambiguity, to the macro-level moderator (Organizational Type) 
used in this study. This is a problem because other important variables 
may also be involved in moderating the relationship between IS and SAT at 
the macro level. Nevertheless, it is assumed here that mechanistic organi
zations will have, on the average, jobs that are high in task structure and

^Charles N, Green, "The Path-Goal %eory of Leadership; A Bepli- 
cation and an Analysis of Causality," paper presented at the 34th meeting 
of the Academy of Management, Seattle, Wash,, 18-21 August 1974, p, 15.

%ouse and Dessler, p, 45, 3iMd,
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low in role ambiguity; high in task repetitiveness and low in task 
autonomy. The converse is assumed for organic organizations.

The findings of Path-Goal research are extrapolated to the macro 
organizational level in Figure 4-1^. Correlations found by the various 
researchers between IS and satisfaction criteria for conditions of hl#i 
task structure, hi^ task repetitiveness, low role ambiguity and low task 
autonomy are shown under the mechanistic organizational ^pe. For con
ditions of low task structure, low task repetitiveness, high role ambiguity 
and high task autonomy, the research correlations are shown under the 
organic organizational type. Where the moderating variables were trl- 
chotomized to provide for a "medium" level of task structure, the corre
lations found in the applicable research study are shown in Figure 4-15 
under the intermediate organizational type.

The first four studies cited in Figure 4-15 refer to the supportive 
research described above. But, there is some research that fails to corrob
orate the Path-Goal Theory, notably the studies of Stinson and Johnson, 
and of Downey, Sheridan, and Slocum; whose findings relevant to this study 
are summarized at the bottom of Figure 4-15.^

The Stinson and Johnson findings are particularly interesting since 
they examined the moderating effect of task repetitiveness and task autonomy. 
None of the Stinson and Johnson correlations are significant, but the signs 
of the correlation coefficients are opposite to what would be predicted by

^Stinson and Johnson, pp. 242-52; and H. Kirk Downey et al., "Analysis 
of Relationships Among Leader Behavior, Subordinate Job Performance and 
Satisfaction: A Path-Goal Approach," Academy of Management Journal 18 (June
1975): 253-62.



FIGURE 4-15
PARTIAL CORRELATIONS BETWEEN INITIATING STRUCTURE 

AND SATISFACTION CRITERIA

Organizational Type
Study

House & Dessler (a ) 
(1974)

Moderator
Task Structure

Criterion Mechanistic Intermediate Organic
Intrinsic Sat 
Extrinsic Sat

-.33**-.16 .19
-.05 .26* , .32**'

House & Dessler (b ) Task Structure Intrinsic Sat -,48** -.23 ,404
(1974) Extrinsic Sat -,46** -.36 .12

Szilagyi & Sims Role Ambiguity Sat w/Work -.182 ,601***
(1974)» Sat w/Supvr -.036 .153

Green (1974) Task Structure Intrinsic Sat -.29* .17 ,30**
Extrinsic Sat -.33** .19 .27*

Stinson <fe Johnson Task Structure Intrinsic Sat .22 -,25b
(1975) Sat w/ Supvr -.01 --- -.11

Task Repetitive Intrinsic Sat .18 M  M  M .22:
ness Sat w/Supvr ,20 -,28b

Task Autonomy Intrinsic Sat -.01 mt mm wm .17Sat w/Supvr -.04 -,06
Downey, Sheridan, Task Structure Sat w/Supvn .18** W  MB .06
& Slocum (1975)®’

NotesI a. Zero-order correlations,
b. Significant difference between higli and low Task Structure or high and low Task Repetitiveness,
* p < .10 ** P < .05 ***p < . 01
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the Path-Goal Theory, "Die coefficients of correlation between IS and in
trinsic satisfaction are significantly different for conditions of high 

low task structure. Also, the coefficients for IS and satisfaction 
with supervisor differ significantly under conditions of high and low 
task repetitiveness.

Contradictions in the findings of Path-Goal research between 
various studies may be due to differences in populations studied and/or 
differences in operationalization of variables. The instruments used to 
determine task structure varied, as did those used to measure intrinsic 
satisfaction and satisfaction with supervision. The Downey et al, find
ings seem relatively weak, since task structure was operationalized 
merely by allocating all machine operator cases to the higfa-task structure 
group and all manager cases to the low task structure group. Nevertheless, 
the weight of evidence shown in Figure 4-15 seems to support the Path- 
Goal thesis.

Organizational Tyne and CS

The Path-Goal Theory also suggests that subordinates in mechanis
tic type organizations will tend to be hi^ily satisfied with leaders who 
display high levels of CS behaviors, and dissatisfied with leaders who 
display low levels of CS behavior. Subordinates in organic type organiza
tions will also express satisfaction with leaders who display high levels 

of CS behaviors, but the relationship between SAT and CS will not be as 
strong as in mechanistic organizations,^

^The following discussion reflects the researcher's own deductive 
generalization of the House and Dessler findings to the macro level of the 
organization.
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The rationale here is that the closely controlled environment 
of the mechanistic organization tends to he inherently dissatisfying to 
the average individual. Members receive little intrinsic satisfaction 
from jobs that are highly structured and repetitious and in which they 
have little autonomy. Jobs in mechanistic organizations tend to have 
high potential for member frustration» stress, and conflict. Under these 
circumstances consideration (CS) behaviors on the part of leaders allevi
ate some of the unpleasant aspects of the task and thereby facilitate 
job performance. Thus» high OS behaviors by leaders in mechanistic 
organizations will be associated with high member satisfaction with 
leadership» and vice versa.

In organic organizations » on the other band» jobs tend to have 
less inherent potential for generating frustration, stress and conflict. 
Nevertheless, OS behaviors still have some utility in smoothing paths to 
goal performance and securing valued psychosocial rewards for members. 
Consequently, it is expected that high CS leader behaviors in organic 
organizations will be associated with high member satisfaction with 
leadership, but the relationship will be weaker than in mechanistic organi
zations,

Path-Goal research also provides a body of empirical evidence 
concerning CS behaviors. The House and Dessler studies related “support
ive leadership" to measures of member satisfaction under conditions of 
high, medium, and low task structure. Their supportive leadership meas
ure was similar to the Ohio State Consideration scales except that it 
omitted participation items, which were treated as a separate dimension.
In one firm (Firm A) House and Dessler found supportive leadership to be
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positively related to both intrinsic and extrinsic satisfaction nnder 
conditions of hi^ and aeditm task structure. Only low positive corre
lations were found for low task structure,^

In the second firm (Firm B) moderate positive correlations were 
found between supportive leader behavior and intrinsic satisfaction for 
hi^ and moderate task structure and a very low correlation for low task 
structure, consistent with the Path-Goal hypothesis. However, in Firm B, 
the correlation between supportive behavior and extrinsic satisfaction 
under high task structure was very low, contrary to expectations under 
the theory. Further, under low task structure, a low negative correlation 
was obtained for the same two variables, also contrary to expectations,̂  

Green's research is supportive of Path-Coal theory with respect 
to intrinsic satisfaction. He found a high positive, significant corre
lation between CS and intrinsic satisfaction for high task structure, a 
moderate positive correlation for medium task structure, and a lower posi
tive correlation for low task structure. But, for extrinsic satisfaction, 
he obtained a low positive correlation for hi^ task structure; a moderate, 
positive correlation for medium task structure; and a low positive relation
ship for low task structure. His findings for extrinsic satisfaction were 
similar to the House and Dessler findings for Firm B,^

%ouse and Dessler, pp, ^-55.- ^Ibid,
-3-̂ Green, p, 15.
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The Stinson and Johnson researdi strongly supports the theory for 
all three of their moderator variables: task structure, task repetitive
ness, and task autonomy. Correlations are quite high and ten out of twelve 
are significant at the ,10 level.^ Downey and others found similar strong 
support for the Path-Goal hypothesis in examining the relations between 
CS and satisfaction with supervision under conditions of high and low 
task structure. 2

llie research findings relating to correlations between Considera
tion and certain satisfaction variables have been extrapolated in Figure 
4-l6 to the macro organization level. The assumptions are that (l) corre
lations for high task structure, high task repetitiveness, and low task 
autonomy are relevant to mechanistic type organizations; (2) correlations 
for medium task structure are relevant to intermediate type organizations; 
and (3) correlations for low task structure, low task repetitiveness, and 
high task autonomy are relevant to organic type organizations. Figure 
4—16 provides very strong evidence in support of the Path Goal theory.

Organizational Type and CSIS

13ie hypothesized relationships between CSIS and SAT under the in
fluence of organizational type are summarized in Figure 4-17. Although 
not stated in the hypothesis,the figure suggests relationships for the 
intermediate type, assumiTw a linear function.

Stinson and Johnson, pp. 247-52. ^Downey et al., pp. 259-62.



FIGURE 4-l6
PARTIAL CORRELATIONS BETWEEN 

CONSIDERATION AND SATISFACTION CRITERIA

Study Moderator Criterion Mechanistic Intermediate Organic
House 8c Dessler (A) Task Structure Intrinsic Sat ,52** .40** .11*

(1974) Extrinsic Sat .55** .20 .06%
House & Dessler (b ) Task Structure Intrinsic Sat .36 .35 .03

(1974) Extrinsic Sat .06 .39 -.05
Green (1974) Task Structure Intrinsic Sat .40** .25 .20

Extrinsic Sat .19 .30* .17
Stinson & Johnson Task Structure Intrinsic Sat .58** .15»

(1975) Sat w/Supvr .87** .68**a
Task Repetitive- Intrinsic Sat .49** .24
ness Sat w/ Supvr .88** .?2**a

Task Autonomy Intrinsic Sat .56** .52**
Sat w/Supvr .90** ——— .72**»

Downey, Sheridan Task Structure Sat w/Supvn .67** .20*a
& Slocum (1975)

g

NOTES I a. Significant difference between coefficients for high and low task structure (p < ,05).
* p < .05 ** p < .01
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Based on the rationales for CS and IS, it seems reasonable to 
expect that individuals in mechanistic organizations would be predisposed 
against leaders who displayed high IS behaviors and would want their 
leaders to display hi^ consideration. Hence, the only acceptable com
bination of CS and IS behaviors in medianistic organizations would be 
the high OS, low IS combination.

FIGfUBE 4-17
HYPOTHESIZED RELATIONSHIP BETWEEN CSIS AND SAT 

UNDER THE INFLUENCE OF OT

Leader Behavior H I 0
A. Hi CS, Hi IS LO SAT Mod SAT HI SAT
B. Hi CS, Lo IS HI SAT Mod SAT LO SAT
C. Lo CS, Hi IS LO SAT LO SAT LO SAT
D. Lo CS, Lo IS LO SAT LO SAT LO SAT

In the organic type organization, however, any combination of be
haviors that was low on IS and/or low on CS would be dissatisfying. There
fore the only satisfying combination of leadership behaviors would be the 
high CS, high IS one.
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Data Analysis

Data analysis is discttssed below tinder the subheadings (l) 
analysis of organizational type survey data and (2) analysis of the 
Army's leadership data. The first subheading deals with the analytical 
approach used to answer the first research question and classify the Army's 
leadership data h7 organisational type. The second subheading pertains to 
the statistical methodology used to answer the second research question.

A n a l y s i s  o f  t h e  O r g a n i z a t i o n a l  T y p e  S u r v e y  D a t a

Figure 4-18 summarizes the techniques used to analyze the data 
produced by the Organizational Function and Branch of Assignment Survey 
(Appendix E). Identical procedures were followed in analysis of the data 
for the five functions and nineteen branches.

Frequency distributions provided statistics for describing the 
sample in terms of age, grade, sex, education, years of active service, 
and branch of service.

One-way analyses of variance were conducted to answer the first 
research question by determining if respondent officers at the U. S. Army 
Administration Center perceived significant differences in the organiza
tional type of the five Army functions and nineteen branches. The rele
vant null hypotheses that were tested using the one-way analysis of 
variance were:
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FIGURE 4-18
ANALYSIS OF THE ORGANIZATIONAL TYPE SURVEY DATA
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HOg.: ~ ** •*• ^?5

Ho, : = ^ 2  "  Sl9

Ho^ hypothesizes that there are no significant differences between the 
five Army functions with respect to their mean scores on the organizational 
type scale. Ho^ hypothesizes that there are no significant differences 
between the nineteen Army branches with respect to their mean scores on 
the organizational type scale.

% e  one-way analysis of variance was selected to analyze the data 
because (l) the tecfaniq̂ ue enables one to test the significance of differ
ences between more thaui two groups and (2) the technique is a commonly 
understood and generally accepted tool of the social sciences,^ There are 
two disadvantages. First, the analysis of variance statistic, F, indi
cates only that a relationship does or does not exist. Where differences 
are indicated, the test does not show the magnitude or strength of the 
relationship,^ Second, the technique assumes independent observations, 
normally distributed populations, equal treatment variance, interval 
measurement, and " , , , linear combinations of effects due to columns 
and/or rows,

As shown in Figure 4-18 the data were next subjected to a Scheffe 
multiple comparison test to determine how, given a significant value of F 
on the analysis of variance test, the different functions or branches

^Kerlinger, pp. 216-38, ^Ibid,, p, 227,
^Sidney Siegel, Nonnarametric Statistics (New York; McGraw-Hill 

Book Go,, 1956), p, 19.
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varied. The Scheffê test was chosen over various alternatives "because 
it is a very conservative and exact test, useful for exploratory research, 
and because it " . . .  is appropriate for examining all possible linear 
combinations of group means, not just pairwise comparisons."! A dis
advantage is that if the F test is not significant, the ScheffI test will 
yield no additional information about the data.^

To establish the validity of the one-way analysis of variance 
and multiple comparison tests, the data were subjected to Chi-square 
"goodness of fit" tests and tests for equal variance.3 The Chi-square . 
test was used to determine whether or not the data were normally dis
tributed; it was chosen principally on the basis of its simplicity and 
general popularity. The tests for equal variance used were Cochran's C, 
the Bartlett Box F test, and the Hartley F^^ test; they were selected on 
the basis of their availability as computer software by-products of the 
one-way analysis of variance,^

Since the Chi-square "goodness of fit" test indicated that the 
data were not normally distributed, invalidating the parametric one-way

Norman H. Nie et al., SPSS; Statistical Package for the Social 
Sciences. 2d ed. (New York; McGraw-Hill Book Company, 1975)* PP* ^27-28; 
Kerlinger, p. 235*

^Kerlinger, p. 236,
^Frederick E. Croxton and Dudley J. Cowden, Annlied General Sta

tistics (Englewood Cliffs, N. J.; Prentice-Hall, 1955)* pp. 690-9I;
Roger E. Kirk, Sxneriments^ Design Procedures for the Behavioral Sciences 
(Belmont, Calif.: Brooks/Cole Publishing Co., 1968), pp. 61-62; and
G. E. P. Box, "Non-Normality and Tests on Variances," Biometrika 40
(1953): 318-35.

^Nie et al., p. 430.
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a n a l y s i s  of* v a r i a n c e ,  h y p o t h e s e s  H o ^  a n d  H o ^  w e r e  r e t e s t e d  u s i n g  t h e  

K r u s k a l - H a l l i s  o n e - w a y  a n a l y s i s  o f  v a r i a n c e  "by r a n k s . ^  T h e  K r u s k a l -  

W a l l i s  t e s t  w a s  c h o s e n  b e c a u s e  i t  i s  t h e  n o n p a r a m e t r i c  e q u i v a l e n t  o f  

t h e  o n e - w a y  a n a l y s i s  o f  v a r i a n c e  w h e n  t h e  n u m b e r  o f  o b s e r v a t i o n s  a r e  

e q u a l ,  a n d  b e c a u s e  i t  i s  m o re  e f f i c i e n t  t h a n  c o m p a r a b l e  t e s t s  ”  ,  ,  ,  

f o r  d e c i d i n g  w h e t h e r  k  i n d e p e n d e n t  s a m p l e s  a r e  f r o m  d i f f e r e n t  p o p u l a t i o n s , " ^  

A l s o ,  a  d i s t r i b u t i o n - f r e e  m u l t i p l e  c o m p a r i s o n  t e c h n i q u e  h a s  b e e n  d e v e l o p 

e d  f o r  u s e  w i t h  t h e  K r u s k a l - W a l l i s  t e s t ,  a  t e c h n i q u e  t h a t  i s  c o m p a r a b l e  

i n  e f f e c t  t o  t h e  p a r a m e t r i c  S c h e f f ê  m u l t i p l e  c o m p a r i s o n .  T h a t  t e c h n i q u e .  

M i l l e r ’ s - l a r g e  s a m p l e  c o m p a r i s o n ,  w a s  a p p l i e d  t o  t h e  d a t a  t o  d e t e r m i n e  

w h ic h  f u n c t i o n s  ( o r  b r a n c h e s )  d i f f e r e d  f r o m  o n e  a n o t h e r , ^

As shown at the bottom of Figure 4-18, upon completion of the 
parametric and nonparametric analyses, the results of the two approaches 
were compared. Decisions were then made concerning -the categorization of 
the five functions and nineteen branches ty organizational type (mechanis
tic, intermediate, or organic) for subsequent analyses of the Army’s leader
ship data.

A n a l y s i s  o f  t h e  t h e  A rm y ’ s  L e a d e r s h i p  D a t a

F i g u r e  4-19 s u m m a r i z e s  t h e  t e c h n i q u e s  u s e d  t o  a n a l y z e  t h e  r e l e v a n t  

r e s e a r c h  s a m p l e  s e l e c t e d  f r o m  t h e  l e a d e r s h i p  d a t a  g a t h e r e d  b y  t h e  A rm y i n  

t h e i r  1971 s t u d y .  T h e  a n a l y s i s  w i l l  b e  d i s c u s s e d  i n  t e r m s  o f  ( l )  f a c t o r i a l

I S i e g e l ,  p, 184-94. ^ I b i d , ,  p. 184,
% y l e s  H o l l a n d e r  a n d  D o u g l a s  A, W o l f e ,  N o n p a r a m e t r i c  S t a t i s t i c a l  

M e th o d s  (N ew  Y o r k ;  J o h n  W i le y  6 S o n s ,  1973)» P P . 124-25.
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FIGDRE 4-19 
ANALYSIS OF THE ARMY LEADERSHIP DATA
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analysis of variance, (2) correlation analysis, (3) parametric versus 
nonparametrie statistics, and (4-) nonparametric correlation.

F a c t o r i a l  A n a l y s i s  o f  V a r i a n c e

Factorial analysis of variance was chosen to analyze the data be
cause of the numerous advantages it affords. These advantages are that 
the technique (l) permits the manipulation and control of two or more vari
ables at one time, (2) permits the control of variables by building them 
into the research, (3) is more precise than one-way analysis of variance, 
(^) enables the study of the interactive effects of independent variables 
on the dependent variable, and (5) allows one to examine the influence of 
categorical variables (or treatments) on the dependent variables.^ In 
effect, factorial, analysis of variance makes possible the simultaneous 
testing of several hypotheses.^

Figure 4-20 illustrates the relationships that were examined 
through factorial analysis of variance with two factors. Factor I (Organi
zational Type) and Factor II (CSIS). The relevant null hypotheses that 
were tested aret

Hoi: ^

Ho^t X - ^■'2* " A

OD

^Kerlinger, pp. 257-58. ^Ibid., p. 243.



FIGURE 4-20 
FACTORIAL ANALYSIS OF VARIANCE
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Ho^ hypothesizes "üiat there is no significant influence of the factor 
Organizational Type (OT) on the dependent variable Satisfaction with 
Leader Performance (SAT), Ho^ hypothesizes no significant influence of 
the factor CSIS, and Ho^ hypothesizes no significant interactions between 
the two main factors OT and CSIS with respect to the dependent variable. 
Figure 4-20 suggests that the number of observations in each cell differs, 
that is, k ^ m n . , , ^ w,

Thus, factorial analysis of variance facilitates a test of the 
effect of two categorical variables, Organizational Type (OT) and CSIS, 
on the dependent variable SAT, OT has three levels. Mechanistic, Inter
mediate and Organic. The CSIS variable has four levels; high CS and high 
IS (a), high CS and low IS (b), low CS and high IS (C), and low CS and 
low IS, (D), The factorial design permitted a test for direct effects of 
Organizational Type (a main effect) and for direct effects of CSIS (a 
second main effect) on the dependent variable. If, for example, a signifi
cant (p < ,05) value of P was obtained for the main OT effect, it would 
suggest that organizational type was directly affecting subordinate 
satisfaction with leadership; similarly for the main effect of CSIS,

The factorial analysis of variance technique also made possible 
the test for the interactive effects of OT and CSIS on SAT, If a signifi
cant (p < ,05) F value was obtained for this interactive affect, it would 
suggest that OT did, indeed, have a moderating effect on the relationship 
between leader behavior and subordinate satisfaction with leader perform
ance, Where significant F values were obtained for main effects, the means 
were further investigated to determine how they differed. The technique
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used was the ScheffI multiple comparison method, a post hoc test chosen 
over numerous alternative multiple range tests because of its relative 
strictness and because it is exact, even for unequal group sizes,^

There are several disadvantages to the use of the factorial analy
sis of variance technique. First, a significant F, resulting from an 
analysis of variance, indicates merely the existence of a relationship; 
it provides little evidence concerning the strength of the relationship,^ 

Second, Kerlinger suggests that when there are "unequal n's in the 
cells of a design . , . the orthogonality or independence of the independ
ent variables is impaired.He suggests that methods used to compensate 
for unequal n’s are "awkward and not too satisfactory."^ Nie'and others 
point cut that interpretation of results becomes quite involved under 
these circumstances, but offer three alternative approaches to solving the 
problem, (l) the classical experimental approach, (2) the hierarchical 
approach, and (3) the classic regression approach,-5 Thus, methods to 
handle this problem have been routinized and the difficulty does not appear 
sufficient to disqualify the use of the factorial design for this explora
tory research. The classic experimental approach for handling unequal n's 
was used to partition the total sum of squares in this research. This 
approach was chosen over the alternative hierarchical and regression options

^Norman H, Nie et al., SPSS: Statisical Package for the Social
Sciences. 2d ed. (New York: McGraw-Hill Book Co., 1975)» PP. 427-28;
Kerlinger, p. 235; and Alan L, Edwards, Experimental Design in Psychological 
Research, 4th ed. (New York; Holt, Rinehart & Winston, 1972), pp. 150-52.

kerlinger, p. 227. 3jbid., p. 268. 4i-bid.
5Nie et al., pp. 405-08.
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because it is recomended for situations in which the factors have no 
known causal order, but where main effects are assumed to be of higher 
priority than interaction effects.^ In this research the factors have 
no known causal order. Since the hypothesis being tested concerns the 
interaction effects of leader behavior and organizational type on the 
dependent variable, the assumption that the main effects are of higher 
priority provides a conservative bias to the analysis.

A more serious disadvantage in using factorial analysis of vari
ance is the violation of the implicit assumptions of parametric statis
tics about the nature of the data. This will be discussed below in a 
separate section.

Correlation Analysis

Correlation analysis was also used to test the research hypothesis. 
It was anticipated that if OT does have a significant influence on the rela
tionship between subordinate satisfaction and leader behavior, then these 
differences would be reflected by differences in coefficients of correla
tion between SAT and the two behavioral dimensions under the three levels 
of OT, The hypothesized relationships are suggested in Figure 4-21, 
Coefficients used in the analysis are -partial coefficients to account for

^Ibid,, p. 408,
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FIGURE 4-21
PARTIAL CORRELATION COEFFICIENTS F Œ  

SATISFACTION AND LEADER BEHAVIOR VARIABLES 
UNDER THREE TYPES OF ORGANIZATION

Organizational Tyr>e
M

Leader'
Behavior

__ ... ++ + 
^  1̂1 1̂2 1̂3

^21 2̂2 2̂3

+ Significant, positive coefficients. 
Significant, negative coefficients, 

o No significant correlation.

the fact that the literature shows that the two Ohio State dimensions, OS 
and IS, are often highly intercorrelated.^

Figure 4-21 shows that the correlation coefficient for SAT and CS 
was expected to be very hi^, positive, and significant for mechanistic (x) 
organizations (as indicated by the three "pins" signs); whereas under the 
organic (O) type, a significant positive, hut weaker, relationship was ex
pected (as implied hy the single "plus" sign).

^Chester A. Schriesheim and Steven Kerr, "Theories and Measures 
of Leadership; A Critical Appraisal of Current and Future Directions," 
in Leadership : The Cutting Edge, ed, James G, Hunt and Lars L. Larson
(Carbondale, 111,: Southern Illinois University Press, 1977), pp. 20-21;
Ralph M, Stogdill et al., "%e Leader Behavior of Presidents of Labor 
Unions," Personnel Psychology 17 (1964); 52; and Hills, p. 92,
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For SAT and IS, a significant, negative relationship was expected 
fcxr mechanistic organizations, and a significant positive one for organic 
organizations. Consistent with the assumption of a linear function, Figure 
4-21 predicts intermediate levels for both coefficients in intermediate (l) 
type organizations. The null hypotheses suggested by Figure 4-21 are*

=11 - =12 = 1̂3 
HOj! =■ =̂ 23

Hays' method was used in one-tailed tests to determine whether 
there were significant differences between correlation coefficients for 
the three levels of OT. % e  Hays test for equal correlation depends on 
the assumptions that (l) the correlations are from bivariate normal dis
tributions and (2) that the observations are independent.^ Both assump
tions seem reasonable in this research.

Correlation analysis has an advantage over factorial analysis 
of variance in that it provides a more direct test of the relationship 
between two variables. The technique provides an Indication of the 
strength or magnitude of a relationship. Also, there is no problem of 
unequal numbers of observations, since correlation coefficients are com
puted for each level of the organizational type variable independently. 
Then, the significance of differences in coefficients for the various

^William L. Hays, Statistics for Psychologists (New York: Holt,
Rinehart & Winston, 1963), pp. 529-32.
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levels is determined rising the Hays technique, which compensates con
servatively for the unequal n's.l

Like the factorial analysis of variance method and other para
metric techniques, correlation analysis requires implicit assumptions 
about the nature of the data. The next section discusses the problems 
involved in the violation of those assumptions, and suggests a redundant 
auialysis using nonparametric methods as a remedy.

P a r a m e t r i c  V e r s u s  N o n p a r a m e t r i c  S t a t i s t i c s

A more serious problem involved in the application of factorial 
analysis of variance and correlational analysis concerns the fact that 
the methods are parametric tests. Siegel lists four assumptions, relating 
to the nature of the data, that are inherent in most parametric tests.
These are "(l) the observations must be independent , . . , (2) the obser
vations must be drawn from normally distributed populations, (3) the 
populations must have the same variance . . . , and (4) the variables 
involved must have been measured in at least an interval scale."2 & 
fifth assumption, applicable specifically to the analysis of variance 
technique, is that the means " . . .  must be linear combinations of effects 
due to columns and rows," Siegel acknowledges that if these assumptions 
are met, parametric tests " . . .  are the most likely of all tests to reject 
HO when HO is false," and should be used.^ However, he also points out 
that most measurements in the behavioral sciences are ordinal at best, 
" . . .  are not isomorphic to the numerical system known as arithmetic,"

llbid., p. 532. 2siegel, p. 19. ^Ibid.
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and are appropriately analysable only throngh distribution free, or non
parametric, techniques.^

Prior to analysis of the data, there was considerable doubt that 
the assumptions of parametric tests would hold for the Army's Leadership 
data. Because the values for the leader behavior variables are mean 
responses to eleven Consideration items and seven Initiating Structure 
items, and because the n's are large, the Central Limit theorem applies. 
Therefore, there is considerable assurance that the CS and IS variables 
are normally distributed and have stable variances.

But the same rationale does not apply in the case of the depend
ent variable, Satisfaction with Leader Performance (SAT). Whereas SAT 
was measured on what is ostensibly an interval scale, the data really 
do not meet the requirements of the interval scale; particularly the 
requirement that the distances, between any two numbers on the scale be 
of known size,^ Unfortunately, the intervals between numbers on the 
Army's leader behavior scales, like those of the Ohio State LBDQ, depend 
upon idiosyncrasies of üie respondent. One respondent, for example, mi#it 
describe the universe of leaders within a range of 6 to 7 on one of the 
dimensions, whereas another respondent might require the full scale 
range of 1 to 7 to describe the same leaders, Schriesheim and Kerr have 
cited empirical evidence suggesting that " , , , the psychological distances 
between the response alternatives [of various Ohio State scales] may be

^bid,, p, 26, %erlinger, pp, 207-10. ^Siegel, p, 26,
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very unequal."^ Also, the assumption of linear combinations of effects 
nay not hold, for little is known about the influence of the independent 
variables, OT and CSIS, on the dependent variable.

Finally, although the analysis of variance is generally conceded 
to be a "robust” test (generally insensitive to violations of assumptions), 
this is not true in an analyses involving unequal n's.^ Scheffê has 
demonstrated that " . . , inequality of variances in the cells of a lay
out has little effect on inferences about means if the cell numbers are 
equal, serious effects with unequal cell numbers."^ ScheffS also questions 
the robustness of analysis of variance for unequal variances when the 
number treatments is greater than two.^

'Uiere are reasonable counter-arguments to support the application 
of parametric techniques to the data. Parametric statistics are acknow
ledged to have more power than nonparametric tests,5 Also, parametric 
statistics are more versatile, as argued by Gaither,^ Kerlinger*s position 
is that " , , , in most cases in education and psychology, it is probably

^Chester Schriesheim and Steven Kerr, "Psychometric Properties of 
the Ohio State Leadership Scales,” Psychological Bulletin 81 (1974): 762-63.

%enry Scheffe, The Analysis of Variance (New York: John Wiley &
Sons, 1959), PP. 331-45.

3ibid,, p, 345. ^Ibid,, pp. 354-55.
5siegel, p. 21; Norman Gaither, "The Adoption of Operations Research 

Techniques by Manufacturing Organizations: A Regional Examination and Analy
sis ” (Ph, D. dissertation. University of Oklahoma, 1974), p. 192; and 
Kerlinger, p. 287.

Ĝaither, pp. 193-94,
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safer-- and usually more effective ~  to use parametric tests rather than 
nonparametric tests, ”1

A final argument for using parametric techniques pertains to the 
comparability of research, Here one to rigorously apply Siegel's logic, 
it -would be impossible to treat -the data in terms of the Ohio State di
mensions of Consideration and Initiating Structure, Because scores on 
the dependent variable are not interval scale or better, -they are not 
additive, a-nd measures of average CS and average IS behaviors are concept
ually unsound, Therefore, leader behavior should be con-trasted for differ
ent groups only by comparing scores on indi-vidual items of -the CS and IS 
scales, or by comparing median values of CS and IS using nonparametric 
techniques.

But, the findings from such analysis would be considerably less 
meaningful wi-th respect to -the large body of literature that has evol-ved 
from the Ohio S-tate studies. The assumption -that -the dependent -variable 
can be meas-cred on an in-terval scale is consistent with the published 
literat-ure involving -üie two behavioral dimensions. Researchers have 
-traditionally analyzed da-ta derived from -the Ohio S-tate scales using 
parametric statistics and, hence, -the factorial analysis of variance 
approach appears appropriate here.

^Kerlinger, p, 288,
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Honparajnetric Correlation

In addition to testing the hypothesis through the factorial analy
sis of variance and correlation methods, nonparametric correlation tests 
vere also conducted. Ihe test selected was the Kendall rank correlation 
test. The Kendall test was selected for several reasons.

First, the Kendall r (tan) statistic is closely analagous to 
the Pearson r statistic. Like the Pearson r, tau measures the strength 
of the relationship between two variables. While the numerical values 
of the two statistics are not directly can parable, the relative values 
across the three levels (M, I,and O) of the independent variable OT 
should be quite similar. Thus, the relationship suggested in Figure 4-21 
for the Pearson r should also hold for the Kendall tau. Figure 4-22 
illustrates the expected relative values of tau when CS and IS are 
correlated with SAT for Mechanistic (m ). Intermediate (l), and Organic 
(O) type organizations.

Second, the Kendall tau was used in preference to the popular 
Spearman rank correlation method because the former " , , , can be general
ized to a partial correlation coefficient.Since it is known that CS 
and IS are often highly correlated, partial coefficients of correlation 
between the two leader behavior variables and subordinate satisfaction 
with leader performance are more meaningful than uncorrected coefficients.

Siegel, p. 214.
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FIGURE 4-22
EXPECTED KENDALL RANK CCSRELATIONS OF CS AND IS 

W/SAT FOR THREE LEVEIS OF OT
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+ Significant, positive coefficients, 
- Significant, negative coefficients, 
o No significant correlation.

Third, the Kendall tan is just as "powerful" as the Spearman rho,^ Finally, 
according to Nie and associates, " , , , Kendall coefficients are somewhat 
more meaningful when the data contain a large number of tied ranks," a 
condition which prevails in ihe present research,^

There are several disadvantages, also. Most important is that the 
technique does not allow one to test the significance of differences be
tween coefficients for the three levels of organizational -type. In other 
words, there is no nonparametric equivalent of the Hays test for the signi
ficance of differences in correlation coefficients. As a result, the evi
dence with respect to the research hypothesis will be limited to (l)

Siegel, p, 223. ^Nie et al,, p, 298.
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determination of the degree of sharing of variance between the leader be
havior variables and the satisfaction variable for the three levels of OT 
as measured by tau, (2) determination of the statistical significance of 
tau for each of the three levels of OT considered independently, and (3) 
examination of the relative absolute values of tau and comparison of those 
values to values of r obtained from the parametric analyses. Ihus, the 
null hypotheses that can be tested, expressed in terms of Figure 4-22, are 
limited to :

H°6* ^ij °» for j = 1 to 3,

Hoy: r^j = 0, for j = 1 to 3.

A second disadvantage of the Kendall tau is that, although partial 
coefficients can be calculated, there is no way to test the statistical 
significance of the partial coefficient.^ Hence; the hypotheses stated 
above ware tested only through the unadjusted tau. The partial taus were 
used to compare the relative absolute correlations across the three levels 
of OT.

Computations

Computations were accomplished on an IBM 370/145 computer. The 
Statistical Package for the Social Sciences (SPSS) system of computer pro
grams was used for the factorial analysis of variance, the Pearson product- 
moment correlation analysis, the partial correlation analysis, the Kendall

Ŝiegel, p. 228.
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tank-order correlation analysis, and related statistics. The Frequencies 
subprogram of SPSS was used to facilitate description of the research 
sample in terms of demographic variables.

Numerous special purpose Fortran IV programs were written locally 
to create working files and to accomplish reliability tests of the research 
instrument. Certain of the analyses (e.g., the Kraskal Wallis test and re
lated multiple comparisons tests on the Organizational Type instrument, and 
the Hays test for differences in correlations) were accomplished manually.

Research Constraints

A number of research limitations have been alluded to previously, 
but will be reviewed here, briefly, in order to emphasize the dangers of 
overgeneralizing the findings of this research to other environments.

In the first place, the research is an ex post facto field study 
involving analysis of the data gathered "bj the U. S. Army in relatively 
uncontrolled circumstances. A number of data collection teams administered 
the questionnai res under widely var3ring test environments. Subjects were 
not selected randomly; hence, there is a question regarding the representa
tiveness of the data, even for the population studied.

Secondly, the questionnaire used by the Army is an untested instru
ment. Kerlinger warns of the dangers of using untested rating scales, such 
as those used in the Army study. He suggests that scales should be de
veloped ” . . .  with painstaking care" and that results should be subjected

kerlinger, p. 546.
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to . empirical test and. adequate statistical analysis. There is
no evidence that the Army did either of these things.

It has been shown above that pains have been taken in this re
search to use only •feose leader behavior items that could be traced 
directly to various Ohio State leader behavior instruments. Further, 
tests of reliability (coefficient alpha and item-total correlations) were 
conducted on the CS and IS scales to provide some evidence regarding the 
quality of the derived, composite instrument used in this study. Never
theless, the reader is reminded of the research findings of Schriesheim 
and Kerr pertaining to the incomparability of the various Ohio State lead
er behavior instruments.^ Hence, the findings should be interpreted cau
tiously.

Similar problems exist with respect to the instrument used to 
measure the organizational type of various Army functions and branches.
The OT instrument is untested and the data were not randomly collected.
The fact that the data were collected at a single installation in which 
Adjutant General and Finance Corps officers predominate probably biased 
the results to some extent. Also, the limited military experience of 
some of the younger officers sampled taxed their abilities to respond 
accurately to all elements of the questionnaire. For example, it would 
be highly improbable that many of them had been exposed to the environ
ment of a unit performing research functions.

^Kerlinger, p. 5^.
Schriesheim and Kerr, "Theories and Measures," p. 19.
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Another limitation of the research concerns the fact that the 
Army's Leadership Study was a cross-sectional study "based on what Koiman 
has described as the "concurrent validity paradigm.Concurrent validity 
studies analyze the relationships between " , . , predictor and criterion 
measures collected at the same point in time." Interpretations from such 
studies, says Korman, " , , , are frequently ambiguous at best,**̂  The 
danger, of course, is that the researdier may impute causal relationships 
to the findings of his cross-sectional study when there is no "basis for 
such conclusions. Nevertheless, concurrent validity studies do have re
search value. As Kerlinger has pointed out:

, , . causal notions , . . are not necessary to scien
tific work. Evidence can be brou#it to bear on the empirical 
validity of conditional statements of the 'If p, then q' kind, 
alternative hypotheses can be tested, and probabilistic state
ments can be made about p and q— and other p's and q's and 
conditions r, s, and t. Invocation of the word 'cause' and 
the expression 'causal relation' does nothing really construc
tive. Indeed, it can be misleading.^

%ere are other important limitations that should be noted. One 
is that the data are relatively old. The Army gathered the data in 1971 
while the Vietnam War was winding down. Because conditions in the Army 
have, no doubt, changed considerably since 1971, the danger in general
izing -toe findings to the present is considerable.

The research is limited, also, with respect to the measurement of 
organizational effectiveness. This has been discussed in detail earlier.

-̂Korman, "Managerial Performance," pp, 295-96. 
Î"bid, ^Kerlinger, p, 393.
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But, the fact that the Army's data bank provides only a single criterion 
of leadership effectiveness severely limits the evidence that can be 
provided in the research in answer to the research question. The ideal 
research design would, of course, provide for "multiple criteria of leader
ship effectiveness,"^

Summary

In this Chapter, the research was described as an exploratory 
ex post facto field study designed to determine if organizational type 
(mechanistic, intermediate or organic) influenced the relationship be
tween leader behavior and effectiveness. The data examined were a sub
sample selected from the U. S. Army Leadership Study data bank. The sub
sample ,focused on officer subordinates of field grade officers.

The research design was described and the method for determining 
organization type was explained in detail. A questionnaire was developed 
to obtain Army officers’ perceptions of the organizational type of (l) 
five functional missions of the Army and (2) nineteen specialized branches 
of the Army. The questionnaire was administered to a group of officers at 
the Ü, S. Army Administration Center, The responses were used to categor
ize cases of the selected Army data bank subsample by organizational type: 
mechanistic, intermediate, or organic. Then, the research subsample frcan 
the Army data bank was analyzed to see if organizational type influenced

^Sdwin A, Fleishman, "An Overview," in Current Develorments in the 
Study of Leadership, ed. Ed^n A. Fleishman and .Tames C, Hnw-fc (Car'hnrina.le,* 
111.: Southern Illinois University Press, 1973), P. 183.
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the relationship between leader behavior and organizational effectiveness, 
% e  analysis was accomplished using different approaches; first with organi
zational type determined according to the functional mission of the respon
dent’s unit, and second, with organization type determined according to the 
respondent’s branch of assignment.

Operational definitions were provided for all variables studied 
in the research, A broad research hypothesis was stated which reflected 
the researcher’s a priori expectations about how organizational type 
would influence the relation between leader behavior and the subordinate's 
satisfaction with his leader’s performance. These expectations were ex
plained in terms of the findings of Path-Goal research.

The methods of data analysis were explained and justified in the 
Chapter. Because of the nature of -üie data, both parametric and nonpara
metric techniques were applied to the data,

A number of* research limitations were discussed including (l) 
the usual limitations of ex post facto research, (2) the use of un-tested 
instruments, (3) the cross-sectional nature of the study, (4) the age of 
the Army’s data, and (5) the use of but a single criterion of leader 
effectiveness. Though the research limitations are serious, they have 
been given careful consideration in interpreting the findings,

Ibe next chapter. Chapter V, presents the research findings.



C H A P m  V 

FIÎÎDINCS 

Introduction

The research findings are discussed in this Chapter in four major 
sections. % e  first section deals with the findings relevant to the first 
research question based on the researcher's survey of officers at the U. S, 
Army Administration Center, Fort Benjamin Harrison, Indiana, The second 
major section reports findings bearing on the second research question, 
based on the U. S, Army's 1971 leadership study. The third section des
cribes analyses of the Army's data to ascertain the adequacy of the de
rived leader behavior scales, and to examine the possible impact of deleted 
cases on the research findings. A summary of the research findings is 
presented in the final section of the Chapter.

Findings Relevant to the First Research Question

To answer the first research question, i.e.. Does the Army em
brace a range of organizational types?, sixty Organizational Function and 
Branch of Assignment questionnaires (Appendix d ) were distributed to select
ed Army officers at Fort Benjamin Harrison, Indiana by members of the U, S. 
Army Administration Center. The purpose of the survey was to ascertain
officers' perceptions of the organizational type of five Army functions

255
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and nineteen Army tranches. Forty-eight questionnaires were returned, 
of which forty were considered to te useable. Eight questionnaires were 
discarded because of incompleteness and/or because of dual responses on 
one or more items.

Demographic Characteristics of the Sample

Demographic characteristics of the survey sample are summarized 
in Table 5-1 below. The survey sample is not representative of the 
population of U, S, Army officers in the grades second lieutenant to 
colonel. Over half of the responses are from officers of the Adjutant 
General Corps and only 9 out of 19 branches are represented. Conspicuous 
by their absence are technical service (Ordnance, Quartermaster, etc.) 
and combat support (Engineer, Signal, etc.) branches. The sample appears 
unrepresentative, also, from the standpoint of education and length of 
active service. All respondents were college graduates, while 15 held 
master's degrees and 2 held doctoral degrees. The zero to five years 
active service group is underrepresented and the five to ten years group 
is overrepresented in comparison with a sample of officers from the Army 
leadership data bank.

Organizational Type Based on Function

Data from the Organizational Function and Branch of Assignment 
Survey (Appendix D) were subjected to a one-way analysis of variance to 
determine if the sample of officers perceived differences in the organi
zational type of five Army functions— administration, combat, education



TABLE 5-1
DEMOGRAPHIC CHARACTERISTICS 
(ORGANIZATIONAL TYPE SURVEY)

Characteristic
Number of 

Respondents 
(N=40)

Proportion
of

Sample
Number of 

Respondents 
Characteristic (N=40)

Proportion
of

Sample

1. Age 5. Years Active Service
22-28 12 .300 Over 2, Under 5 4 .100
29-35 13 .325 Over 5, Under 10 17 .425
36-45 13 .325 Over 10, Under 20 14 .350
Over 45 2 .050 Over 20 5 .125

2. Grade 6. Branch of Service %
First Lieutenant 2 .050 Air Defense Artillery 1 .025
Captain 19 .475 Adjutant General Corps 21 .525
Major 11 .275 Armor 1 .025
Lieutenant Colonel 7 .175 Chaplain Corps 1 .025
Colonel 1 .025 Field, Artillery 1 .025

Finance Corps 4 .100
Infantry 6 .150

3. Sex Medical Service Corps 3 .075
Male 37 .925 Woman's Army Corps 1 .025
Female 3 .075 Unreported 1 .025

4. Education
Graduated from col

lege 20 .500
Master’s degree or
higher 20 .500



258

and training, logistics, and research.^ The results are shown in 
Table 5-2. The significant F test provides evidence that the sample

TABLE 5-2
GBGAHIZATIONAL TYPE BASED ON FUNCTION 

ONE-WAY ANALYSIS OF VARIANCE

Source d.f. SS MS F

Between Groups 4 123.5 30.9 11.15*
Within Groups 195 539.6 2.8
Total 199 663,1

*p < .001

of forty officers perceived real differences in the organizational types 
of five functional areas of the Amy.

A post hoc ScheffS multiple comparison test was conducted ( a  « .05) 
in order to determine how the functional areas were perceived to differ,^ 
% e  results are shown in Table 5-3. The table lists the more organic 
functions at the top and the more mechanistic functions at the bottom. The 
Scheffê analysis suggests that respondents perceived the research function

%ie et al,, pp. 398-405; 422-33.
^Ibid., pp. 427-28; Edwards, pp. 150- 52; and %omas W. Wonnacott 

and Ronald J. Wonnacott, Introductory Statistics. 2d ed. (John Wiley & Sons, 
1972), pp. 224-27.
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as constituting one homogeneous subset which is significantly more 
organic than any of the other functions. No statistically significant 
differences were perceived between the other four functions, suggesting 
that education and training, combat, administration, and logistics con
stitute a second, more mechanistic homogeneous subset of organizational 
functions.

TABIS 5-3
QRGAHIZATrONAL TYPE BASED ON PUNCTTON 

SCHEFFE' MULTIPLE RANCffi TEST

Function
Mean
Score Homogeneous Subsets

Research 4.925 T ns^

Education & 
Training 3.400

1

Combat
Administration

3.275
2.825

NS*

Logistics 2.750

♦No significant differences in mean scores at the .05 level.

Application of a Chi square "goodness of fit" test suggests that 
the data from the survey sample are not normally distributed (Chi square 
- 23.86 for 5 degrees of freedom, p < . 001).̂

-̂Croxton and Cowden, pp. 690-91.
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The data were also examined for heterogeneity of variance, even 
thon^ it is known that the three tests used are sensitive to departures 
from normality.^ Table 5”̂  shows that statistics for the Bartlett-Box P 
and Hartley P^^^ tests approach significance at the ,05 level, an indi
cation that perhaps the variances for the five functions are unequal. 
Because of the significant Chi square, the data were reanalyzed using 
nonparametric methodology.

The nonparametric method chosen for further analysis was the 
Kruskal-Wallis one-way analysis of variance by ranks,^ The Kruskal-

TABIB 5-4
(EGUimZATIONAL TïîE BASED ON PONCTION 
TESTS FOR HOîOGENEITr OF VARIANCE

Test Value P

Cochran's C (Max Variance/Z of Variances) ,255 . 370 (approx)
Bartlett-Box P 2,199 .066
Hartley P^^^ (Max Variance/Min Variance) 2,313 ,06? (approx)

Wallis test is comparable to the parametric one-way analysis of variance 
in that it is used to determine " , , . whether k independent samples

^Kirk, pp, 61-62; and Box, pp. 318-35,
%iegel, pp, 184-93; and Hollander and Wolfe, pp. 115-20,
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are from different populations,"^ A particular advantage of the Kruskal-
Wallis test is that distribution-free multiple comparison tests are avail-

2able, one of which, the Miller large sample approximation, was used here. 
Application of the iùruskal-Wallis one-way analysis of variance by 

ranks (large sample approximation adjusted for ties) yielded the test 
statistic H = 31.78. % e  probability of obtaining such a large value 
of H by chance is less than ,001, suggesting that the sample of officers 
did, in fact, perceive the Army as embracing a range of organizational 
types, when organizational type is based on function.

The distribution-free multiple comparison test (based on Kruskal- 
Wallis) was applied to the. data, providing the information shown in Table 
5-5. The table lists the more organic functions at the top and the more 
mechanistic functions at the bottom. With a level of significance of ,05, 
the five functions are divided by the treatment into two homogeneous sub
sets, one consisting solely of the research function and the other consist
ing of the remaining four functions. In the group of four, the difference 
in the average rank of any two functions is not significant at the ,05 
level. The findings for the nonparametric multiple comparison test coin
cide with the findings for the parametric ScheffS test. These findings 
provide further justification for dichotomizing the research sample, with 
cases in research organizations classified as organic and cases in the 
other four functions classified as mechanistic.

Siegel, p, 184,
Hollander and Wolfe, pp, 124-25; and Rupert G, Miller, Jr,, 

Simultaneous Statistical Inference (New York: McGraw-Hill Book Go,,
1966), pp. 166-67,
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TABLE 5-5
ORGANIZATIONAL TYPE BASED ON FUNCTION 
DISTRIBUTION-FREE MULTIPLS-COMPARISON 
(MILLER’S LARGE SAMPLE APPROXIMATION)

Function
Sum of 

Ranks (Rj)
Average Rank 

(Rj/40) Homogeneous Subsets

Research 57^8 143.7 T NS*
Education & 
Training 3989 99.7

_L
Combat 3831 95.8 NS*
Logistics 3272 81.8
Administration 3261 81.5

*No significant differences in average ranks at the .05 level. Signi- 
icant range for a = .05:

q (a, k, «) k (kn + 1)
12

1.2 —= 35.3

However, although there is no statistical justification for doing 
so, it was arbitrarily decided to divide the four more mechanistic func
tions into intermediate and mechanistic subgroups, consistent with average 
rank scores. Such a break-out isolates the extreme rankings from mid
range rankings and makes it possible to allocate some cases to each of 
three segments of a mechanistic-organic continuum. The method facilitates 
exploration of the potential effect of organizational type on subordinate 
satisfaction with leader performance. Figure 5-1 shows (l) the resulting 
classification of functions by organizational type, (2) the average rank



FIGURE 5-1
CLASSIFICATION OF ITUNOTIONS BY ORGANIZATIONAL TYPE

Mechanistic Intermediate Organic

A Priori A Priori A Priori
Function Rank Expectations Function Rank Expectations Function Rank Expectations

Administration

Logistics

81.5

61.6

Intermediate

Intermediate

Combat 95« 6 

Ed. & Trng. 99.7

Mechanistic

Intermediate

Research 145.7 Organic
S
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of each function based on the Kruskal-Wallis analysis, and (3) the 
researcher's a priori expectations regarding the organizational type 
of each function,

A major surprise of the findings is the relatively high rank
ing of the Combat function with respect to administration and logistics, 
although the difference is not statistically significant. As shown by 
the column labeled "A Priori Expectations," combat had been expected to 
be perceived as mechanistic (m ), whereas administration and logistics 
were expected to be perceived as intermediate (l).

The next section examines the findings concerning the determina
tion of organizational type based on branch.

Organizational Type based on Branch

Data from the Organizational Function and Branch of Assignment 
Survey were subjected to a one-way analysis of variance to determine if 
the sample of officers perceived differences in the organizational type 
of nineteen branches of the Army,^ The results are shown in Table 5-6, 

The significant F test suggests that the sample of officers did, 
indeed, perceive differences in the organizational types of the nineteen 
branches.

In order to determine how the branches were perceived to differ, 
a post hoc ScheffS multiple comparison test was conducted for a = ,05,^

^Nie et al,, pp. 398-405; 422-33.
^Ibid., pp, 427-28; Edwards, pp, 150-152; and Wonnacott and 

Wonnacott, pp, 224-27,
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TABIS 5-6
QROAHIZATIONAL TÏFS BASED OK ffîAKCH 

ONE-WAY ANALYSIS OF VARIANCE

Source d.f. SS MS F

Between Groups 18 458.4 25.5 9.78*
Within Groups 741 1930.3 2.6
Total 759 2388.7

*-p < .001

% e  results are shown in Table 5-7, "Die table lists the more organic 
branches at the top and the more mechanistic branches at the bottom.
The Scheffë test identified three statistically homogeneous subsets, in 
which the difference between the means of any two branches in the subset 
is not significant at the ,05 level. Because the subsets are overlapping, 
the Scheffé test does not suggest a precise method for classifying the 
various branches into organic, intermediate, and mechanistic organiza
tional types.

However, application of a Chi-square "goodness of fit" test 
suggested that the sample is not from a normal population (Chi-square = 
48.81 for 5 degrees of freedom; p < .001).^ Also statistics for homo
geneity of variances were provided as by-products of the SPSS One-Way

^Croxton and Cowden, pp. 69O-9I.
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TABLE 5-7 

CRGANIZATIONAL TYPE BASED ON BRANCH
s c h e f fS mul t i p l e r a n g e tes t

Branch
Mean
Score Homogeneous Subsets

Chap 5.650
MO 4.900
MI 4.875
MSG 4.600

JAG 4.500
NAG 3.775
SIG 3.700

CHEM 3.700
TRANS 3.550
AGG 3.425
w 3.350
CRD 3.350
ENG 3.350
ARMOR 3.300
INF 3.275
MPG 3.075
ADA 2.975
FA 2.875
FIN 2.700

NS*

NS*

NS*

*N o significant differences in mean scores at the .05 level.
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program, with results as shown in Table 5-8.^ Though the tests for homo

geneity are, themselves, sensitive to departures from normality, these 

findings suggest that the normal assumptions of parametric methods may 

not hold, (i.e., the data are not normally distributed and the homogeneity 

of variance is q̂ uestionable). Therefore, data were reanalyzed using non- 

narametric methods.

TABLE 5-8

ORGANIZATIONAL TYPE BASED ON BRANCH 
TESTS FOR HOMOGENEITY OF VARIANCE

Test Value ?

Cochran's C (Max Variance/Z of Variances) 

Bartlett-Box F

Hartley F̂ ^^(Max Variance/ Min Variance

.084- p = .160 (Approx)

3.073 p = .000

3.374 p = .080 (Approx)

Application of the Kruskal-Nallis test, using the large sample
2approximation adjusted for ties, yielded the statistic H = I3O.9. The 

probability of obtaining an H as large as 130.9 by chance is less than .001. 

This finding provides strong evidence that Army officers did perceive the 

Army as embracing a range of organizational types, when organizational 

type is based on branch.

Results of the distribution-free multiple comparison test (based 

on Xruskal-Nallis) are shown in Table 5”9. The table lists the more

K̂irk, pp. 61-62,

^Siegel, pp, 184-93; and Hollander and Wolfe, pp, 115-20,
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TABLE 5-9
ORGANIZATIONAL TYPE BASED ON BRANCH 

D ISTR IB U T IO N -FR E E  MULTIPLE COMPARISONS 
(M IL L E R 'S  LARGE SAMPLE APPROXIMATION)

B r a n c h
Sum o f  

R a n k s  ( R j )
A vg R a n k  
( R j / 4 0 ) H o m o g e n e o u s  S u b s e t s

C h a p 2 3 3 4 2 5 8 4

MI 20631 516
MC 20338 5 0 8 NS*

MSG 19504 4 8 8

JAG 1 8 7 5 7 4 6 9

S IG 15723 3 9 3 NS*

WAG 15659 392 NS*

CHEM 1555^ 3 8 9

TRANS 1 4 8 0 6 3 7 0 NS*
ENG 13852 3 4 6 NS*

QMC 13753 344
ORD 13591 340

NS*
AGC 13338 3 3 3

ARMOR 13123 3 2 8

IN F 12919 323
MPC 1 2 1 4 0 3 0 4

ADA 11561 2 8 9

FA IO 85O 2 7 1

F IN 9745 2 4 4

*No s i g n i f i c a n t  d i f f e r e n c e s  i n  a v e r a g e  r a n k s ,  w h e r e  t h e  s i g n i f i c a n t  
r a n g e  f o r  a  =  .05  i s :

q (a, k, «) k  ( k n  +  l ) 1 7 2 . 7
12
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organic branches at the top and the more mechanistic branches at the 

bottom. With a level of significance of .05, the nineteen branches are 

divided into six homogeneous subsets (shown on the right-hand side of 

the table), where the difference in the average rank of any two branches

in a given subset is not significant at the. .05 level. Although the

number of groupings obtained through the nonparametric analysis were 

quite different from those obtained from the Scheffe test (six homogen

eous groups for the former; three for the latter), the results were sub

stantially the same. The most organic group resulting from the Scheffê 

test consisted of six branches (Table 5-7); the most organic group re

sulting from the Miller nonparametric test consisted of the same branches 

except that the Woman's Army Corps (WAC) was excluded. There were only

minor differences in the relative ranking of branches. A similar out

come is noticeable with respect to the most mechanistic group.

As a result of the above analysis it was decided to classify as 

organic those cases in which the respondent identified himself as being 

a member of the Chaplain, Military Intelligence, Medical Corps, Medical 

Service Corps, or Judge Advocate General Corps branches. These branches 

constituted the most organic homogeneous subset of the groups emerging 

from the nonparametric multiple comparison.

Unfortunately, the remaining fourteen branches comprised a single 

homogeneous subset, and there is no statistical justification for further 

subdivision. Consequently, it was decided to arbitrarily subdivide the 

remaining branches into intermediate and mechanistic types. Such arbi

trary action appeared appropriate in order to isolate extreme rankings
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from mid-range rankings and allocate some cases to each of the three 
segments of the organizational type continuum. The method facilitates 

exploration of the potential effect of organizational type on subordinate 

satisfaction with leader performance. Implicit in this action is the 

assumption that the Army encompasses the full range of organizational 

types, mechanistic to organic.

A c c o r d i n g l y ,  t h e  d i v i d i n g  l i n e  b e t w e e n  i n t e r m e d i a t e  a n d  m e c h a n 

i s t i c  o r g a n i z a t i o n a l  t y p e s  w a s  c h o s e n  s o  a s  t o  c o n c e n t r a t e  c o m b a t  a n d  

a d m i n i s t r a t i v e  s e r v i c e  b r a n c h e s  i n t o  t h e  m e c h a n i s t i c  g r o u p  a n d  t e c h n i c a l  

s e r v i c e s  b r a n c h e s  i n t o  t h e  i n t e r m e d i a t e  g r o u p s ,  w h i l e  a d h e r i n g  t o  a v e r a g e  

r a n k  a s  t h e  f u n d a m e n t a l  b a s i s  f o r  c l a s s i f i c a t i o n .

Figure 5“2 shows (l) the resulting classification of branches 

by organizational type, (2) the average rank of each branch based on the 

Kruskal-Wallis analysis, and (3) the researcher's a priori expectations 

regarding the orgauiizational type of each branch. The mechanistic group 

consists largely of combat and administrative service branches, the inter

mediate group is dominated by the technical services, and the organic 

group consists principally of the professional branches; Chaplain, Medical, 

and Judge Advocate.

The combat service branches —  Military Police, Engineer, Sig

nal, and Military Intelligence —  are distributed across the full range 

of organizational types. The relative congruence of the findings with 

the researcher's a priori expectations is due, in large part, to the 

arbitrary dividing line between the mechanistic and intermediate groups.
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CLA SSIFIC A T IO N  OF BRANCHES BY («GANIZATION AL TYPE
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However, "based on rank order criteria, the relationships are substantially 

in the relative order predicted.

The next section reports the results of various statistical 

analyses that were conducted to provide evidence relevant to the second 

research question.

Findings Relevant to the Second Research Question

To answer the second research question, i.e.. Does organizational 

type have a moderating influence on the relationship between leadership 

style and organizational effectiveness?, relevant cases— records of 

officer subordinates of field grade officers— were drawn from the Army’s 

1971 leadership data bank for analysis. Cases were grouped according to 

the schemes outlined in Figures 5~1 and 5~2. For each statistical treat

ment, the cases were grouped first, with organizationaJ. type based on 

function and second, with organizational type based on branch. Reported 

below are the research sample demographics and results of (l) factorial 

analyses of variance, (2) bivariate linear correlation analyses, and (3) 

nonparametric correlation analyses.

Research Sample Demographics

The research sample consisted of 233^ cases. Cases with missing 

data on key variables (dependent and independent variables) were deleted 

from the file. This was done to avoid, in the case of the correlation 

analyses, " . . .  producing coefficients which are based on a different 

number of cases and perhaps on even quite different subpopulations of
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t h e  f i l e . " l  S e l e c t e d  d e m o g r a p h i c  i n f o r m a t i o n  i s  p r e s e n t e d  i n  A p p e n d ix  

F ,  D e m o g r a p h ic  C h a r a c t e r i s t i c s  o f  t h e  R e s e a r c h  S a m p le  (U , S .  A rm y d a t a  

b a n k ) .

F a c t o r i a l  A n a l y s e s  o f  V a r i a n c e

F a c t o r i a l  a n a l y s e s  o f  v a r i a n c e  w e r e  c o n d u c t e d  t o  t e s t  t h e  n u l l  

h y p o t h e s e s  t h a t ;  ( l )  H O ^, t h e r e  i s  n o  s i g n i f i c a n t  i n f l u e n c e  o f  t h e  f a c t o r  

o r g a n i z a t i o n a l  t y p e  (O T ) o n  t h e  d e p e n d e n t  v a r i a b l e ,  s a t i s f a c t i o n  w i t h  

l e a d e r  p e r f o r m a n c e  (SAT); ( 2 )  H o ^ , t h e r e  i s  n o  s i g n i f i c a n t  i n f l u e n c e  o f  

t h e  l e a d e r  b e h a v i o r  v a r i a b l e ,  CSIS, o n  SAT; a n d  (3) H o ^ , t h e r e  i s  n o  

s i g n i f i c a n t  i n t e r a c t i o n  b e t w e e n  OT a n d  CSIS w i t h  r e s p e c t  t o  t h e  d e p e n d e n t  

v a r i a b l e ,  "Die f i n d i n g s  r e l a t i n g  t o  t h e s e  t h r e e  h y p o t h e s e s  a r e  d i s c u s s e d  

b e l o w ;  f i r s t ,  w i t h  OT b a s e d  o n  f u n c t i o n ,  a n d  s e c o n d ,  w i t h  OT b a s e d  o n  

b r a n c h ,

OT B a s e d  o n  F u n c t i o n

T a b l e  $ - 1 0  p r e s e n t s  t h e  f a c t o r i a l  a n a l y s i s  o f  v a r i a n c e  t a b l e  s h o w 

i n g  t h e  i n f l u e n c e  o f  OT a n d  C S IS  o n  t h e  d e p e n d e n t  v a r i a b l e  SAT f o r  t h e  

r e s e a r c h  s a m p le .

T h e  r e s u l t s  s u g g e s t  t h a t  o r g a n i z a t i o n a l  t y p e  h a s  n o  s i g n i f i c a n t  

d i r e c t  e f f e c t  o n  a  s u b o r d i n a t e ' s  s a t i s f a c t i o n  w i t h  h i s  l e a d e r ' s  p e r f o r m 

a n c e ,  I b i s  p r e c l u d e s  r e j e c t i o n  o f  t h e  n u l l  h y p o t h e s i s  H o ^ , H o w e v e r ,  F  

a p p r o a c h e s  s i g n i f i c a n c e  a t  t h e  . 1 0  l e v e l  ( p  =  . 1 3 ) ,  a n d  e x a m i n a t i o n  o f

iNie et al,, p, 283,
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TABLE 5-10
FACTORIAL ANALYSIS OF VARIANCE 

(OT BASED ON FUNCTION)

Source of 
Variation

Sum of 
Squares

Degrees of 
Freedom

Mean
Square F

Significance 
of F

Main Effects 1911.358 5 382.271 275.40 .001
OT 5.617 2 2.808 2.02 .130
CSIS 1896.951 3 632.317 455.36 .001

Interactions 13.385 6 2.231 1.61 .140

Residual 3056.323 2201 1.389
Total 4981.066 2212 2.252

NOTE; The sum of squares for the Main Effects is not equal to the 
sum of squares for the two factors due to the fact that the number of 
observations for the various cells is not equal. (See Nie et al.,
P. 408,)

the table of means for SAT (Table 5”ll) provides a hint that the satis

faction of subordinates tends to increase as characteristics of organiza

tions change across the range of the continuum from mechanistic to organic.

TABLE 5-11

MEAN SATISFACTION BY ORGANIZATIONAL TYPE 
(OT BASED ON FUNCTION)

Mechanistic Intermediate Organic

n Mean n Mean n Mean

507 5.1657 1505 5.3542 201 5.3781
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The factorial analysis of variance indicates a strong direct 

effect of the factor CSIS on satisfaction of suhordinates with their 

leaders' performance (Table -̂10). The probability of obtaining a value 

of F as large as 455, purely by chance, is less than one in one thousand, 

strong evidence for rejecting the null hypothesis HOg,

The principal finding of the factorial analysis of variance, 

with OT based on function, however, is the absence of a statistically 

significant interactive effect of OT and CSIS on the dependent variable, 

although the value of F approaches significance at the ,10 level (p = .14), 

Figure 5“3 is a graph of the interaction effects with mean satisfaction 
plotted for the three levels of OT and four levels of CSIS (shown on the 

horizontal axis), Edwards states that where there are no interaction 

effects, graphs of the dependent variable for the various levels of one 

factor (independent variable) will be parallel under the influence of 

the second factor (independent variable),^ Figure 5"3 suggests that 
subjects tend to be highly satisfied when CS is high and IS is high, 

regardless of OT, Similarly, subjects tend to be dissatisfied when both 

CS and IS are low. Generally, satisfaction is moderate when either one 

or the other of CS and IS is low. However, whereas individuals in both 

intermediate and organic organizations seem to be indifferent to the rela

tive mix of CS and IS behaviors, the graph subtly suggests that subjects 

in mechanistic organizations seem to prefer leaders who are high on CS 

and low on IS to leaders who display the opposite combination of behaviors.

^Edwards, pp, 165-67.
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FIGURE 5-3
INTERACTION EFFECTS OF OT AND CSIS ON 

MEAN SATISFACTION: OT BASED ON FUNCTION

~
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High IS Low IS High IS Low IS
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Key:

Mechanistic (M) organizational type 

Intermediate (l) organizational type 

Organic (o) organizational type
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Because of the exploratory nature of the research the hypotheses 

vsce also tested using a factorial design with OT based on Branch.

OT Based on Branch

Table 5"12 presents the factorial analysis of variance table 

showing the influence of OT and CSIS on the dependent variable SAT when 

OT is based on branch.

TABLE 5-12

FACTORIAL ANALYSIS OF VARIANCE 
(OT BASED ON BRANCH)

Source of 
Variation

Sum of 
Square

Degrees of 
Freedom

Mean
Square F

Significance 
of F

Main Effects 19^.599 5 389.320 281.26 .001
OT 1.000 2 .500 361 .999CSIS 19^.350 3 6^6.783 467.27 .001

Interactions 11.286 6 1.881 1.36 .227
Residual 3150.396 2276 1.384

Total 5103.281 2287 2.234

NOTE: The sun of squares for the Main Effects is not equal to the
sum of squares for the two factors due to the fact that the numbers of 
observations for the various cells are not equal. (See Nie et al., 
p. W8. )

The table indicates that organizational type has no significant 

direct effect on a subordinate's satisfaction with his leader's perform

ance. Furthermore, examination of the table of means (Table 5-13) shows 

an opposite trend from that obtained when OT is determined by function.
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TABLE 5-13
MEAN SATISFACTION BY ŒGANIZATIONAL T Œ S  

(OT BASED ON BRANCH)

Mechanistic Intermediate Organic

n Mean n Mean n Mean
1287 5.353 654- 5.298 3^7 5.205

Here, the very weak evidence suggests that the satisfaction of subordi
nates tends to decrease as the characteristics of organizations change 
across the range of the continuum from mechanistic to organic. However, 
no support is provided for rejecting the null hypothesis Ho^.

The factorial analysis of variance does, however, indicate a 
strong direct effect of the factor CSIS on satisfaction of subordinates 
with their leaders' performance (Table 5~12). Again, the probability of 
getting such a large value of ? (? = 46?) by chance is less than one out of 
one thousand, further evidence in support of rejecting the null hypothesis
HOg.

Table 5-12 shows no significant interaction effect between OT and 
CSIS, This finding adds to the evidence favoring the null hypothesis Ho^,

Despite the absence of a significant interaction, SAT is plotted 
for the three levels of OT and four levels of CSIS in Figure As was
the case for OT based on function, all subjects tend to be highly satisfied 
when CS is high and IS is high, regardless of OT, Similarly, all subjects 
tend to be dissatisfied when both CS and IS are low. Generally, satisfaction
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FIGURE 5-4

INTERACTION EFFECTS OF OT AND CSIS ON 
MEAN SATISFACTION* OT BASED ON BRANCH
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is moderate when either one or the other of CS and IS is low. Individuals 
in bo-üï mechanistic and intermediate organizations seem to prefer (slightly) 
leaders who are high on CS and low on IS to those who display the opposite . 
combination. However, Figure 5-4 subtly suggests that subjects in organic 
organizations prefer (also sli^tly) leaders who are low on CS and high on 
IS to those who are high on CS and low on IS,

Scheffe Multiple Comuarison Test

In view of the evidence suggesting a powerful effect of the 
leader behavior variable, CSIS, on subordinate satisfaction (for OT 
based on function and branch), the data were subjected to a Scheffe Multi
ple Comparison test with a significance level of ,05, The comparisons of 
mean satisfaction with leader performance, by the four categories of the 
CSIS variable, produced three homogeneous subsets of groups as shown in 
Table 5-14, These findings suggest that subordinates are significantly 
more dissatisfied with the performance of leaders who are perceived as 
being low on both consideration and initiating structure than with leaders 
who display any other combination of the two behavioral dimensions. Also, 
the results indicate that subordinates are significantly more satisfied 
with the performance of leaders perceived as being high on both consideration 
and initiating structure. It appears that subordinates are relatively in
different with respect to high consideration/low initiating structure ver
sus low consideration/high initiating structure leaders, there being no 
significant difference in subordinate satisfaction for those two groups.
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TABIE 5-1^
SCHEFFE MULTIPLE GŒ1PAHIS0N TEST 

MEAN SATISFACTION BY CSIS

Number
of

Cases
Leader
Behavior
(CSIS)

Mean
Satisfaction Homogeneous Subsets

6.286857Hi CS, Hi IS
361 5.632Hi CS, Lo IS

273Lo CS, Hi IS
Lo CS, Lo IS

*No significant differences in mean satisfaction at the ,05 level.

The next section reports evidence bearing on the research hypo
theses based on correlation analysis.

Correlation Analysis

Correlation analysis was used to determine if OT has a significant 
influence on the relationship between subordinate satisfaction and leader 
behavior. Differences in partial coefficients of correlation between SAT 
and the two behavioral dimensions were examined for the three levels of 
OT: mechanistic, intermediate, and organic. The specific null hypotheses
tested by correlation analyses were: (l) HÔ ,̂ there are no significant
differences between correlation coefficients for leader consideration be
havior and subordinate satisfaction with leader performance for mechanis
tic, intermediate, or organic type organizations, and (2) Ho^, there are
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no significant differences between correlation coefficients for leader 
initiating structure behavior and subordinate satisfaction with leader 
performance for mechanistic, intermediate, or organic type organizations. 
% e  findings will be discussed first with OT based on function, and then 
with OT based on branch,

OT Based on Function

Table 5“15 shows the first-order partial correlation coefficients 
for SAT and the two leader behavior variables for the three levels of OT, 
with OT based on function. Coefficients for CS and SAT reflect the partial- 
ling out of IS and coefficients for IS and SAT reflect the partialling out 
of CS, High intercorrelations between CS and IS were found, substantiating 
the use of partial versus zero-order coefficients,^

TABUS 5-15
PARTIAL CORRELATION COEFFICIENTS FOB 

SATISFACTION WITH CS AND IS 
(OT BASED ON FUNCTION)

Leader
Behavior Organizational Type

Mechanistic Intermediate Organic
(n=504) (n=1502) (n=198)

CS .4212* .4207* .4812*
IS .3786* ,4034* .3450*

♦ p < ,001

^he zero-order correlations between CS and IS were .7055, .6530, 
and ,7008 for mechanistic, intermediate, and organic organizational types 
respectively.
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Consistent with the findings of the factorial analysis of vari
ance, both CS and IS were found to be significantly correlated with SAT 
(p < , OOl), regardless of organizational i^e. Application of the Hays 
test for equal correlation showed no significant differences between any 
of the partial correlation coefficients shown, suggesting that the null 
hypotheses, Ho^ and hold.^ Furthermore, the a priori expectations 
concerning the relative magnitude of correlation coefficients under the 
three types of organizations (Figure 4—18) were not confirmed.

As shown in Figure 5“5a-, the partial correlation between satis
faction (s a t ) and consideration (CS) was (l) moderately positive in 
mechanistic orgaizations, (2) approximately the same in intermediate 
organizations, and (3) slightly higher in organic organizations. Al
though the researcher's expectations were not expressed in terms of 
actual numbers (see Figure 4—19), the dashed line of Figure 5“5a- repre
sents the general direction and magnitude of those expectations. The 
actual trend was opnosite in direction to what was expected (as shown 
by the dashed line of Figure 5“5a). This suggests that if there is any 
influence at all, consideration behaviors are more closely related to 
subordinate satisfaction in organic organj.zations than in either inter
mediate or mechanistic ones.

Figure 5"5h illustrates that the partial correlation between 
satisfaction (SAT) and initiating structure (IS) was (l) moderately 
positive in mechanistic organizations, (2) slightly higher in intermediate

%ays, p. 532.
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FIGURE 5-5
GRAPHS OP PARTIAL CCSRELATIONS 
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organizations, and (3) lowest, but still moderately positive, in organic 
organizations. This finding, too, is cuite different from what was ex
pected (the dashed line of Figure 5”5b)t low negative correlation for 
mechanistic, zero correlation for intermediate, and low positive correla
tion for organic organizations. The results of the analysis indicate that 
some degree of initiating structure behavior is important for subordinate
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satisfaction regardless of organizational type, but that if there is a 
moderating influence, initiating structure is most important in the 
intermediate type organization,

OT Based on Branch

Table $-l6 shows the first-order partial correlation coefficients 
for SAT and the two leader behavior variables for three levels of OT, with 
OT based on branch. Coefficients for CS and SAT reflect the partialling 
out of the effects for IS and coefficients for IS and SAT reflect the 
partialling out of the effects of CS. High intercorrelations were found 
between CS and IS, substantiating the use of partial correlation coeffi
cients instead of zero-order coefficients,^

Supporting the findings of the factorial analysis of variance, 
both CS and IS were found to correlate significantly (p < ,001) with SAT 
in every case, regardless of organizational type. Application of the 
Hays test for equal correlation showed (1) a significant difference be
tween the partial correlations of SAT and CS for mechanistic versus organic 
organizations at the ,01 level, (2) a significant difference between the 
partial correlations of SAT and CS for intermediate versus organic organiza
tions at the ,01 level, and (3) a. significant difference between the partial 
correlations of SAT and IS for intermediate versus organic organizations at 
the .02 level. These findings suggest that the null hypotheses Hoĵ  and Ho^ 
should be rejected when OT is based on branch.

^The zero-order correlations between CS and IS were ,6642, .66?6, 
and .6833 for mechanistic, intermediate,and organic organizational types 
respectively.
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TABLE 5-16
PARTIAL CORRELATION CO EFFIC IEN TS FOR 

SA TISFA C TIO N  WITH .GS AND I S  
(O T  BASED ON SIANCH)

Leader
Behavior Organizational Type

Mechanistic
(n=128iJ.)

Intermediate
(n=65l)

Organic 
(n=5% )

3328*3999*

NOTE: Solid line connecting two coefficients indicates significant
difference in correlations at the ,01 level. Dashed line indicates 
significant difference at the ,02 level,

*0 < ,001

The solid line of Figure 5-6a relates the partial correlations of 
SAT with GS across the three levels of the independent variable organiza
tional type. Although the researcher’s expectations were not expressed 
in terms of actual numbers (see Figure 4-19), the dashed line of Figure 
5-6a represents the general direction and magnitude of those expectations. 
The findings seem to support the expectation that the correlation of SAT 
with CS would be relatively high in mechanistic organizations and low in 
organic ones. Contrary to expectations the correlation between SAT and 
CS was practically identical for mechanistic and intermediate organizations. 
The analysis provides strong evidence that considerate leader behavior is



287

FIGURE 5-6
GRAPHS OF PARTIAL CŒ RELATIGNS 
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Figure illustrates the influence of organizational type on
partial correlations of SAT with IS. % e  solid line represents the re
search findings; the dashed line represents the researcher's expectations 
(Figure 4-19). Although the only statistically significant difference 
was between coefficients for intermediate and organic organizations, the 
difference between coefficients for mechanistic and intermediate organiza
tions approached significance at the ,10 level (p =* .107). There is 
strong evidence, therefore, that leader initiating structure is signifi
cantly less valued by subordinates in intermediate organizations than by 
subordinates in organic organizations. Also, the findings hint that 
subordinates in intermediate type organizations value initiating struc
ture less than subordinates in mechanistic type organizations. 'Die antici
pated negative correlation between IS and SAT in mechanistic organizations 
failed to materialize. Apparently subordinates expect a certain amount 
of structuring behaviors on the part of their leaders regardless of 
organizational type.

C o m p a r i s o n  o f  F u n c t i o n  a n d  B r a n c h  A n a l y s e s

Figure 5”? compares the actual partial correlations for mechanis
tic, intermediate, and organic organizations when OT is based on function 
with the actual partial correlations when OT is based on branch. If all 
of the variables of the research were perfectly operationalized, then 
organizational type should exert a uniform influence over the leader be
havior and satisfaction variables. Except for random variation, the
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FIGURE 5-7
ŒAPHS OF PARTIAL CCERELATIONS 

OT BASED ON FUNCTION VS, OT BASED ON BRANCH
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superimposed graphs should be congruent. It is apparent from Figure 5-7 
that they are not. The partial correlations between SAT and GS for organic 
organizations differ substantially depending upon how the organizational 
type variable is operationalized. On the other hand, the graphs for the 
mechanistic and intermediate type organizations are reasonably congruent.

With respect to the correlations for SAT and IS, it is evident 
from Figure 5-7b that the graph for organizational type based on function 
is convex unward. while the graph for organizational type based on branch 
is convex downward. The differences between correlations for intermediate



290

anH organic types are substantial. Figure 5-7 suggests that something 
has confounded the research. Possible meanings of this finding will be 
discussed in Chapter 6.

Ihe findings discussed above concerning the second research question 
are based on the usual assumptions of parametric statistics discussed in 
Chapter IV (normality, homogeneity of variance, etc.) However, appli
cation of the Chi-square test of "goodness of fit" indicate that the 
sample data for the key research variables SAT, CS, and IS are not 
normally distributed.^

Also, although tests of homogeneity are generally considered sus
pect in the absence of normality, statistics generated as a by-product of 
one-way analyses of variance suggest that the homogeneity assumption may 
also be a problem.^ Table 5-17 provides results of tests for homogeneity 
of variance of the dependent variable SAT for the various categories of 
OT and. CSIS when tested independently in three one-way analyses of vari
ance.^ It is evident that the variance of the dependent variable, SAT, 
may very well be heterogeneous for the different treatment groups. There
fore the evidence based on the preceding parametric analyses should be 
used with great caution.

^Chi-square values of 746, 1764, and 954 were obtained for the 
variables SAT, CS, and IS respectively, all with 4 degrees of freedom 
and all statistically significant with p < .001. The "goodness of fit" 
test followed Groxton and Cowden, pp. 690-91.

%irk, pp. 61-62; and Box, pp. 318 and 333.
3rhe Hartley F test is not reported here because the numbers 

of observations differ^^eatly between treatments, (See Kirk, p. 62).
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table 5-17
TESTS FCB HOMOGENEITY OP VAHIANCE 

ONE-WAY ANOVAS, SAT WITH CSIS AND OT

Test Value P

CSIS
Cochran's C 0,4400 0,0 (Approx)
Bartlett-Box P 156.908 0,0

OT (based on branch)
Cochran's C .3650 ,025 (Approx)
Bartlett-Box P 2,914 .053

OT (based on function)
Cochran's C .3764 ,003 (Approx)
Bartlett-Box P 2,859 ,056

Because of possible violations of the assumptions of normali-^ 
and heterogeneity of variance, and consistent with the research design, 
the data were also analyzed using a nonparametric correlation technique.

Konparametric Correlation

The Kendall partial rank correlation coefficient was the nonpara
metric technique used to determine if OT has a significant influence on 
the relationship between subordinate satisfaction and the two leader 
behavior variables. Differences in partial rank coefficients of correla
tion between SAT and the two behavioral dimensions were examined for the 
three levels of OT; mechanistic, intermediate, and organic. Because of 
the emphasis on rank order of scores, median scores for each case on CS 
and IS were used in the nonparametric correlation analysis, whereas mean 
scores were used in the parametric correlation analysis described above.
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The specific null hypotheses tested in the nonparametric analy
sis are (l) There are no signficant correlations between CS and SAT
for any of the three levels of OT, and (2) Ho^: There are no signifi
cant correlations between IS and SAT for any of the three levels of OT, 
The findings will be discussed first for OT based on function, and then 
for OT based on branch,

OT Based on Function

Table $-18 shows the Kendall rank correlation coefficients (taus) 
for SAT with CS, and SaT with IS for the three levels of OT, with OT

TABIS 5-18
KENDALL RANK CORRELATION COEFFICIENTS 

SATISFACTION WITH CS AND IS 
(OT BASED ON FUNCTION)

L e a d e r
B e h a v i o r O r g a n i z a t i o n a l  T y n e

M e c h a n i s t i c
(n=507)

I n t e r m e d i a t e
(n=1505)

O r g a n i c
(n=201)

T a u P a r t i a l  T a u T a u P a r t i a l  T a u T a u P a r t i a l  T a i

CS ,5885* ,4036 .5916* .4275 ,5672* ,3707
I S .5580* .3436 ,5485* .3479 ,5434* .3222

*p < .001
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"b a se d  o n  f u n c t i o n .  Z e r o - o r d e r  c o e f f i c i e n t s  ( t a u s )  a r e  s h o w n  a l o n g  w i t h  

p a r t i a l  r a n k  c o r r e l a t i o n  c o e f f i c i e n t s  s i n c e ,  a s  e x p l a i n e d  i n  C h a p t e r  I V ,  

t h e r e  a r e  n o  t e s t s  o f  s i g n i f i c a n c e  f o r  t h e  p a r t i a l  t a u , ^

F o r  t h e  z e r o - o r d e r  t a u s ,  "b o th  CS a n d  I S  a r e  s i g n i f i c a n t l y  c o r 

r e l a t e d  w i t h  t h e  d e p e n d e n t  v a r i a b l e  f o r  a l l  l e v e l s  o f  OT, T h i s  f a c t ,  

t o g e t h e r  w i t h  t h e  r e l a t i v e l y  l a r g e  m a g n i t u d e s  o f  t h e  p a r t i a l  t a u s ,  

p r o v i d e  so m e  e v i d e n c e  f o r  r e j e c t i n g  t h e  n u l l  h y p o t h e s e s  a n d  H o ^ .

T h e r e  ^  a p p e a r  t o  b e  r a t h e r  s t r o n g  r e l a t i o n s h i p s  b e t w e e n  t h e  l e a d e r  "be

h a v i o r  v a r i a b l e s  a n d  SAT f o r  a l l  t h r e e  l e v e l s  o f  OT.

Figure 5-8a illustrates the influence of organizational type on 
Kendall partial rank correlations (partial taus) of SAT with CS, The 
solid line represents the research findings; the dashed line represents 
the researcher’s expectations. The differences between the partial taus 
for SAT and CS across the three levels of OT are slight (the maximum 
range of differences is only ,0568). This is weak evidence, at best, 
that organizational type based on function moderates the relationship 
between CS and SAT.

As shown in Figure 5-8b, differences between the partial taus 
for IS and SAT for the three types of organizations are barely discernable 
(the maximum range of differences is only .0257). Although the partial 
rank correlation between SAT and IS is highest for intermediate type 
organizations, there is no reason to suspect that it is significantly

ISiegei, p. 228.
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FIGURE 5-8
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OT Based on Branch

Table 5~19 shows the Kendall rank correlation coefficients (taus) 
for SAT with CS and SAT with IS for the three levels of OT, with OT based
on branch. Zero-order coefficients (taus) are shown in addition to the
partial rank correlation coefficients and are significant for all levels 
of OT, Also, partial taus for both CS and IS are of relatively large 
magnitude, further evidence supporting rejection of the null hypotheses 
Hog and HOy, Both CS and IS appear to be correlated positively with
SAT for mechanistic, intermediate, and organic types of organizations,

TABLE 5-19
KENDALL RANK CORRELATION COEFFICIENTS 

SATISFACTION WITH GS AND IS 
(OT BASED ON BRANCH)

Leader
Behavior Organizational Tyne

Mechanistic
(n=1287)

Intermediate
(n=654)

Organic
(n=347)

Tau Partial Tau Tau Partial Tat Tau Partial Tau

CS .5963* .4327 .5865* .4257 .5715* .3659
IS ,5̂ 4.* .3396 ,5276* .3152 ,5822* .3870

*p < ,001
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Figure 5~9a illustrates the influence of organizational type on 
Kendall partial rank correlations (partial taus) of SAT with CS, The 
solid line represents the research findings; the dashed line represents 
the researcher's expectations. The differences between the partial taus

FIGURE 5-9
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for CS and SAT across the three levels of OT are of relatively small 
magnitude (the maximum range of differences is ,0668), although the 
directional trend is as expected. This is weak evidence, at test, 
that organizational type moderates the relationship between SAT and CS, 

Figure $-9b shows that the differences between the partial taus 
for SAT and IS across the three levels of OT are also slight (the 
maximum range of differences is ,0718), As expected, the correlation 
was highest for organic organizations, but the expected negative rela
tionship for mechanistic organizations did not materialize. There is 
meager evidence here to indicate that organizational type moderates the 
relationship between IS and SAT,

Parametric Versus Nonparametric Analysis

With OT based on branch, graphs of the Kendall partial correlation 
coefficients for both SAT with CS and SAT with IS (Figure 5“9) are similar 
in shape to those of the Pearson product-moment partiels (Figure ^-6),
But when OT is based on function, an important difference is noticeable, 
as shown in Figure ^-10,

The general trend for correlation between SAT and IS (Figure ^-lOb) 
under the influence of OT is relatively consistent, whether parametric or 
nonparametric analysis is applied. For the SAT/CS relationship (Figure 
5-lOa), however, the partial taus are substantially lower for organic 
organizations than for the other two organizational types, whereas partial
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FIGURE 5-10
PARAMETRIC VS NONPARAMETRIC PARTIAL CORRELATIONS 
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r*s are higher (though not significantly so). This contradiction may very 
well exist because neither the SAT nor GS variable is normally distributed 
in the research sample. The finding illustrates the importance of utiliz
ing nonparametric techniques when the usual assumptions of parametric 
statistics do not hold.

Other Findings

This section reports other findings required for adequate inter
pretation of the results of this exploratory, ex post facto research. These
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findings, developed largely in accordance with the research plan, concern 
(l) the adequacy of the leader "behavior scales that were derived from the 
Army's leadership questionnaire, and (2) the possible biasing effect of 
deleted cases on the research.

Adequacy of the Leader Behavior Scales

The derived leader behavior scales were examined for adequacy 
with respect to (l) intercorrelations of CS and IS, (2) item-total 
correlations for the CS and IS instruments, and (3) reliability of the 
two instruments as measured by coefficient alpha.

Intercorrelations of CS and IS

The correlation coefficients for CS and IS for the entire research 
sample (n=233^) are .6772 (the Pearson product-moment r) and ,5371 (the 
Kendall tau). Both coefficients are significant at the .001 level. These 
high intercorrelations indicate a lack of discriminant validity since Con
sideration and Initiating Structure were designed and conceptualized as in
dependent dimensions,^

Item-Total Correlations for CS and IS

Item-total correlations (Pearson product-moment) were computed 
for the CS and IS scales to determine if the derived instruments were

%emphill and Coons, p. 20; Fleishman, "Leader Behavior Description," 
p. 110; and Nan Lin, Foundations of Social Research (New York: McGraw-Hill
Book Co., 1976), p. 174.
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homogeneous (i.e., whether the two instruments are internally consistent)
with respect to content,^ Nunnally asserts that “tests should be as
homogeneous as possible," and that "items within a measure are useful
only to the extent that they share a common core— the attribute which

2is to be measured,"
The item-total correlations shown in Table 3-20 are indicators 

of the degree to which the CS and IS items share, respectively, a common 
core of the leader behavior constructs Consideration and Initiating 
Structure, The coefficients shown in the table are "corrected" Pearson 
product^oment coefficients, which measure the correlations between each 
item of a given dimension (CS or IS) and the sum of all other items of 
that dimension.3

All the coefficients shown in Table 5-20 are significant at the 
.001 level. Most of the coefficients for CS are positive and relatively 
high, (The average of the absolute values of the coefficients for CS 
is ,4889). However, items 23, 28, and 3^ show negative correlations 
with the sum of all other items. This result suggests an absence of 
homogeneity of content, since the items are constructed so that high 
scores on the items are indicative of high Consideration, For example. 
Item 28, "He criticizes subordinates in front of others," is assigned 
a value of seven (?) for "Not Ever" (high consideration) and one (l) 
for a "A Great Deal" (low consideration). Hence, if these three items

ljum C. Nunnally, Psychometric Theory (New York: McGraw-Hill
Book Co., 1967), pp. 261-63.

Zibid,, pp. 254-55. ^Ibid,, pp. 262-63,
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TABLE 5-20 

ITEM-TOTAL GORSSLATION COEFFICIENTS'

Consideration Items Initiating Structure Items
Item Page Corrected Item Page Corrected
Number Number Coefficient^ Number Number Coefficient'^

2 381 .4933 1 381 .6542
4 381 .6233 8 382 .5624
5 382 .4440 10 383 .6426
17 385 .5045 13 384 .5837
19 385 .6011 14 384 .4326
21 386 .3797 18 385 .3161
23° 386 -.4702 27 387 .6684
24 386 .6434
28° 388 -.4912
34 389 .6335
36 390 -.6037

NOTES;
a. Page numbers refer to locations of items in the CONAHC Leader 

ship Questionnaire (Appendix B).
b. All coefficients are significant at the ,001 level.
c. Reversed scoring.

measure the same consideration attribute as the other eight CS items, 
item-total correlations should be positive. It seems highly illogical 
that these three items would be negatively correlated with the sum of 
all other items of the dimension. Such a condition would imply, for 
example, that the leader who criticized subordinates in front of others 
was hi^ly considerate.
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Examination of the Army's questionnaire in an effort to find an 

explanation for these unexpected findings revealed three possible causes. 

First, of the forty-three items in the questionnaire, only ten are re

flected, or reverse scored items. (Leaders are given high scores on 

reflected items if the leader never, or rarely ever, displays behaviors 

described by the item). Among the ten reflected items are GS items 23 

and 28, "He resists changes in ways of doing things," and "He criticizes 

subordinates in front of others,” respectively, items found to be nega

tively correlated with all other consideration items. Nunnally suggests 

that the number of positive (normal) and negative (reflected) items in

a given instrument should be equal.̂  Schriesheim and Kerr have criticized

" . . .  all versions of the Ohio State scales" on a number of counts in

cluding " . . .  an inadequate number of reflected (reverse scored) items,

leading to an inability to control for agreement response tendencies 

(predisposition to respond using only one side of the response scale, 

regardless of item content)."2 Thus, the imbalance of positive and nega

tive items may account for the negative item-total correlations for CS 

items 23 and 28.

Second, there may exist a systematic bias in the arrangement of 

the scales in the Army's questionnaire. Thirty-eight of the forty-three 

items have the highest possible value (?) at the top of the scale; only 

five items have the lowest possible value at the top, including the 

CS items 23 and 36. "He resists changes in ways of doing things," and

^Ibid., n. 533. ^Schriesheim and Kerr, "Theories and Measures,"
P. 22.
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"He explains the reason for his actions to his subordinates," respect
ively. A large number of respondents may very well have confused the 
ends of the scale for these two CS items,^ Consistent with Nunnally*s 
recommendations for equal numbers of positive and negative statements, 
it would appear appropriate that if scales are to be reversed in a 
questionnaire, there should be equal numbers of each form of the scale 
randomly distributed throu^out the questionnaire.

A third possible explanation is that the CS instrument is actually 
heterogeneous in content, a possibility for which there .is research 
support.2

With regard to the item-total correlations for IS, all the co
efficients are positive and relatively high. (The average value of the 
coefficients for IS is .551^)» These item-total correlation coefficients 
indicate a high degree of homogeneity of content, evidence that the 
derived IS instrument is internally consistent and adequate with respect 
to that quality.

The leader behavior scales were a"*- ' examined for adequacy with 
respect to reliability as measured by coefficient alpha.

lit should be noted, however, that one other item, CS 3 ,̂ "He 
backs up subordinates in their actions," also has the lowest possible 
value at the top of the scale, and yet is positively correlated with the 
sum of other items of the Consideration dimension.

^Schriesheim and Kerr, "Psychometric Properties," p. 758.
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Coefficient Alpha

Coefficient alpha is a measure of reliability, or ", , , the 
accuracy or precision of a measuring instrument.Xerlinger has fur
ther defined reliability as " , , . the proportion of the 'true' vari
ance to the total obtained variance of the data yielded by a measuring 
instrument.With explicit reference to coefficient alpha, Nunnally 
has defined the reliability coefficient of any test as " . . . the esti
mated average correlation of that test with all possible tests with 
the same number of items which are obtainable from sampling a domain.

The formula used in the research to compute coefficient alpha
is;.4

a =
k-1

where a = coefficient alpha
k = number of items in test 2

Ia± = sum of variances of all items in test 
CTŷ  = variance of the total test

Calculated from the above formula, coefficient alphas for the 
CS and IS instruments are, respectively, .3684 and .7925. The coeffi
cient for GS is very low, considering the Schriesheim and Kerr conclus
ions that internal consistency reliability coefficients for both 
and IS from the SBDQ and LBDQ-XII instruments are usually .75 or better.

K̂erlinger, p. 443, , p. 446. N̂unnally, p. 197.
^bid., p. 196.



305

Coefficients as low as ,60 " , . . are not tjrpical for the Ohio State 
instruments,"1

Tae relatively large coefficient alpha for the IS instrument 

appears satisfactory for this exploratory research. The next section 

discusses findings relative to deletion of cases with invalid or missing 

data.

Findings Concerning Deleted Cases

Certain cases were deleted from the research because they con

sisted of only partial records; i,e,, the third card of the three data 

card record was missing from the Army's data bank. Another group of 

cases was deleted because of the existence of spurious values on key 

variables (GS, IS,and SAT), This section reports findings concerning 

these deleted cases.

Cases Deleted Because of Missing Data Cards

Four hundred and ninety cases were deleted because of missing 

data cards. The researcher was unable to locate, or determine the 

reason for, the missing records. The decision was made to delete the 

missing cases because the missing cards contained numerous variables 

required for the analysis.

^Schriesheim and Kerr, "Theories and Measures," pp, 21-22,
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To examine the potential biasing effect of the deleted cases, 

the 490 partial cases were compared with the final research sample 

(n = 233 )̂ using a series of Chi-square analyses.^ Forty-three vari

ables were compared and only two were significantly different. 3oth 

were directly relevant to this research, as indicated by the second 

column of Table 3-21, a summary of the significant findings of the Chi- 

square analyses.

For several of the comparisons, more than 20 per cent of the 

expected frequencies were smaller than 5» or one or more of the expected 

frequencies were smaller than 1. Where this condition was found, expected

TABLE 5-21

SIGîüFICAI'iT DIFFSHSilGES BS'T̂ vSEN HESSABCH SAI-iPLS 
AÎÎ3 CASES DELETED DUE TO MISSING DATA CARDS

Questionnaire Item
Research
Relevant Chi-square df p

IS 1 (Lets individuals know
what is expected) YES 22,4? 6 .0010

CS 24 (Rewards individuals) YES 11.22 6 .081?

frequencies were increased by combining adjacent categories in meaningful
2combinations as suggested by Siegel.

“Nie et al., pp. 223-24, 230-248; Croxton and Cowden, pp. 681-93;
and Siegel, pp. 42-4?.

^Siegel, p. 46.
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One of the seven IS items, "He lets the members of his unit 
know what is expected of them," was significantly different (Chi-square 
= 22,47, p = .001). The deleted cases tend to have higher scores on 
this item.

One of the eleven CS items, "He rewards individuals for a job 
well done," was also significantly different (Chi-square = 11.22, p = 
.0817). Deleted cases tend to have sli^tly hi^er scores on this 
variable, also.

It seems reasonable to expect that out of the forty-three vari

ables, two would differ significantly from one group to another purely

by chance. Hence, there seems to be little reason to fear a systematic 

biasing of the results because of omission of the 490 incomplete records 

from the data analysis.

Cases Deleted Due to Snurious Values

One-hundred and fifteen (115) cases were deleted because they 

contained one or more values outside the range of possible values (l to 

7) for the CS, IS, and SAT items. Another case was deleted because the 

respondent indicated he was a first lieutenant under the questionnaire 

item "grade" and an enlisted man under "Branch" and "Source of Commission." 

Comparison of this combined group of U 6  cases with the research sample

showed that, out of a total of 63 variables in the Army data bank that

were compared, 8 variables differed significantly; two at the .001 level, 

one at the .01 level, four at the .05 level, and one at the .10 level 

(Table 5-22).
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TABLE 5-22
SIGNIFICANT DIFBE2ENCES BETWEEN RESEARCH SAMPLE 

AND CASES DELETED DUE TO SPURIOUS VALUES

Research
Questionnaire Item Relevant Chi-square df P

Grade YES 12.10 5 .0334
Mission* YES 11.40 5 .0453
CS 21 (Criticizes specific act) YES 23.69 6 .0006
Total Years Active Service NO 16.11 4 .0029
ÎMCS* NO 11.81 1 .0010
Geographic Location NO 10.91 4 .0276
Trains and develops subordinate NO 12.40 6 .0535
Knows men and capabilities* NO 10.60 5 .0629

* Categories caahined to allow Chi-square comparison

Only three of the items directly relevant to this research were 
significantly different, as indicated in the second column of Table 5-22. 
The deleted group contained a larger proportion of low ranking officers 
(lieutenants) and a smaller proportion of high ranking officers (lieuten
ant colonels and colonels).

With respect to the variable "Mission," it was necessary to com
bine categories because of the large number of cells with expected fre
quencies of less than 5 or less than one. The 10 "missions" were com
bined consistent with the scheme outlined in Figure 4-4 (i.e.. Divisional 
Forces, Field Artillery, and Air Defense Artillery were combined into a 
single "combat" functional category, etc.). Mission variables not used
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in the research ("specialized units," "Military Intelligence," and 

"Woman's Army Corps") were combined into a single category for the 

Chi-square analysis. The comparison indicated that there were fewer 

deleted cases from Education and Training units than would have been 

expected if the deleted group and the research sample had been homo

geneous. Also, Administrative, Logistics, and Research units were 

overrepresented in the deleted group.

As for the consideration item (CS 21), the mean score for the 

deleted group was somewhat lower than that of the research sample 

(4.887 versus 5.005)» Also, the group of deleted cases reflected 

larger proportions of extreme scores (i.e., values of 1 and 2, and 

6 and 7) on that item.
Examination of the Chi-square tables for the non-relevant demo

graphic variables indicated that the deleted group contained, propor

tionately, (l) more officers with less than two years active service and 

fewer with ten years or more; (2) more officers with inconsistent or 

erroneous reponses on the PMCS (primary military occupational specialty) 

item; and (3) fewer officers from the Continental United States (CONUS), 

Pacific, Alaska, and "other" areas.

The last two items in Table 5“22 are items used by the Array

to measure observed leader behavior. The items were not used in this 

research because they could not be traced to the Ohio State leader 

behavior dimensions of consideration and initiating structure.

One item, "Type and Location of Unit," could not be tested using

the Chi-square test since (l) more than 20 per cent of the expected
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frequencies were smaller than 3, (2) two of the expected frequencies 
were smaller than 1, and (3) categories could not be meaningfully 
combined to correct for conditions (l) and (2), Visual examination 
of the Chi-square results suggests, however, that CONUS operational 
and training units were underrepresented in the deleted group, while 
other CONUS units were overrepresented.

The analysis of differences between the research sample and 
the cases deleted because of spurious values on IS, CS, and/or SAT 
items suggests that there may be systematic biasing of the research 
sample as described above. As a result there is a serious question 
concerning the representativeness of the research sample.

Summary of Research Findings

In this chapter, findings bearing on the two research questions 
have been reported. In addition, findings relevant to the adequacy of 
the derived leader behavior scales were examined, as well as evidence 
pertaining to the potential biasing effect of deleted cases.

Findings Concerning the First Research Question

In order to obtain data bearing on the first question, a survey 
was conducted of a non-random sample of officers at the U, S. Army 
Administration Center, This survey yielded primary data which provided 
affirmative evidence bearing on the question, "Does the Army embrace a 
range of organizational types?" Army officers ^  seem to perceive 
significant differences in organizational types, regardless of whether



311

the typology is based upon perceptions of different functional areas 

of the Army, or upon perceptions of the different branches of the Army,

The answer to the first question seems to be affirmative, regardless of 

whether parametric or nonparametric techniques are applied.

Because of evidence indicating that the survey data is not 

normally distributed and has heterogeneous variances, it was decided 

to categorize cases of the Army leadership data bank, for subsequent 

analysis, according to the results of the distribution-free multiple 

comparison test of Miller,! The research function was found to be 

significantly more organic than the other four functions; therefore, 

cases in the Army leadership data bank involving research units were 

classified as organic. Although there were no significant differences 

between the other four functions, they were arbitrarily diyided into 

mechanistic and intermediate organizational types based on average 

rank scores on the distribution-free multiple comparison test. Thus, 

administration and logistics functions were classified as mechanistic, 

while combat and education and training functions were classified as 

intermediate organizational types.

An identical approach was used to classify the nineteen branches. 

The most organic homogeneous subgroup, consisting of the Chaplain, Mili

tary Intelligence, Medical Corps, Medical Service Corps, and Judge Advo

cate General branches, was classified as organic. The remaining branches 

were classified, somewhat arbitrarily (though based on average rank 

scores on the distribution-free multiple comparison test) into mechanistic 

and intermediate organizational types.

iMiller, pp, 166-6?,
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Findings Relevant to the Second Research Question

Data from the Army's leadership data bank were analyzed to 

develop findings relevant to the second research question, "Does organi

zational type have a moderating influence on the relationship between 

leadership style and organizational effectiveness?"

Factorial analyses of variance indicated that OT had no signifi

cant direct effect on SAT, regardless of whether OT was determined by 

function or branch. With OT determined by function, the value of F for 

the main OT effect approached significance (p = .13). CSIS was found to 

have a significant influence on SAT, with a high OS/high IS leadership 

style being favored by the research sample and a low CS/low IS style 

being least satisfactory. With OT determined by function, the interaction 

effects between OT and CSIS approached significance (p = .14). A graph 

of the interaction effects suggests that members of mechanistic organiza
tions, in choosing between leaders who are high on consideration and 

low on structure versus leaders who are low on consideration and high on 

initiating structure, are somewhat more satisfied with the former.

Supporting the factorial analyses of variance findings with res

pect to CSIS, partial correlations between both GS and IS with SAT were 

statistically significant for all levels of OT. regardless of how OT 

was determined. With OT based on function there were no significant differ

ences between partial correlations for the various levels of OT, as deter

mined by the Hays test. This finding seem to confirm evidence provided 

by the factorial designs, indicating that OT does not influence the
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relationship between leader behavior and organizational effectiveness 

as measured by subordinate satisfaction with leader performance.

However, when OT was based on branch, significant differences 

were found between partial correlations of CS with SAT and IS with SAT 

for intermediate and organic types of organizations. Also, significant 

differences were found between partial correlations of CS with SAT for 

mechanistic and organic organizations. This evidence suggests that OT 

does influence the leader behavior-organizational effectiveness relation

ship. Subordinates in mechanistic and intermediate organizations seem 

to want more consideration behaviors than subordinates in organic organi

zations. Also, subordinates in organic organizations seem to prefer high

er levels of structuring behaviors than subordinates in intermediate type 

organizations. The correlation between IS and SAT in mechanistic organi

zations was found to be positive, not negative as had been expected.

Superimposing graphs of partial correlations for organizational 

type based on function over comparable graphs with organizational type 

based on branch reveals a noticeable lack of congruence, especially for 

the CS/SAT relationship in organic organizations, k discussion of this 

finding was postponed to Chapter 6.

Since evidence was found indicating that the usual assumptions 

of parametric statistics did not hold for the research data, Kendall rank 

correlation coefficients were computed, both zero-order and partial corre

lations. Comparison of the Kendall taus with the Pearson product-moment 

"r's" showed important differences in findings, depending on whether
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parametric or nonparametric methods were used, 'Hals finding illustrates 

the importance of using nonparametric statistics for analysis of data 

for which the normal assumptions of parametric statistics do not hold.

Other Findings

Other findings concerned the adequacy of the derived leader be

havior scales and the potential biasing effect of the deleted cases.

The leader behavior scales used in the research are suspect on 

three counts. First, hi^ correlations found between the supposedly in

dependent dimensions of consideration and initiating structure raise the 

question of whether the concepts were satisfactorily operationalized.

Second, three of the eleven GS items showed negative item-total correla

tions, suggesting a lack of internal consistency for the CS instrument. 

Finally, the reliability of the CS instrument,as measured by coefficient 

alpha, was very low, casting further doubt on the adequacy of the CS 

instrument.

With respect to possible bias due to deletion of cases, there 

seemed to be no serious affect attributable to deletion of cases with 

missing data cards. However, the deletion of cases due to spurious values 

on the GS, IS,and/or SAT variables seems to result in a research sample 

that is of somewhat higher rank and longer active service than the deleted 

group. The research sample also differed significantly from the deleted 

cases with respect to unit mission, primary military occupational specialty, 

unit type and location, and three items of leader behavior, including one 

consideration item. These findings cast serious doubt on the representative

ness of the research samule.
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Chapter VI, following, provides conclusions based on the 

findings reported above, and explores the implications of the research 

for managers. The next chapter also suggests avenues for further re

search concerning the phenomenon of leadership.



CHAPTER VI

CONCLUSIOîlS, DIPLIGATIONS, AND RECOt^MENDATIONS 

Introduction

This chapter discusses the conclusions, implications, and 
recommendations derived from the findings of this exploratory re
search on leadership behavior in the U. S, Army. The first section 
contains relevant conclusions concerning the research question and the 
interrelationships among the variables examined in the study: organiza
tional type, consideration and initiating structure, and satisfaction 
with leader performance. The second section discusses the implications 
of the research findings for management. The final section suggests 
directions for further research indicated by this study.

Conclusions

The conclusions of this research are discussed below under the 
subheadings determination of organizational type, organizational type 
and satisfaction, leader behavior and satisfaction, organizational type 
as a moderator, and other conclusions.

316
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Determination of Organizational Type

% e  findings provide strong evidence that officers of the Ü. S,
Army do, Indeed, perceive significant differences In the organizational 
■type of Army functions and branches, and that, therefore, the Army does 
embrace a range of -types. Research units are perceived as being signi
ficantly more organic than administrative, logistics, combat, and edu
cation and training units. Chaplain, Military Intelligence, Medical 
Corps, Médical Service Corps and Judge Advocate General Corps branches 
are percei-ved as being significantly more organic -than any of the other 
13 branches. The distinctions are not precise; that is, there is no 
clear dl-vldlng point between organic, intermediate, or mechanistic types, 
and the relative rankings vary slightly, depending upon whether parametric 
or nonparame-trlc analytical techniques are used.

The findings also suggest that, in the case of the Army's branches, 
a somewhat logical pattern emerges when Individual responses are aggre
gated, Adminis-krative and combat branches tended to be percel-ved as 
mechanistic, technical service branches as Intermediate, and professional 
branches as organic organizational types. Thus, the Instrument used to 
measure organizational type, has face •validity. That is the " , , , instru
ment 'looks like* It measures what Is Is Intended to measure,Branches 
within each of the -various branch categories were expected to have similar 
organizational characteristics and the findings suggest that they do.

%unnally, p. 99,
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According to Sannally this is " , , , one aspect of content validity, 
tihidi concerns an Inspection of the final product to make sure that nothing 
went wrong in transforming plans into a completed Instrument.

An alternate explanation for the findings relevant to the first 
research question is that the reported perceptions of officers may re
flect organizational socialization, rather than true differences in 
organizational characteristics. Since all Army officers are subjected to 
a common core of doctrine, it may very well be that the phenomenon mani
fested in the researdi findings is being consciously or unconsciously 
taught by the Army, Few of the respondents could have had extensive 
personal experience with all five functions and all nineteen branches; 
yet only ei^t respondents appeared to have had difficulty in describing 
each function and branch in terms of organizational type.

Another possible explanation is that Army officers may have been 
influenced in their perceptions by external exposure to the concepts of 
mechanistic and organic organizations. "Rieir responses may be heavily 
influenced, for example, by  an evolving "conventional wisdom" that re
search units are supposed to be more organic and administrative units

2are supposed to be more mechanistic. The fact that all respondents to 
the organizational type survey were college graduates and that over half

b̂id.
^Galbraith suggests that the "acceptability" of ideas, not just 

truth, may serve to create a consensus, which he describes as "the con
ventional wisdOT," John Kenneth Galbraith, % e  Affluent Society. College 
ed.(Cambridge, Mass.i Riverside Fress, 19o0), ppv 7-9,
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had master's degrees makes it difficult to totally reject this notion as 
a possible explanation for the findings. "Die finding that combat units 
were perceived as intermediate, not mechanistic as expected, may be 
attributable to the Inability of respondents to differentiate between 
combat units operating in battle (a turbulent environment) and combat 
units operating under peacetime conditions (a more stable environment).

A conclusion that officers can perceive differences in the organi
zational type of Army functions and branches must be tempered by a recogni
tion of several methodological problems inherent in the ex post facto re
search approach. These will be discussed below under the heading "Other 
Conclusions,"

The next section provides conclusions bearing on the research 
question. Does organizational type have a moderating influence on the 
relationship between leadership style and organizational effectiveness?
The conclusions are presented in terms of (l) the direct effect of 
organizational type on satisfaction with leader perfacmancej (2) the 
«it-rmet effect of leader behavior, expressed as consideration and initiat
ing structure, on satisfaction with leader performance; and (3) the moderat
ing effect of organizational type on the leader behavior/satisfaction 
relationship.

Organizational Tÿpe and Satisfaction

Organizational type, as operationalized here, appears to have no 
direct effect on subordinate satisfaction with leader performance. This 
conclusion is based on the factorial analyses of variance which indicate
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that satisfaction ifith leader performance is not significantly influenced 
hjr the independent variable, organizational type, regardless of whether 
organizational ^rpe is operationalized in terms of function or branch.

However, the conclusion that organizational -̂ rpe has no direct 
effect on satisfaction with leader performance must be tempered with the 
recognition that with OT based on fonction, the value of P approached 
significance at the ,10 level (p » ,13). There is, therefore, a modicum 
of evidence that officer subordinates of field grade officers in mechanis
tic organizations are less satisfied than their colleagues in intermediate 
and organic organizations. Also, examination of the"means shows that 
officers in the organic branches are sli^tly loss satisfied "khan officers 
in intermediate and mechanistic branches. The direct influence of OT 
(however small) appears to be different depending on the basis of "the OT 
categorization.

Leader Behavior and Satisfaction

Evidence bearing on "the direct relationship between leader b^iavior 
and satisfaction suggests very s"trongly "that subordina"te satisfaction with 
leader behavior is greatest when the leader is perceived as displaying both 
hi^ consideration and high initiating structure, (Figures 5”3 and. 5“̂ )« 
This relationship is indicated r^ardless of analytical technique and re
gardless of how "the organiza"tional "iype variable is operational^ zed.

The one-way analysis of variance and Scfaeff^ multiple comparison 
test revealed that subordinates whose leaders were high on bo"th behavioral 
dimensions were significantly more satisfied with their leaders than
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subordinates of (l) leaders who were high on one dimension and low on 
another, (2) leaders who were low on both dimensions. The parametric 
partial correlation analyses showed both consideration and initiating 
structure to be positively and significantly (p < ,001) correlated to 
subordinate satisfaction with leader pefozmance regardless of organisa^ 
tion type. Also, the raw (uncontrolled) Kendall tans, for each of the 
two leader behavior variables with the dependent variable, were positive 
and significant at the .001 level for all three types of organizations. 
Finally, all the partial Kendall taus (where the correlation of one leader 
behavior dimension with the dependent variable was controlled for the 
other dimension) were positive, irrespective of organizational ^rpe.

These findings are consistent with a large body of research and 
theory which holds that, in general, the most effective leaders (effective, 
in this case, in that they produce satisfied subordinates) are those that 
display both h i ^  consideration and hi^ structuring behaviors, regardless 
of other factors, 15ie evidence, here, seems overwhelming and is supportive 
of traditional Army leadership doctrine which stresses that the military 
leader must balance concern for the mission with concern for his men.^
The evidence supports StogdiU's conclusions based on his review of 26 
studies that examined relationships between leader consideration and 
initiating structure and productivity and satisfaction.2 FiUey, House, 
and Kerr, in their extensive review of the leadership literature, found 
partial support for their "Chreat Man" proposition, the proposition that

S.. Dept, of the Army, Leadership for the 1970*s. p. 3,
%togdill, Handbook, p. hO,
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that "effective leaders are characterized by both supportive and instru

mental behavior.Also, the findings here conform to the Blake and 

Mouton generalization that the most effective management style, the

9,9 style, is one which combines a high concern for production with a
2high concern for people. Before accepting these findings concerning 

leader behavior and satisfaction as conclusive, however, it is appro

priate that alternative explanations be explored.

One alternate explanation for the findings concerning leader be

havior and satisfaction of subordinates with their leader's performance 

reverses the traditional cause-and-effect relationship. Perhaps the 

leader is considerate toward his subordinate and helps structure the 

subordinate's work because the subordinate displays, outwardly, his sat

isfaction. While this interpretation is not so intuitively appeatling, it 

is, nevertheless, a plausible explanation for the findings. Lowin and 

Craig, for example, have demonstrated in a laboratory study that the 
manipulation of subordinate -performance can cause differential leader

ship styles as measured by closeness of super-vision, initiating s-fcructure, 

and consideration for the subordinate.^ Also, there is support in the

^Alan 0. Pilley, et al., Managerial Process and Organizational. 
Behavior. 2d ed. (Glenview, 111.: Scott, Foresman, & Co., 1976),
pp. 152, 230-34.

^Blake and Mouton, Managerial Grid, pp. 316-18.

^Lowin and Craig, pp. 440-58.
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work of Gaahwm and associates for the notion that sahordinate satisfac
tion with leader's performance may actually result in differential leader 
behavior. In the Cashman research, "vertical dyadic linkages" between 
leaders and members of their work groups resulted in "Out«members" 
developing "supervision exchanges" with their superiors and "In-members" 
developing "leadership exchanges* with their bosses,^ Since the Army's 
study was cross-sectional in nature, there is no way to establish causal 
direction in the nresent research. Therefore, the possibili^ that sub
ordinate satisfaction caused the leader behavicr observed cannot be dis
missed as a possible explanation for the findings.

Another possible explanation cannot be dismissed lightly, either. 
The resultant high positive relationships between each of the leader be
havior variables and subordinate satisfaction with leader performance 
may be attributable to the "halo" effect. Guioa defines the term halo 
as " . . . the tendency to rate a person in about the same way on all 
traits because of a general, overall impression— whether favorable or un
favorable."^ Perhaps respondents to the Army's questionnaire tended to 
rate their leaders high (or low) on both dimensions because of a general
ized feeling of satisfaction (or dissatisfaction) with their leader's per
formance.

■̂ <3ashman et al., pp. 291-95. See, also, C. N. Green, "The 
Reciprocal Nature of Influence Between Leader and Subordinate," Journal 
of Auplled Psychology 60 (1975): 187-93» and J. C. Barrow, "Vcxket Per
formance and Task Gomplexiiy as Causal Determinants of Leader Behavior 
Style and Flexibility," Journal of Applied Psychology 6l (1976)t 
433-40.

Robert K. Guioa, Personnel Testing (New York* McGraw-Hill Book 
Company, I965), p. 99.
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In support of sudi an interpretation, leader 'behavior dimensions 
of consideration and initiating structure are conceptually independent. 
But in this study consideration and initiating structure are highly 
correlated (r = ,6772, tau = ,5371» with both statistics significant 
at the ,001 level). This finding is indicative of a lack of independ
ence and suggests the possi'ble presence of halo. As expressed by See- 
man under similar circumstances » "All this does not demonstrate halo 
, , , but it does lead one to be wary on this point. "1 More recently, 
Schriesheim and Kerr, in reference to the same issue stated, "It may 
be that el iminating halo and achieving true independence of the two 
dimensions [consideration and initiating structure] is impossible. 
Respondents may not be able to observe and report on a given leader's 
behavior without simultaneously evaluating that behavior, 3

Conclusions about the relationship between organizational ^rpe 
and satisfaction with leader performance must also be tempered with an 
awareness of the methodological problems that will be discussed below 
under "Other Conclusions,"

Kelvin Seeman, "A Comparison of General and Specific Leader 
Behavior Descriptions," in Leader Behavior, ed, Stogdill and Coons, 
p, 101.

^Chester Schriesheim and Steven Kerr, ̂ Psychometric Properties,"
p, 762,

3j, K, Heaphill and A, E, Coons, Leader Behavior Deserintion 
(Columbus, Ohio: Personnel Research Board, Ohio State University, 1950),
cited in Schriesheim and Kerr, "Psychometric Properties," p, 762,
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The next section presents conclusions pertaining to the moderat
ing effects of organizational type on the relationship between leader be
havior and satisfaction with leader performance.

Organizational Type as a Moderator

The evidence bearing on the moderating effect of organizational 
type on the leader behavior/satisfaction with leader perfœnaance relation
ship is mixed. % e n  leader behavior was operationalized by the independ
ent variable CSIS (having four possible combinations of high and low 
consideration and initiating structure behaviors) the interaction effect 
of organizational type and leader behavior in the factorial analysis of 
variance was not statistically significant. This finding held regardless 
of whether organizational type was operationalized in terms of function 
or branch. (%e interaction effect approached significance at the .10 
level when organizational type was based on function). The factorial 
analysis provided just a hint, then, that organizational type has a mod
erating influence. Subordinates in mechanistic organizations seemed to 
prefer high consideration/low initiating structure leaders, while sub? 
ordinates in intermediate and organic organizations displayed no preference 
between the same two styles.

No moderating influence was evident when differences in Pearson 
product-moment partial correlations between the dependent variable and 
the two leader behavior variables were examined for the three levels of 
organizational type, with organizational type determined by function.
A priori expectations concerning the relative magnitudes of correlation
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coefficients for mechanistic, intermediate, and organic organizations 
were not confirmed.

The lack of a strong moderating inflnence of organizational type 
based on function may he attrihntable to the absence of a direct corres
pondence between the five functions evaluated by the Army Administration 
Center respondents and the variables used by the researcher to operation
alize the organizational type (function) variable, (Becall that the 
researcher grouped 7 codes of a variable defined by the Army as "Mission" 
to form the five organizational function categories Combat, Education and 
Training, Administration, Logistics, and Research, as ^own in Figure 4-4, ) 
Some precision of definition was,no doubt, lost in the process.

However, when organizational type was based on branch, some 
significant differences were noted. The partial, correlations between satis
faction and consideration were significantly higher (p < ,01) in mechan
istic and in intermediate organizations than in organic organizations.

For the intermediate and organic categories, both of these findings 
are consistent with the researcher’s expectations derived from the ?ath- 
Coal literature. However, the coefficient for mechanistic organizations 
was only sli^tly higher (not significantly so) than the coefficient for 
intermediate organizations.

One possible interpretation of these findings, following the Patfa- 
Goal thesis, is that officers in the organic branches tend to have less 
structured tasks (Chaplain, Military Intelligence, Medical Corps, Medical 
Service Corps and Judge Advocate General), Subordinates in such organiza
tions may tend to derive intrinsic satisfaction ftom the nature of the
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task itself. Leader consideration will be less important to them than to 
officers in mechanistic and intermediate type organizations, where tasks 
tend to he more structured and, consequently, more dissatisfying,^ If 
this interpretation is correct, it seems logical to conclude that a 
more precise moderator, such as task structure, or task ambiguity, 
would produce stronger effects than the macro-construct, organizational 
type, used in this research.

An alternative explanation, is that the organic branches include 
a relatively high proportion (35.7 percent) of professional (Chaplain, 
Medical Corps, and Judge Advocate General) officers. Also, many of the 
Medical Service Corps officers are professionals, including pharmacists, 
optometrists, biochemists, etc. According to Davis scientific and pro
fessional persons " , , , have a stronger *cosmopolitan' orientation 
than most other employees," Cosmopolitans (in contrast to locals)
" , , , are as much interested in what their professional peers think of 
their work as what their manager thinks of it," They are also " , , , 
more independent and resentful of close supervision, , , ,”^

It seems logical, then, that cosmopolitans would seek support 
and consideration from professional peers at least as much as from their 
supervisors. The association between leader consideration and satisfaction

^House and Dessler, p, 41,
%eith Davis, Human Behavior at Work: Organizational Behavior,

5th ed, (New York: McGraw-Hill Book. Co,, 1977)» p, 338, citing Howard 
M, Yollmer, Work Activities and Attitudes of Scientists and Research 
Managers: Data from a National Snrvey (Menlo Park. Calif, : Stanford
Research Institute, 1965), p, 84,
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with leader performance should he expected to he lower for cosmopolitans 
(relatively numerous in the organic branches) than for locals,^

It is possible, of course, that the significant differences in 
partial correlations were spurious; that there really are no real differ
ences, Die small magnitude of differences suggest that this is a preg
nant possibility. Also, there remains the possihili-ty that some unknown
variable, distinct from or perhaps related to, organizational type, is

2responsible for the significant differences.
Organizational also seemed to have a moderating effect on 

the satisfaction/initiating structure relationship. With organizational 
type based on branch, the partial correlation between those two variables 
was significantly lower (p < ,02) for intermediate organizations than for 
organic ones, Ibe finding is consistent with expectations concerning the 
direction of differences for the intermediate and organic types, although 
the partial correlations were hi^er tfaéin expected.

The traditional Path-Goal explanation for these findings suggests 
that because tasks in the organic organizations tend to be hi#ily unstruc
tured and ambiguous, structuring behaviors on the part of the leader helps 
subordinates " , , , clarify (a) their perceptions concerning the contin
gencies they must deal with to complete the task, (b) the expectancies

^ee,. also, Alvin W. Gouldner, "Cosmopolitans and Locals: Toward
an Analysis of Latent Social Roles: I," Administrative Science Quarterly 
2 (1958): 281-305; and Robert K. Merton, Social Theory and Social Structure.
rev. and enl, ed, (Glencoe, 111. : Free ïTèss, 1957), PP. 387-4-20.

^Charles N. Green, "Disenchantment with Leadership Research:
Some Causes, Recommendations, and Alternative Directions," in Leadership:
The Cutting Edge, ed. James G. Hunt and Lars L, Larson (Carbondale, 111. : 
Southern Illinois University Press, p. 6I,
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others have of them, and (c) the degree to which performance will be 

rewarded.Tasks in intermediate organizations (Ordnance, Quarter

master, Engineers, etc.) tend to be more structured and less ambiguous; 

hence, structuring behaviors on the part of the leader may be viewed by 

subordinates as redundant. However, tasks in mechanistic organizations 

are, by definition, even more structured. If leader initiating structure 

and satisfaction with leader performance are not highly correlated for 

intermediate organizations, why would they not be even less so in mechan

istic ones?
One possible explanation is that the intermediate branches con

sist predominantly of the technical branches. Jobs tend to be highly 

specialized even for officers, and to require rather lengthy formal 

schooling. Superiors are not expected to know the details of their sub

ordinates' jobs and, consequently, subordinates are given a considerable 

degree of job autonomy. Officers of the technical branches tend to be 

perceived as (and to perceive themselves as) experts in their field.

Hence, they may tend to resent structuring behaviors on the part of their 

superiors, or, at least, they may be less appreciative of such behaviors 

than officers in organic and, perhaps, mechanistic organizations.

In mechanistic organizations, consisting of the four combat branches 

(Air Defense Artillery, Armor, Field Artillery, and Infantry) and the Finance, 

Adjutant General, and Military Police branches, superiors are much more 

apt to know the details of their subordinates' jobs. If the superior

^House and Dessler, p. 41.
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has real job expertise, the subordinate is more likely to be tolerant of 
the structuring propensities of his superior. Also, since the combat 
branches are heavily represented in the mechanistic organizations, sub
ordinates may tend to value leaders with hi^ initiating structure, due 
to the ever-present threat of combat. 'Hiere is considerable evidence 
in the literature indicating that under combat conditions, subordinates 
prefer strong, decisive leaders,^ On the other hand, officer subordinates 
of the technical service branches (intermediate organizations), serving 
largely in rear-echelon combat support roles, are, perhaps, less likely 
to tolerate high initiating structure leaders.

Of course, it is possible that the significant difference between 
partial correlations is spuzrious, or that the difference resulted from 
some heretofore undefined variable. Further research is needed to 
adequately explain the findings obtained,

% e  moderating influence of organizational type on the leader 
behavior/satisfaction relationship was also examined using nonparametric 
partial correlation, Nonparametric partial correlations between satis
faction and the two leader behavior variables were generally consistent 
with the parametric correlations with one exception. With organizational 
type determined tsj function, Kendall rank partial correlation coefficients 
for consideration and satisfaction with leader performance were lower in

^House and Dessler, pp, 3^35; Stouffer et al,, Combat and Its 
Aftermath, p, 117; Torrance, pp. 110-11; and Mauk Mulder and Ad Stemerding, 
"■Eireat, Attraction to Group, and Need for Strong Leadership," Human 
Relations l6 (1963); 317-47,
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organic organizations than in either medaanistic or intermediate organiza
tions, Bat ifi-Wa the parametric analysis, the corresponding partial corre
lations were hifdier for the organic type of organization than for the other 
two types. Since the nonparametric analysis is conceptually more appro
priate, the weight of evidence suggests that leauier consideration behavior 
is less closely associated with subordinate satisfaction with leader per
formance in organic organizations than it is in intermediate or mechanistic 
ones,

From the discussion it is concluded that, althou^ the evidence is 
conflicting and not strong, there is reason to believe that organizational 
type does moderate the relationship between leader behavior and organiza
tional effectiveness as measured by satisfaction with leader performance. 
Failure to demonstrate this fact in the factorial analysis may be attribut
able to the method of operationalization of leader behavior, i.e,, using 
the relatively insensitive CSIS variable, % e  failure to obtain consis
tent results for partial correlations for the two methods of determining 
organizational type may be attributable to the method of operationalizing 
the organizational type variable.

The findings strongly suggest that the variable organizational 
type, if it does act as a moderator, is conceptually different from the 
less complex moderator "task structure," used predominantly in the Path- 
Goal literature. Task structure is but one of many of the characteristics 
which differentiate mechanistic from oi^anic organizations. Structure, 
procedures, rules and regulations, responsibili-ty and authority, decision
making, and performance emphasis are the differentiating characteristics
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of the organizational -^e construct, as operationalized here, This, 
perhaps, explains the absence of negative correlations between Initia
ting structure and satisfaction In mechanistic organisations and the 
general nonconforml'ty of the findings with expectations derived from Path- 
Goal theory.

Finally, the findings concerning OT as a moderator suggest that 
the intermediate type of organization should, perhaps, be given more 
prominence as a potentially unique and important type of organization,
TSie distinction between Intermediate and organic, (and possibly between 
Intermediate and mechanistic) may be of even greater importance than 
the traditional distinction between mechanistic and organic types.

Other Conclusions

Other conclusions concern methodological problems that must be 
considered with respect to the generallzablll'ty of the findings. These 
other conclusions are discussed below under the subheadings sampling, 
operationalization of OT, operationalization of OS, operationalization 
of SAT, and parametric versus nonparametric analyses.

Sampling

Perhaps the most serious methodological problem results from the 
fact that the sample of officers from the Ü, S, Army Administration Cents: 
used as a basis for categorizing cases by organizational type, was not a 
random one. Officers of the Adjutant General's Corps dominate the sample 
ATiA many branches are unrepresented, particularly the technical service
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branches. % e  sample appears to be nonrepresentative, also, with respect 
to grade, educational level, and length of active service.

Further, as explained in Chapter III, the Army's research sample 
of over 30,000 eases was not a random one, and consequently cannot be 
said to be completely representative of the population of interest. Only 
installations having over 5OOO personnel were sampled, and there is no 
evidence to indicate that the installations were chosen randomly. The 
representativeness of the sample was probably further diminished by the 
deletion of cases with spurious values on koy variables.

It is concluded, therefore, that the findings of this ex post 
facto exploratory study should be used only as bases for the formulation 
of hypotheses for furWier research, and should not be used as bases for 
generalizations.

Operationalization of OT

Methodological problems concerning the operational1zation of OT 
concern (l) a possible social desirability bias in the data and (2) the 
arbitrary determination of the dividing line between mechanistic and 
intermediate organizational '̂ rpes.

First, with respect to the social desirability bias, respondents 
tended to rate their own branches as more organic.^ For example, the 
twenty-one Adjutant General's Corps officers rated their own branch 3.57

Social desirability bias is defined here as the tendency of the 
average person to say good things about himself on self-inventories. 
(Nunnally, p. 479).
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on the organizational type scale (hi^er scores are more organic), where
as the average rating of the Adjutant General's Corps nineteen officers 
of other tranches was 3.06, Also, six Infantry officers rated their own 
branch 4.33, whereas the average rating of Infantry by officers of other 
branches was 3.00. The influence of the bias would have been minimized 
had the sample been a more representative one.

Second, although the basis for assigning cases to the organic 
organizational type was based on statistically significant differences, 
the dividing line between mechanistic and intermediate types was arbitrar
ily determined (though bsised on relative average ranks) for both function 
and branch. One perhaps unfortunate result was that the function 
"Combat" was detœmined to be intermediate in organization type (mean 
score on the OT scales «■ 3.275), whereas the four combat branches (Air 
Defense Artillery, Armor, Field Artillery and Infantry) wore all deter
mined to be mechanistic in organizational type (mean score on the OT scales 
3,106), One would think that the combat function would be rated at least 
as low as the mean score for the 4 combat branches. The arbitrary divid
ing point between mechanistic and intermediate organizational types may 
very well have confounded the research and say explain some of the con
tradictory findings.

Operationalization of GS

Operationalization of the leader behavior variable CS (consid
eration) was unsatisfactory, as indicated by item-total correlations and 
coefficient al^a. At least three of the items were negatively correlated
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with the sum of all other items in the scale, indicating a problem with 

construct validity. Evidence was presented to suggest that this may have 

resulted from (l) an imbalance in the Army's questionnaire between items 

with positive connotations and items with negative connotations, (2) a 

built-in systematic bias in -üie arrangement of the Army's scales, and/or 

(3) evident heterogeneity of the GS dimension. Further evidence of in

adequate construct validity of the derived GS instrument is the hi^ 

correlation between GS and IS, since the two variables are conceptually 

independent,^

The low coefficient alpha for the GS variable suggests that the 

derived instrument cannot be depended upon to yield consistent results.

It is concluded that, because of low construct validity and reliability, 

findings involving the GS variable should be accepted with a healthy 

skepticism.

Operationalization of SAT

Another problem that may confound the research concerns the 

operationalization of the dependent variable "satisfaction with leader 

performance," a problem that was introduced in Chapter IV, If some 

subjects evaluated leader performance with respect to how well the leaders 

helped the subordinate achieve his own personal goals, while others evalu

ated leader performance with respect to organizational goals, considerable 

doubt would be attached to the findings. Since the Army's data provide

^his also casts an aura of doubt on the construct validity of 
the initiating structure variable. But the high intercorrelation, alone, 
does not appear to be a serious problem, as the phenomenon is a common 
occurrence in the research literature.



336

no means of determining uhidi interpretation is correct for a given case, 
it must be assumed that, on the average, a high degree of integration of 
personal and organizational goals exists for the research sample. The 
conclusion provides further justification for limiting use of the present 
findings to the hypothesis formulation stage for further research.

Parametric Versus Nonnarametric Analyses

Some of the conclusions described above are teused on findings that 
resulted from application of parametric statistics to the research data. 
Since it has been shown that key research variables are not normally dis
tributed, since there is at least the suspicion of heterogeneity of vari
ance between treatments, since the numbers of observations vary for 
the three types of organizations, inferences based on such statistics are 
dangerous.

However, the redundant nonparametric analyses seem to support, gen
erally, the findings arrived at throu^ the more informative parametric 
tediniques» factorial analysis of variance, the Pearson product-moment 
partial correlation, and the Hays test for equal correlation. The only 
exception is the relation between satisfaction with leader performance 
and leader consideration when organizational type is based on fPnction, 
Hence, where the parametric and nonparametric results are consistent, it 
is concluded that the more informative parametric findings (e.g., the Hays 
test for equal correlation) provide useful evidence bearing on the rela
tionships examined. On the other hand, that one exception emphasizes the 
dangers inherent in unquestioning reliance on parametric statistics, re
gardless of the nature of the data.
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Imvlications for Management

This section discusses the implications of the research findings 
for management. Because the research is exploratory in nature and be
cause many methodological problems remain to be solved, the conclusions 
described above should be viewed as tentative, subject to verification 
by further research.

Implications for management are discussed in terms of (l) per
ceived differences in organizational type, (2) the direct effect of 
organizational type on subordinate satisfaction with leader performance,
(3) the direct effect of leader behavior on the same variable, and (4) 
the moderating influence of organizational type on the leader behavior/ 
subordinate satisfaction relationships.

Perceived Differences in Organizational Type

% e  finding that officers comprising the research sample perceive 
significant differences in the organizational type of five functional areas 
and nineteen branches of the Army has important implications for management, 
regardless of the reason(s) for the differences. The finding suggests 
that the Army is not one large, homogeneous organization for which stan
dardized managerial techniques can be developed. As perceived the 
sample of officers from the Administration Center, the functional areas 
and branches of the Army differ with respect to one or more of the follow
ing factors: (l) structure; (2) nature of tasks; (3) procedures, rules,
and regulations; (4-) definition of responsibility and authority; (5) 
decision making; and (6) performance emphasis. In effect the officers
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of the research sample described the Army as a complex system composed 
of numerous differentiated subsystems having significantly different 
organizational characteristics.

If there are, indeed, significant differences in organizational 
characteristics of various Army subsystems (i.e., functions and tranches) 
it behooves the Army to find out precisely how the subsystems differ and 
how the differentiated characteristics influence criteria of organizational 
effectiveness. It may very well be that the present system of generalized 
policies, regulations, and doctrine, while beneficial for certain sub
systems, may be detrimental to the overall systau,

A case in point is the Army's policy concerning rotation of person
nel, While frequent rotation of managers under development programs is a 
common phenomenon in industry and commerce, the frequency of transfer is 
not nearly as great, nor is the practice as thoroughly institutionalized, 
as in the Army, Ihe Army strives to expose officers to a wide cross- 
section of functional assignments including command and staff, combat 
units, service schools, military assistance advisory groups. Department 
of the Army staff, joint staff (headquarters of joint Army-Navy-Air Force 
commands), etc. Thus, officers of all branches are transferred frœa job 
to job under the assumption that managerial competence is readily trans
ferable from one subsystem to another.

According to Mock, this rotational policy involves a tradeoff 
between (l) the development of " , , , hi^ly competent commanders with 
broad experience to manage the larger and more complicated institutions 
, , and (2) ** , , , the demand for expertise in a wide range of
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extremely specialized areas, However, the finding that the research 
sample perceived signficant differences in important characteristics of 
key snhsystems of the Army snggests that the assumption of transferability 
of managerial competence may be an erroneous one. There may be no such 
thing as a universally competent manager who can quickly size up the in
ternal and external environments of each new organization he encounters, 
unerringly identify the crucial variables, comprehend their interrelation
ships, and manipulate the controllable variables in such a way as to rapidly 
achieve managerial effectiveness. The Army may be too laî e, too complex, 
and too diverse for officers ̂  the organization, to benefit from such a 
pervasive rotational policy. In other words there may be no real tradeoff 
between broad managerial competence and job expertise, and the rotational 
policy may be exacting high costs in terms of system and/or subsystem per
formance.

The fact that officers perceive significant differences in organi
zational characteristics of functional areas and branches of the Army points 
up a need for commanders and their staffs to seek new understanding concern
ing the differentiated subsystems that make up their organizations. In seek
ing new understanding. Army managers should examine the evolving contingency 
theories in organizational behavior, structure, and processes for ideas that 
may have relevance to their unique situations and that may enhance organi
zational effectiveness,2

^ock, pp, 50”̂ 5»
%ee, for example. Bums and Stalker, Woodward, and Lawrence and 

Lorsch, cited in Chapter II,
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The Direct Effect of Organizational Type

Ihe evidence is trivial that there is a direct effect of organi
zational type on subordinate satisfaction with leader performance. If 
there is a relationship, it appears that officers tend to be somewhat 
less satisfied with their leaders' performances in mechanistic functions 
and more satisfied with their leaders' performances in the organic (re
search) function, with the intermediate functions in between. While the 
evidence for branch is weaker still, it appears that officers in organic 
branches tend to be slightly less satisfied than officers in mechanistic 
branches, again, with officers in intermediate branches in between. In 
the absence of any seemingly detrimental trends in important criterion 
variables (e.g.̂  lower officer retention rates in mechanistic functions or 
organic branches) that miÿzt be related tc the dependent variable of this 
research, it would be unwise for management to take measures to correct 
minor discrepancies. Such measures could result in dysfunctional conse
quences in othCT organizational effectiveness criteria, with little ex
pectation of improving subordinate satisfaction with leader performance 
substantially.

The Direct Effect of Leader Behavior

"Qie research provides strong evidence that subordinates who per
ceive their leader as being hi^ on consideration and also hi^ on 
initiating structure, will express hi^ satisfaction with their leader's 
performance. The findings seem to validate traditional Army leadership
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doctrine which holds that effective leaders emphasize the dual objectives 
of accomplishing the mission and taking care of the troops.

However, in view of the alternate interpretations of the findings 
discussed above (i.e., the lack of knowledge concerning cause and effect 
relationships and the possibility of a halo effect) management should 
retain a healthy skepticism about what consititutes the most appropriate 
leadership style, "Riis is especially true in view of the ambiguity of 
the dependent variable, satisfaction with leader performance. It is not 
known whether respondents evaluated their leader’s performance in terms 
of (l) mission accomplishment, (2) taking care of the troops, or (3) some 
combination of the two. Also, management must consider the effect of 
leader behavior on the other vital criteria of organizational effective
ness before settling on a common leadership doctrine.

The implication of the findings concerning the direct effect of 
leader behavior on subordinate satisfaction with leader performance is 
that further research is essential to clarify the questions raised above.

The Moderating Effect of Organizational Type

According to this research, it appears that organizational type, 
when operationalized by Army function, has little, if any, moderating 
effect on the relation between leader behavior and subordinate satis
faction with leader performance. However, organizational type does have 

a statistically significant influence on that relationship when branches 
of the Army are categorized according to mechanistic, intermediate, and 
organic types. Satisfaction with leader performance is apparently
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associated with hi^ leader consideration ‘behaviors to a lesser degree "by 
subordinates in organic branches than by subordinates in mechanistic or 
intermediate branches. Also, satisfaction with leader performance is 
less closely related to perceived leader structuring behaviors for officers 
in intermediate branches than for officers in organic ‘branches, "Die re
sults do, roughly, give some credence to the Path-Goal thesis, ‘but the 
implications for management are not clear.

In the first place, the magnitude of the differences in correlation 
coefficients are small. For example, the arithmetic difference between 
the CS/SAT partial correlations for mechanistic branches and the same 
partials for organic branches is only ,1591. Another way of expressing 
this is that in mechanistic branches 20,8 per cent of the variance of the 
satisfaction variable is attributable to consideration (or vice versa), 
while in organic branches the comparable figure is only 8,9 per cent.
Given that one knows the cause and effect relationship, one still has to 
determine how much to vary the causal variable in order to produce the 

desired effect.
Assuming that leader consideration causes subordinate satisfaction, 

it cannot be inferred that leadwrs in organic branches should display a 
lower level of consideration, for very high levels may not ‘be dysfunctional, 
merely superfluous with respect to the satisfaction of officers of organic 
branches. Even under this idealized assumption the research findings pro
vide little guidance about how leaders should modify their behavior in 
order to influence subordinate satisfaction with leader performance. This 
is especially true in view of the fact that there are, no doubt, numerous



3^3

other criterion variables which may he differentially influenced by leader 
consideration and which are of great importance to management. Examples 
of attitudinal variables that may be differentially influenced by leader 
behavior are the numerous "facets" of subordinate satisfaction, while 
potential performance variables include overall effectiveness, productiv
ity, efficiency, etc.l

Also, in view of the fact that Army field grade officers often 
have subordinates of several different branches, the leader may have to 
vary his consideration behavior for each subordinate, depending on the 
subordinate's branch, ceterus paribus. In effect, then, considerable 
additional research is necessary in order to convert the findings of this 
exploratory research into useful knowledge for management. If the cause 
and effect relationship is opposite to that assumed above, i.e., satis
faction with leader performance causes leader consideration, knowledge 
of the research findings has little practical value to management. There 
is little hope that management could successfully manipulate subordinate 
satisfaction with leader performance in the expectation of changing the 
leader's behavior, even if there was a good reason for trying.

In sum the major implication for management of this research is 
that the high consideration, high structure normative model of leadership 
may be too general for universal application. Indications are that for 
the dependent variable "satisfaction with leader performance" the appro
priate mix of consideration and structuring behaviors depend to some

^Campbell et al., Management Behavior, pp. 10-13.
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extent upon whether the subordinate's branch of the Army is per
ceived as mechanistic, intermediate, or organic. The findings are 
strong enough to alert management to the realization that simple norma
tive models of leadership are probably unrealistic and need to be re
placed by relevant contingency models. This suggests that a twelfth 
principle be added to the Army's eleven "Principles of leadership";
Develop an understanding of the contingency factors that apply in your 
immediate leadership situation, (See Appendix A for a list of the Army's 
eleven principles).

However, because the specific contingency effects identified in 
this research are relatively small in magnitude, the findings of this 
exploratory research are not especially useful for management. Conse
quently, the implications are presented here more as caveats than as 
prescriptions for change.

The methodological problems evolving out of the ex post facto 
nature of the research may have diluted the moderating influence of 
organizational type. With clearer operational definitions, better 
measurement, and more representative samples, perhaps even organizational 
type based on function will prove to be a major contingency variable in
fluencing the effectiveness of leader behavior. What is needed now is to 
examine these relationships in a more rigorous and systematic field study 
to (l) confirm their existence, (2) establish the causal directions, and 
(3) provide a basis for generalization of the findings.

One final implication concerns the finding about the lack of con
struct validity of three of the items comprising the consideration variable
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used in this research. In Chapter V it was suggested that possible causes 
for the negative item-total correlations were (l) systematic bias in the 
arrangement of the scales in the Army's questionnaire and (2) the Imbalance 
in the number of items having positive versus negative connotations in 
their wording. It is the researcher's opinion that the methodological pro
blems thus exposed cast doubt on some of the conclusions and interpretations 
made by the Army from data based on the 1971 Army Leadership Questionnaire. 
Without a doubt those conclusions should be reevaluated amd the questionnaire 
should be redesigned before it is used again.

The next section identifies further research needs hJghli^ted Ty 

•tels study.

The Need for Further Research

The findings of this study suggest numerous areas that may prove 
fruitful in advancing the state of knowledge about the leadership phenome
non, These areas will be discussed below in terms of (l) the moderating 
effect of organizational type on leadership, and (2) the measurement of 
leadership variables.

The Moderating Effect of Organizational Type

This ex post facto, exploratory research provided some encouraging 
evidence in support of the idea that organizational type has a moderating 
effect on the relationship between leader behavior and subordinate satis
faction with leader behavior. However, the findings are far from conclus
ive, Methodological problems inherent in the ex post facto approach cast
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& cloud of uncertainty over the findings. Therefore, it seems worthwhile 
to develop a more rigorous research design using the findings of the pre
sent study as bases for hypotheses to be tested.

Major changes ou^t to be incorporated in a short-run (assuming 
the use of existing instruments and methods) field survey to examine the 
moderating effect of organizational type in the Ü, S, Army, These short 
run changes are discussed below under the subheadings representativeness, 
operationalization of variables, determination of cause and effect, ex
tension of the research, and control for hierarchical level.

R enresentativeness

In order to generalize from research findings it is essential that 
there be a reasonable degree of assurance that the attributes sampled are 
representative, % e  term representative means having " , , , approximately 
the characteristics of the population relevant to the research in question, 
If, as in this researdi, the population of interest is officer subordinates 
of field grade officers in the Ü, S, Army, the random sample should be 
selected in such a way that every officer having the desired characteristics 
will have an equal chance of being queried. The Army Administration Center 
has within its existing personnel management systaa, routinized procedures 
for obtaining such random samples. With top level permission the system 
could furnish the necessary random samples. With a slight tradeoff in reli
ability, cluster sampling, in which clusters are based on subordinate branch

^Kerlinger, p, 119,
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and/or function, could be used to assure adequate representation of all 
branches and/or functions while minimizing the cost of the researda.^

Operationalization of Variables

For the more rigorous research envisioned, substantial improvaments 
need to be made in the operationalization of organizational type, leader 
behavior, and organizational effectiveness.

Organizational type. With respect to organizational type, the 
functional areas should be defined more precisely. The operational defini
tions should be expressed lucidly on the survey questionnaire in terms 
understandable to the target population. In order to reduce ambiguity and 
help achieve mutual exclusiveness of the functional areas to be described, 
it would be wise to increase the number of functional areas. For example, 
the education and training functional area might be better subdivided into 
basic military training, unit training, enlisted specialized individual 
training, and officer training categories because, based on the researcher's 
personal experience, organization characteristics differ substantially for 
units performing the different types of training. Several functional areas 
might be added for further clarity and comprehensiveness t military intelli
gence, engineering, medical, and project management, to name a few.

Finally, for the experimental replication of this study, the re
searcher should make an a priori determination of how the mechanistic, 
intermediate, and organic types will be distinguished (i.e.. What scores 
will signify the dividing line between the mechanistic and intermediate

^Freund and Williams, pp. 377-78.
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types, and between the intermediate type and the organic type?). For 
example, it sight be appropriate to categorize the most mechanistic, 
mntnally exclusive, homogeneous subset of cases (based on a multiple 
comparison) as mechanistic; the next most mechanistic, mutually exclusive, 
homogeneous subset of cases as intermediate; and so forth. Such a decision 
rule, based on the findings of this research, mi^t result in there being 
no organic group of cases to analyze, but the approach is intellectually 
appealing, A less rigorous approach would be to divide the organizational 
type scale into three equal segments and classify organizations accordingly. 

Leader behavior. In addition to the organizational type variable, 
the leader behavior variables, consideration and initiating structure, 
need improvement. Because of the poor performance of the derived considera
tion variable and the improvised nature of both leader behavior variables 
as defined in this study, it is recommended that the LBDQ-Form XII instru
ment be used in future research, until a more suitable instrument is 
forthcoming. Whereas the LBDQ-Form XII instrument is deemed unsatisfactory 
when subjected to critical analysis, it appears to be the best instrument 
available at the present time for measuring leader behavior,^ Its strengths 
and weaknesses are known and means and standard deviations for various 
groups of leaders are available for comparison, ̂

ISchriesheim and Kerr, "'üieories and Measures," p, 33. 
2stogdill, Manual for the LBDQ-Form XII, p. 8,
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As a means of reducing halo, it is suggested that a truly tri
focal measurement of the leader's behavior be obtained. The leader's 
behavior could be evaluated by (l) his immediate supervisor, (2) one of 
his peers, and (3) one of his subordinates and, thence, be analyzed in 
terms of the mean of the three perspectives.

Organizational Bffectiveness. As discussed above measurement of 
organizational effectiveness was less than adequate. It was a univariate 
measure with ambiguous meaning, leaving some doubt about whether it 
measured leader satisfaction of subordinate needs, leader accomplishment 
of organizational goals, or some combination of the two. An experimental 
replication should remedy this problem by using multiple criteria of 
performance and subordinate satisfaction. Numerous good "well-researched" 
instruments are available for measuring various facets of individual 
satisfaction, including the Job Description Index and the Minnesota 
Satisfaction Questionnaire.^

In view of the wide range of activities engaged in by Army units 
probably the best measure of performance for an experimental study would 
be ratings of overall effectiveness. The mean of ratings of the overall 
effectiveness of the leader's work group, as evaluated by the leader's 
superior, one of his subordinates, and one peer, would probably provide 
as objective and universal a measure of global performance as is avail
able at the present time. Such a trifocal measure would reduce (but not 
eliminate) the danger of halo in the data. In further justification for 
including a peer evaluation, there is considerable research suggesting

^Campbell et al., Organizational Effectiveness, p. 77.
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that peer ratings are valid predictors of leader performance, especially 
in military organizations,^ Campbell describes several techniques for 
obtaining ratings of overall organizational effectiveness that mi^t be 
applied in a more rigorous field study,^

Determination of Cause and Effect

In order to better explain the apparent moderating effect of 
organizational type on the leader behavior/organizational effectiveness 
relationship, it is vital that the research design nrcride for the deter
mination of cause and effect. This suggests the need for a longtitudinal 
design in which observations of attitudes, behaviors, and performances of 
the same random sample of subjects are collected at two or more different 
points in time. Because of the Army's rotational policy, the time inter
vals between observations would, of necessity, be relatively short; per
haps as short as one month. Observations could then be compared using 
cross-lagged path analysis and dynamic correlation, the methodology used 
by Sheridan and colleagues in their imaginative test of the Path-Goal

3theory.

j^tanley B, Williams and Harold J, Leavitt, "Group Opinion as a 
Predictor of Military Leadership," Journal of Consulting Psychology 11 
(Nov-Dee 19^7)» 283-91» and R, G, Downey et al,, "Evaluation of a Peer
Rating System for Predicting Subsequent Promotion of Senior Military 
Officers," Journal of Annlied Psychology 6l (1976): 206-209.

^Campbell et al,, Organizational Effectiveness, pp, 41-42.
3sheridan et al., pp, 68-71.
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Extension of Research

Assuming that the more rigorous research outlined will support 
the evidence discovCTed in the present study, the research should he ex
tended, hoth within the Army and externally to other government and busi
ness organizations.

With respect to the Army, the research should be extended to the 
combat situation, for it is success in combat that is the ultimate cri
terion of military effectiveness. If the Army's leadership doctrine is 
based on research in peacetime, with em^asis on criterion variables such 
as satisfaction with supervision, satisfaction with pay, successful accom
plishment of training, efficiency reports, etc., the wrong t3Tpes of leaders 
may emerge. Such past entasis may account, in part, for the typically 
hi^ turnover rate of combat leaders during the early months of war. It 
seems likely that the highly considerate leader, who can be very success
ful in the peacetime Army, may have difficulty in making the hard combat 
decisions that require the acceptance of some "reasonable" level of casual
ties among members of his command in wartime.

Several questions need to be answered by further research. First, 
does the organizatiozial type of a combat unit change (as, for instance, 
from intermediate to organic) as it moves from a peacetime training sit
uation into frontline combat? Second, are findings concerning the moder
ating effect of organizational type in peacetime applicable in a combat 
situation? Are different combinations of consideration and initiating
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structure 'behaviors appropriate in combat? Could it be that in the 
immgdlacv of com'bat, hi^ initiating structure and low consideration 
behaviors are appropriate, but that when combat is not taking plane or 
is not imminent, high Initiating structure and high consideration (or 
perhaps even low structure and high consideration) are most effective? 
These questions need to be answered if the Army is to have confidence 
in its adopted leadership doctrine. The findings from this research 
raise a doubt as to whether or not a single doctrine is satisfactory 
for an organization involved in such widely diversified activities as 
the U, S. Army.

One of the main problems in gaining knowledge about combat leader
ship is that the urgency and hazards of war make military leaders reluc
tant to initiate scientific research in and around the battlefield. Once 
the fitting starts few military leaders have the time or inclination to 
worry about conducting research, S. L, A. Marshall's work, described 
previously in this study and consisting of after-action interviews, is 
a notable exception. "Hie payoffs for the Army in terms of scientific 
knowledge about combat leadership could be tremendous. Systaaatic, well- 
planned leadership research during the early months of a war would be 
especially valuable with respect to the knowledge it would yield about the 
adequacy of peacetime leadership training. The Army should give serious 
consideration to developing (and maintaining in a state of operational 
readiness) a contingency plan for combat leadership research, a plan that 
could be implemented during the early stages of any future conflict and 
which would incorporate the latest knowledge about the leadership phenome
non.
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Extension of this research into government and business organizations 

appears to be a logical subsequent step, after the results of the present 

study are confirmed in a more rigorous research design. Giant corporations, 

such as General Motors and General Electric, may be engaged in such widely 

diverse activities that the full spectrum of organizational types are repre

sented, If more than one type is represented, it would be useful to deter

mine if leader behavior/effectiveness relationships were significantly differ

ent for each type, and if so, in what way? Smaller, less diverse firms 

might be classified by organizational type and then studied to determine 

whether the observed lead.er behavior/effectiveness relationships are as 

might be expected for the given organizational type. Similar research 

would be appropriate in government agencies at the federal, state, and 

local levels.

Control for Hierarchical Level

There is an abundance of literature which suggests that hierarchical 

level influences, quite strongly, leader behavior in organizations. Hier

archical level was described as a significant influence in the hypothetical 

model of Katz and Kahn (the Three Pattern Approach) in which leadership 

behavior in the organization is oriented toward (1) the origination of 

structure at the highest level of organization, (2) interpolation, or the 

supplementing and piecing out of structure at the middle levels, and (3) 

administration, or the utilization of structure at the lower levels,^

Mann, in his empirically supported Skill-Mix Theory, confirmed the

-Katz and Kahn, pp. 312-19.
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existence of a hierarchical influence, suggesting that there is an appro

priate mix of technical, human relations, and administrative skills that 

differs depending on organizational level. For mature organizations, 

technical and human relations skills seemed to contribute most to 

effective performance at the lower levels, human relations skills at the 

middle level, and administrative skills at the highest levels,^

Heller and Yukl aJ-so found a contingent influence of hierarchical 

level on leadership style. They found that the higher the hierarchical 

level of the leader, the more participative he tended to be in his de

cision-making.^ All three of the reviews of the literature on situational 

variables which influence leadership (cited in Chapter III) suggest hier

archical level as a possible moderator of the leadership behavior/effective

ness relationship.3 All of this evidence is cited in support of the notion 

that further research on the moderating effect of organizational type should 

control for hierarchical level, a variable which seems to have a pervasive 

effect on the effectiveness of leader behavior. (The present research con

trolled for hierarchical level by examining the leader behavior/effectiveness 

relationship for the middle management level only).

For that matter any research on leadership, including micro studies 

on small group effectiveness, might best be compared and interpreted in 

terms of the framework for research suggested by Figure 6-1. The figure 

assumes, of course, that the influence of organizational type is stronger 

and, perhaps, more pervasive than is suggested by the findings of this study.

Ipioyd C. Mann, pp. 73-96. %eller and Yukl, pp. 227-41

M̂ichaelsen, "Situational Conditions," p. 34; Kerr et al., pp. 67-68; 
and Barrow, "Leadership Effectiveness," p. 10.
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However, it is felt that with better measorement and an improved research 
design, the importance of organizational ^rpe as a moderator of the leader 
b^avior-organizational effectiveness relationship will be clearly estab
lished.

FIGUHB 6—1
SUGGESTED ÎBAMEWCRK FOR 
XSADEBSHIP RESEARCH

Hierarchical
Level

Organizational !%rpe
Mechanistic (m ) Intermediate (l) Organic (O)

Top Level (t) 
Middle Level (h ) 
First Level (f)

MT IT OT
MM IM CM
MF IF OF

The implication of Fignre 6-1 is that researchers should cease to 
look for universal theories relevant, without qualification, to the entire 
domain of leadership but should, instead, examine the leader behavior/ 
effectiveness relationships for each cell of the matrix as unique and, per
haps, unrelated theories, ihis is because each of the cells seem to de
mand a somewhat different type of leader behavior. For example, Mann's 
research suggests that effective top echelon (cells HT, IT, and OT) mana
gers display more planning, programming, and work organizing behaviors; 
effective managers at the first level (cells MF, IF, and OF) require high 
human relations ability (consideration). With respect to the organizational 
type dimension, the Lorsch and Morse work provides the suggestion that the
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mechanistic (certain and programmable external environment) organizational 
type requires directive, boss-centered leadership bdiavior, whereas the 
organic (uncertain and complex external environment) requires participative, 
subOTdinate-centered leader behavior. Ihe popular dimensions of leader 
behavior may not be comprehensive enough to cover the full range of leader 
behaviors implicit in Figure 6-1,

Also, the cells of the matrix seem to require different criteria 
of leader effectiveness. For the top levels of management (cells MT,
IT, and OT) macro criteria of organizational effectiveness seem appropriate;
i.e., company profitability, organization morale, customer satisfaction, 
cost of capital, etc. But at the first level (MF, IF, and OF), criteria 
relevant to the specific activii^ of each small work group are appropriate, 
such as satisfaction with supervision, manhours per unit, absenteeism, etc. 
In support of this idea the findings of Sheridan and Slocum suggest that at 
the operating level, employee satisfaction seems to cause improved perform
ance, whereas satisfaction for managers seems to result from high perform
ance.^ Hence, employee satisfaction might be an appropriate criterion for 
the first level, but not for the middle levels. Whereas in the mechanistic 
organization (cells MT, MM, and MF) the emphasis may be on short-term cri
teria, (e.g., quarterly profitability, cost reduction,and efficiency), it 
may be more appropriate to evaluate organic organizations (cells OT, CM, 
and o f) in terms of mere long-range criteria, such as the number of new

^Sheridan and Slocum, pp. 159-72.
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products introduced, the adaptability of the organization to changes in 
its relevant external environment, etc. Although numerous other contin
gency vazriables have been identified in the leadership literature, most 
are micro-situational variables that may prove to have even greater rele
vance and moderating influence when examined within the research frame
work of the macro variables organizational type and hierarchical level.

In order to make good utilization of the research framework 
described above, however, it appears essential that effort should be fo
cused on some more basic research needs, particularly the measurement of 
leadership variables.

TSie Measurement of Leadership Variables

Kerlinger has written, "In general too little attention has been 
paid to the variables of research studies. Consequently, many studies 
have suffered from inadequate measurement.If recent critiques of 
leadership research are valid, it appears that most leadership studies 
suffer from such a deficiency.

The Measurement of Leader Behavior

Despite several decades of research and the development of num
erous instruments, the measurement of leader behavior remains a perplex
ing problem. For example, Schriesheim and Kerr have explored the psycho
metric properties of the various Ohio State leader behavior instruments 
for a number of years. They have also examined Fiedler’s Least Preferred

^Kerlinger, p. 491.
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Co-Worker scale and the Michigan Four-Factor Theory scales with respect 

to " . . . (l) content validity, (2) internal consistency, (3) score 

stability, (4) construct validity, and (5) minimal contamination by 

extraneous response determinants (agreement response tendencies, social 

desirability, leniency, and halo)."l All three scales have been found 

wanting.

Schriesheim and Kerr, in a shocking denunciation of the state of 

leadership research, claim " . . .  the leadership area is today without 

any instruments of demonstrated validity and reliability.

Referring, also, to the inadequacy of existing leader behavior 

instruments. Green suggests that leader behaviors encompassed by 

existing instruments are, " . . .  too few and too narrow in definition 

to be representative of . . ." the behaviors exhibited by individuals 

acting in leadership capacities,^ His ideas are echoed by Campbell, who 

claims that " . . .  two factors [consideration and initiating structure] 

simply cannot reflect the complexity of what leaders do.Campbell's 

solution to both these problems (the lack of valid instruments and the

^Schriesheim and Kerr, "Theories and Measures," p. 19.

^Ibid., p. 33. 3Green, "Disenchantment," pp. 58-59.

^John P. Campbell, "The Cutting Edge of Leadership; An Overview," 
in Leadership: The Cutting Edge, p. 228.
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narrowness of behavioral dimensions) is to place greater emphasis on 

" . . .  defining, describing, and measuring lead.ership phenomena.

W h i le  t h e  S c h r i e s h e i m  a n d  K e r r  p o s i t i o n  s e e m s  e x t r e m e ,  i t  d o e s  

s e e m  e s s e n t i a l  t h a t  e x i s t i n g  i n s t r u m e n t s  ( l )  b e  e x p a n d e d  i n  t e r m s  o f  t h e  

b r e a d t h  o f  l e a d e r  b e h a v i o r  e x a m in e d  a n d  ( 2 )  b e  im p r o v e d  w i t h  r e s p e c t  t o  

t h e i r  p s y c h o m e t r i c  p r o p e r t i e s .  W h a t m ay v e r y  w e l l  b e  n e e d e d  now  i s  a  

c o n c e r t e d  e f f o r t ,  o n  t h e  g r a n d i o s e  s c a l e  o f  t h e  o r i g i n a l  O h io  S t a t e  

s t u d i e s ,  t o  d e v e l o p  a n  im p r o v e d ,  h i g h  q u a l i t y  i n s t r u m e n t .

In order to achieve the requisite reliability and validity, it 

may be necessary to develop separate instruments for each cell of the 

structural framework of Figure 6-1, in recognition of the unique kinds 

of behaviors that may be exhibited by leaders, depending on hierarchical 

level and/or organizational type. The tendency of researchers to use 

the various instruments without regard to powerful moderating variables 

may account, in part, for the unsatisfactory psychometric properties 

described by Schriesheim and Kerr. For example, consideration and initia

ting structure items may have different meanings to respondents at the 

top level versus respondents at the first level of supervision. The item 

"He was easy to understand" may have deep meaning to the former (i.e., 

easy to empathize with), whereas to the latter the item may mean simply 

that the leader communicated in clear and simple language.

^Ibid., p. 234.
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Whether or not a nrnnher of different instruments are needed, 
the development of reliable and. valid measures of leader behavior is 
a basic research need for the leadership field. As Korman has stated,
"Ihe point is not that adequate measurement is 'nice, * It is necessary, 
crucial, etc. Without it, we have nothing,

*Ihe Measurement of Leader Effectiveness

The same situation erists with respect to measures of leader effec
tiveness. However, except for criteria of employee satisfaction, consider
ably less research effort seems to have been devoted to the development of 
instruments for measuring organizational effectiveness than to development 
of leader behavior instruments. The situation appears traumatic in view 
of the fact that in order to develop nmmative models of any type in the 
domain of organizational theory, the researcher needs (l) a practical con
cept of what constitutes organizational effectiveness and (2) valid, 
reliable instruments with which to measure the appropriate effectiveness 
variables.

The traditional approach to measuring effective leadership is to 
apply convenient criteria of organ!zational effectiveness. If this 
approach is to be pursued, a useful conceptual basis is the Kilmann and 
Herden Model of Organizational Effectiveness, designed primarily as a 
model for evaluating the impact of organizational development interven
tions,^ Figure 6-2 describes four components of overall organizational

Borman, "Contingency Approaches," p, 19̂ ,
^Halph H, Kilmann and Richard P. Herden, "Towards A Systematic 

Methodology for Evaluating the Impact of Interventions on Organ!zational 
Effectiveness," Academy of Management Review 1 (July 1976); 87-98,
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FIGURE 6-2 
MODEL OF ORGARIZATIOMAL EFFECTIVENESS

Internal Efficiency
(Maximize Energy Output/Energy Input

Units per manhour
Return on investment
Cost of goods sold
Scrap per unit
Sales per salesperson
Sales per advertising dollar
Inventory Cost

External Efficiency 
(Maximize Bargaining Position in 
Environmental Exchange)
Cost of Capital 
Market share 
Cost of raw materials 
Labor cost
Product price leadership 
New product development 
New market development

Internal Effectiveness 
(Maximize Member Motivation)
Employee turnover 
Absenteeism 
Number of grievances 
Employee attitudes 
Organizational climate 
Employment committment 
Interpersonal relationships

External 'Effectiveness 
(Maximize Societal Satisfaction)
Communi-^ satisfaction 
Satisfaction of suppliers 
Consumer satisfaction 
Ability to identify problems 
Ability to identify opportunities 
Social responsibility 
Quality of life 
Environmental impact

SOURCE: and Herden, pp. 92-95.

effectiveness: internal efficiency, internal effectiveness, external
efficiency, and external effectiveness. Numerous criterion variables are 
listed for each component, % e  authors suggest that " , , , organizational 
effectiveness is a multiplicative function of the four components,

The model implies that the measurement of effective leadership at 
the too level of the organization, using the traditional approach, would

^Ibid., p, 94.
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reqtdre application of appropriate criterion variables from a.n four 
components of the model. However, measurement at the lowest level would 
seem to require variables from the two internal components only, i.e., 
internal efficiency and internal effectiveness. For organizations of the 
mechanistic type, the measurement mi^t be weighted in favor of the inter
nal components, whereas for organizations of the organic type, the exter
nal components mi#it be emphasized. It seems reasonable to believe that 
a generalized instrument of acceptable validity and reliability could be 
developed for each of the nine cells of the research framework of Figure 
6-1.

The multivariate methodology used by Mahoney and Weitzel in their 
search for universal criteria of organizational effectiveness might serve 
as a procedural model for the development of nine "contingency" instru
ments.^ Those researchers identified 24 dimensions which " . . .  appear 
to provide a reasonable explanation of organizational effectiveness in 
varied organizational settings." A "general business model" used only four 
dimensions: (l) produetivity-support-utilization, (2) planning, (3)
reliability, and (4) initiative ( a total of 25 questionnaire items) to 
predict most of the variances in judgments of managers in 283 organisa- 
tions about "ultimate" overall organizational effectiveness. A "re
search and development model" did the same thing but with three different

-̂ Thomas A. Mahoney amd William Weitzel, "Managerial Model of 
Organizational Effectiveness," Administrative Science pnAftfyriy 14 (1969)1
357-65 .

2For more detail on the dimensional analysis, see Tiomas A. 
Mahoney, "Managerial Perceptions of Organizational Effectiveness," 
Management Science 14 (October 196?): B76-B91.
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dimensions: (l) reliability, (2) cooperation, and (3) development (a
total of 1Ô questionnaire items). One explanation offered by the re- 
seardiers to account for differences in the two models relates to the 
organizational typology used in the present study. %at is, the general 
business model is appropriate for the mechanistic type of organization, 
whereas the research and development model applies to the organic type,^ 
There seems little reason to doubt that the Mahoney Weitzel method
ology could be used to develop "measurable organizational characteristics” 
that can serve as ” , . . operational short-run substitutes for the more 
subjective, long-run ultimate criterion of organizational effectiveness," 
for all nine cells of the research framework suggested by Figure 6-1,^

The traditional approach to identifying effective leadership, how
ever, is inappropriate according to Campbell, %is is because leadership 
accounts for only a small fraction of objective measures of performance 
such as productivity, sales, absenteeism, etc, Campbell suggests that the 
focus should be on " , , , the observable behavior of the followers that 
could 'reasonably' be expected to be influenced by the leader in a face- 
to-face situation.

To operationalize this idea, the Mahoney and Weitzel methodology 
could be used to identify dimensions of subordinate behavior that predict 
experienced managers' judgments of long range organizational effectiveness. 
These dimensions could then be used as dependent variables in subsequent

Mahoney and Weitzel, p, 363. %bid,, p, 357*
^John P, Campbell, p. 233*
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leadership research. This approach should be especially valuable if pur

sued within the research framework of Figure 6-1,

Both of the approaches described above, the traditional approach 

(emphasizing criteria of organizational effectiveness appropriate for the 

given hierarchical level and organizational type) and Campbell's proposed 

approach (identifying appropriate effectiveness-related behaviors of sub

ordinates) should probably be pursued simultaneously. Further progress 

in understanding the leadership phenomenon depends largely upon progress 

in developing measures of effective leadership.

The Measurement of Organizational Tyne

Another variable for which better measurement is needed in order 

to pursue the line of investigation suggested by this research is the 

variable organizational type. Not only is further work in the area 

necessary for expanding the frontiers of knowledge about leadership, but 

it is also vital for the entire domain of the theory of organizations.

It is a logical extension of the Burns and Stalker, Woodward, Lawrence 

and Lorsch, Xast and Rosenzweig, and Lorsch and Morse sequence of investi

gation and theory. The importance of this line of research was emphasized 

by Pugh and his colleagues in justification of their search for common 

dimensions of organizational structure that could be used in comparative 

studies :

A major task of contemporary organization theory is the 
development of more sophisticated conceptual and methodological
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tools, particularly for dealing systematically with variations 
between organizations,!

Operationalization of the concept of organizational type is a 
step in the right direction. As operationalized in this research, how
ever, the variable is less than satisfactory, based as it is on the per
ceptions of organizational members. Such a measure is highly subjective 
and, as suggested ty the data from the research, highly vulnerable to 
response tendencies, such as social desirability. Respondents do not 
have adequate knowledge of, or experience in, the various organizations 
being evaluated; consequently they can scarcely be considered qualified 
to provide reliable and valid responses. At best, organizational type, 
as operationalized in this research, served as a temporary surrogate for 
a concept that deserves more objective treatment,

"niere seem to be several alternatives that might be considered to 
meet this research need. First, an existing instrument could be mobilized
for this purpose. One prospect that comes immediately to mind is the

2Likert instrument for comparing management systems. The characteristics 
of System 1 seem to describe the mechanistic organizational type quite 
well, System ̂  the organic type, while Systems 2 and 3 might suffice for 
the intermediate category (or might be treated as distinct types in them
selves), But the Likert instrument, while much more comprehensive than 
the instrument used in this research, suffers from many of the same

!d, S, Pugh et al,, "Dimensions of Organizational Structure," 
Administrative Science Quarterly 13 (June 1968); 65,

L̂ikert, Human Organization, pp. 3“12; 196-211,
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deficiencies, based as it is on subordinates* Taerceutions of organizational 
diaracteristics, Also, the characteristics measured are organizational 
processes (neglecting structure), which limits the descriptive capabili
ties of the instrument.

Another possibility is to adapt the instrument developed by Pugh 
associates for measuring dimensions of organizational structure.^

% e  scales ccaaprising that instrument seems to tap many of the character
istics that differentiate mechanistic and organic organizations, although 
the focus is on the dimensions "structuring of activities," "concentration 
of authority," and "line control of work f l o w . T h e  scales were designed 
to minimisa the influence of member "perceptions of their organizations," 
and, consequently, provide a relatively objective basis for categorizing 
organizations, 3 The taxonomy that was developed, as a result of the re
searchers' work with the instrument in 52 British organizations, could be 
used as a basis for categorization by organizational type.

Within that taxonomy the structural type "Full Bureaucracy" des
cribes an organization hi^ on structuring of activities, high on con
centration of authority, but low on line control of workflow (operators 
and first-line supervisors have little control over the flow of work).
Such an organization would seem to be mechanistic in nature whereas the 
"Implicitly Structured" type is decidedly organic (low on structuring of

P̂ugfa et al., "Dimensions," pp. 65-IO5.
^Pu^ et al., "An Empirical Taxonomy of Structures of Work Organi

zations," Admini strative Science Quarterly 14 (March I969) : 13.5-26.
3pugfa et al., "Dimensions," p. 69.



367

activities, low on concentration of authority, and high on line control of 
workflow,"Rie other types of organ!nations described by the taxonomy 
(Nascent Full Bureaucracy, Workflow Bureaucracy, Nascent Workflow Bureau
cracy, Preworkflow Bureaucracy, and Personnel Bureaucracy) mi^t be treated 
as intermediate types, 'Hie disadvantage of using this taxonomy of organi
zations as a surrogate for organizational type is its overemphasis on 
structural characteristics and neglect of process variables,

•Hie best way to operationalize the concept of organizational type
would be to develop individual scales to measure each characteristic iden-

2tified by Kast and Rosenzweig in their contingency model. The scales 
should be designed to minimize, as much as possible, the influence of mem
ber perceptions. Data wotfLd be required from a large number of dissimilar 
organizations to reduce the distinguishing characteristics to a relatively 
sma.ll number of dimensions, using techniques similar to those of Pugh and 
colleagues. Following their methodology a taxonomy of organizational types, 
from mechanistic to organic,would be developed that would be invaluable 
for organizational theorists. The disadvantages of this approach is the 
grandiose scale of research effort required. The project would be costly, 
would require a hi^ly skilled research team, and would require years to 
complete. Such an improvement in the measurement of organizational type, 
coupled with improvaaents in the measurement of leader behavior and leader

^Pugh et al,, '*An Empirical Taxonomy," pp, 120-23. 
^Kast and Rosenzweig, "Contingency Views," pp, 305-20,
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effectiveness would, however, provide a. solid foundation for accelerated 
growth in knowledge about the phenomenon of leadership.

Summary

This chapter provided the conclusions, implications, and research 
recommendations stemming from this ex post facto exploratory research on 
leadership in the U, S, Army. In answer to the research question "Does the 
Army embrace a range of organizational types?" the evidence seems to he 
affirmative. Analysis of data selected from a non-random sample of officers 
provided evidence suggesting that officers do perceive signficant differ
ences in the organizational type of Army functions and tranches, althou^ 
there are other possible explanations for the findings.

With respect to the research question "Does organizational type 
have a moderating influence on the relationship between leadership style 
and organizational effectiveness?" the evidence is mixed. Comparison of 
partial correlation coefficients for satisfaction and the two leader be
havior variables for mechanistic, intermediate, and orgéinic organizations 
suggests that there ^  a moderating influence when organizational type 
is determined by branch. Subordinate satisfaction with leader performance 
is less highly associated with leader consideration in organic type 
organizations than in either mechanistic or intermediate types. Also, 
satisfaction with leader performance is less highly associated with leader 
structuring behaviors in intermediate type organizations than in the organic 
type. The evidence was not conclusive because there ware other plausible
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explanations for the findings. When organizational type was determined 
hy function, there was no significant moderating effect,

The analysis also provided evidence supporting the generalization 
that the test style of leadership is the high consideration, high initia
ting structure style. But, again the evidence is not conclusive because 
there are plausible alternative explanations and because the research 
design did not permit determination of cause and effect.

Because of methodological problems involving the lack of repre
sentativeness of data and the operationalization of organizational type, 
consideration, and satisfaction with leader performance, it was concluded 
that the findings of this research should not be generalized, but should 
be viewed as bases for hypotheses for further research. Also, although 
the nonparametric analyses generally supported findings arrived at through 
parametric techniques, the one exception emphasizes the dangers inherent 
in overdependenee on the more versatile parametric statistics, when the 
normal assumptions associated with those statistics are violated.

The implications of this research for the Army is that its centra
lized system of policies, regulations, and doctrine may be suboptimal 
for the system as a whole, since the organization is apparently perceived 
as consisting of many diverse subsystems that differ with respect to num
erous characteristics, Army managers need to develop new understanding 
concerning their organizations and the many contingency relationships 
that may affect those organizations in different ways.
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ïith respect to leadership, there is some evidence that in organic 
organizations less consideration "behavior is appropriate, -while in inter
mediate types less initiating stmctnre is "best. However, since (l) -the 
magnitude of differences is very small, (2) the cause and effect relation
ships are not fcno-wn, and (3) only one criterion (dependent) -variable was 
examined, the Army should continue to place equal emphasis on mission 
accomplishment and welfare of the troops in leadership development programs. 
However, -the findings of this research suggest that the final verdict is 
not in, and that further research is needed,

A more rigorous field study is needed to test the findings of this 
research pertaining to leadership in -the Army, A revised research design 
should pro-Tide for "better represen-fcation, improved operationalization of 
-variables, and determination of cause and effect, A logical step, following 
the more rigorous Army study (assuming confirmation of the findings of -fchis 
study), would "be to extend "the research into "business and go-vemment organi
zations, Further, because of -the tremendous importance of the criterion 
variable "com"bat performance", -the Army should prepare and maintain in a 
state of continual readiness, a research design -that could be applied to 
field units deployed in battle shortly after -the outbreak of any fu-fcure 
war.

More generally, a framework for the conduct of leadership re
search is suggested to con-trol for moderating effects of two macro organi
zational -variables, organizational type and hierarchical level. The poten
tially powerful effects of -these two variables may require as many as
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nine distinct theories of leadership, each requiring unique measures of 
leader "behavior and effectiveness.

Also, if leadership knowledge is to he advanced, it is imperative 
that greatly improved instruments he developed to measure leader behavior 
and leader effectiveness. Because of the growing relevance of the con
cept of organizational type to all domains of organizational theory, it 
is vital that research he initiated to develop a more valid and reliable 
instrument for differentiating the characteristics of mechanistic, inter
mediate, and organic organizations. Suggestions were presented as to 
how these improved instruments might he developed.

Since World War II much has been learned about the leadership 
phenomenom, in spite of the absence of good instruments. Particularly 
revealing have been the findings concerning the existence of many con
tingency variables. However, it is now time to update research technol
ogy, More refined tools are needed than those yielded by the abundant 
research harvest of the Michigan and Ohio State studies. Concentration 
of research effort on the development of improved instruments will pro
vide the solid foundation needed for advancement into a Golden Age for 
leadership research.
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ERIÎÎCIPIBS OF LEADERSKEPl

1, Be technically and tactically proficient,
2, Know yourself and seek self-improvement,
3, Know your men and look out for their welfare,
4, Keep your men informed,
5, Set the example,
6, Insure the task is understood, supervised, and accomplished,
7, Train your men as a team,
8, Make sound and timely decisions,
9, Develop a sense of responsibility among subordinates,
10, Employ your command in accordance with its capabilities,
11, Seek responsibility and take responsibility for your actions.

Û, S, Dept, of the Army, Leadership for the 1970*s. p, 17; 
Carter, pp, 14-18.
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LEADERSHIP QUESTIONNAIRE

We are asking your help in a study which seeks to determine the 
attitudes and opinions of members of the United States Army with respect 
to leadership. We need your personal opinions. We plan to gather data 
through your answers to these questions. The answers you give in this 
study will be entirely confidential and your signature or identification 
is not required. Your cooperation and ftank response will be a major 
contribution in identifying leadership problems and potential solutions.
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LEADERSHIP STUDY

Part I of this sttidy requests data concerning yourself. Most of the 
questions in this study are answered by circling an appropriate response 
nuabcr, as illustrated by the exaaple below. Please respond to every 
question in all parts of the study,

EXAMPLE:
SEX (circle)

PART I
1, A Œ  (circle)

2,

1. 17-21
2, 22-28
3. 29-3536-45
5. Over 45
SEX (circle)
1. Male
2, Female
(3ÎADE (circle)
1. El
2, E2
3. 23
4, E4
5. 25
6, e6
7. 27
8, E8
9. 29
10, I am a Warrant
GRADE (circle)
1. W1 or W2
2, W3 or W4
3. 01
4., 02
5. 03
6, 04
7, 05
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4. GRADE (circle) (continued)

8. 06
9. 07+
10. I am an Enlisted Man

5. TOTAL YEARS ACTIVE SERi/ICE (circle)
1. Under 2
2. Over 2 but less than 5
3. Over 5 but less than 10
4. Between 10 and 20
5. Over 20

6-7. BRANCH (circle)
1. ADA 11. MC
2. AGC 12. MI
3. ARMOR 13. MPC
4. CH 14. MSC
5. CMLC 15. OrdC
6. CE 16. QiC
7. PA 17. SigC
8. PC 18. TC
9. INF 19. WAC
10. JAGC 20. I am

or Aviation Warrant 
Officer

8. PMOS

1.
2.
3.

(Enlisted Men Only)
Does not apply— I am an Officer
Does not apply— I am an Aviation Warrant Officer

9. RACE (circle)
1. American Indian
2. Caucasian (White)
3. Negro (Black)
4. Oriental
5. Other

10. MARITAL STATUS (circle)
1. Single
2. Married
3. Separated
4. Divorced
5. Widow(er)
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11. WHERE DID YOU LIVE MCST OF YOUR UPS PRIOR TO ENTERING THE ABMY? (circle)

1, Farm
2, Small town (under j,000 people)
3, Small city (5,000-75,000 people) or suburb of small city
4, Medium city (75,000-500,000 people) or suburb of medium city
5, Large city (over 500,000 people) or suburb of largo city

12. IN WHAT PART OF THE C O U m Y  DID YOU LIVE MOST OF YOUR LIFE PRIOR TO 
ENTERING THE ARMY? (circle)
1. Northeast
2. North Central
3. South
4. Midwest
5. Southwest
6. Far West
7. Other

13. WHAT WAS THE APmOXIMATE ANNUAL INCOME OF YOUR FAMILY (OR PRINCIPAL 
MEANS OF SUPPORT) BEFORE ENTERING THE ARMY?(circle) •
1. Less than $3,000
2. $3,000 to $5,000
3. $5,000 to $8,000
4. $8,000 to $12,000
5. Over $12,000
6. I don't know

14. WHAT IS m E  HIGHEST LEVEL OF CIVILIAN SDOGATION YOU HAVE COMPLETED? (circle)
1. Eight years or less
2. Completed some high school
3. Graduated from high school
4. Completed some college
5. Graduated from college
6. Masters degree or higher

15. HOW DID YOU ENTER THE ARMY? (circle)
1. Volunteer
2. Draftee
3. Does not apply— Entered the Army as an officer

16. WHAT WAS THE SOURCE OF YOUR CŒMISSION? (circle)
1. USMA
2. ROTC
3. OCS
4. Direct
5. Other
6. Does not apply— I am an Enlisted Man
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17. Consider the many different tmits in the Army, Based on recent assign

ments and experience, IN WHAT ONE OF THESE ÜHI1S DO YOU CONSIDER 
YOUHSBLF TO BE MOST KNOWLEDGEABLE? (circle only one)
1. ■ Sqnad or equivalent
2. Platoon or equivalent
3. Company or equivalent
4. Battalion or equivalent
5. Brigade or equivalent
6. Division
7. Corps or higher
8. Not applicable to me
9. I am not knowledgeable in any of the above 

PART II
The following series of questions relate to the actions of your immediate 
sunerior in your present assignment. For this part of the study, try as 
nearly as possible to recall the situation and conditions as they exist 
and answer the questions to the best of your ability, %ere are no right 
or wrong answers to these questions. We are interested in your opinions 
and ideas.
Section I requests some basic data relating to your present unit, your 
duty assignment, and to your superior in that assignment.
Section I.
1, My present duty assignment is with (type of unit; for example, infantry 

company, artillery battery, battalion headquarters, etc,)_____________

2, Type and location of unit. (circle)
1. CONUS (TQE-operational unit)
2, CONUS (training base)
3. CONUS (other)
4. Europe (TQE-operational unit)
5. Europe ( othar)
6. SETAF
7. USAEAl (TOE-operational tmit)
8. USARAl (other)
9, OSARSO (TOE-operational unit)
10, ÜSARSO (other)
11. Korea (TOE-operational unit)
12. Korea (other)
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The grade/rank of my immediate superior
1. El 11. ¥2
2. E2 12. ¥3
3. E3 13. ¥4
4. E4 14. 01
5. E5 15. 02
6. E6 16. 03
7. E7 17. 04
8. E8 18. 05
9. E9 19. 06
10. W1 20. 07

4, Ihe position of ay superior is (Platoon Sergeant, Battery Commander, 
Battalion SI, Brigade Signal Officer, etc.)_______________________

Section II.
%is section consists of a series of statements which indicate in one way 
or another the leadership abilities and personality of your superior.
For each statement you are asked to answer three (3) questions: (l) the
frequency with which your superior actually accomplishes the action 
indicated; (2) the frequency with which you think your superior should 
accomplish the action indicated; and (3) how important the action is 
to you.
Please circle the number opposite the word or phrase under each question 
which most closely reflects your opinion or attitude. BE SURE TO ANSWER 
ALL THREE QUESTIONS AFTER BACH STATEMENT.
EXAMPLE:

"HE IS COURTEOUS IN HIS ACTIONS.'

(1)
How often How often How important
is he? (2) should he be? (3) is this to you?
Always 7 Always Critical 7Almost Always 6 Almost Always 6 Very Important
Frequently Frequently 5 Important 5Sometimes 4 Sometimes 4 Sometimes Important 4
Infrequently 3 Infrequently 3 Seldom Important 3Almost Never 2 Almost Never 2 Relatively Unimportant 2
Never 1 Never 1 Unimportant 1
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"HE lETS THE MHIBERS OP HIS UNIT KNOW WHAT IS EXPECTED OP THEM" (iSl).

How often How often How important
(1) does he? (2) should he? (3) is this to you?

Always 7 Always 7 Critical 7
Almost Always 6 Almost Always 6 Very Important 6
Frequently 5 Frequently 5 Important 5
Sometimes Sometimes 4 Saaetimes Important 4
Infrequently 3 Infrequently 3 Seldom Important 3
Almost Never 2 Almost Never 2 Relatively Unimportant 2
Never 1 Never 1 Unimportant 1

“HE IS EAST TO UNDERSTAND" (CS2).
How often How often How important

w is he? (5) should he be? (6) is this to you?
Without Exception 7 Always 7 Critical 7
Quite Often 6 Almost Always 6 Very Important 6
Often 5 Frequently 5 Important 5
Occasionally k Sometimes 4 Soaetimes Important 4
Once in Awhile 3 Infrequently 3 Seldom Important 3
Seldom 2 Almost Never 2 Relatively Unimportant 2
Not at All 1 Never 1 Unimportant 1

"HE TRAINED AND DEVELOPED HIS SUBORDINATES.'It

To irtiat extent To what extent How important
(7) does he do this? (8) should he do this? (9) is this to you?

A Great Deal 7 Without Exception 7 Critical 7
Usually 6 Quite Often 6 Very Important 6
Most of the Time 5 Often 5 Important 5Now and Then 4 Occasionally 4 Sometimes Important 4
Hardly Ever 3 Once in Awhile 3 Seldom Important 3Rarely 2 Seldom 2 Relatively Unimportant 2
Not Ever 1 Not at All 1 Unimportant 1

"HE EXPRESSES; APHIECIATION WHEN A SUBORDINATE DOES A GOOD JOB" (CS4) .

How often How often How important
:io) does he? (11) should he? (12) is this to you?

Without Exception 7 Always 7 Critical 7Quite Often 6 Almost Always 6 Very Important Ô
Often 5 Frequently 5 Important 5
Occasionally 4- Sometimes 4 Sometimes Important 4
Once in Awhile 3 Infrequently 3 Seldom Important 3Seldom 2 Almost Never 2 Relatively Unimportant 2
Not at All 1 Never 1 Unimportant 1
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"HE IS WILLING TO MAKE CHANGES IN WAYS OF DOING THINGS" (CS5).
How often How often How important

[13) is he? (14) should he he? (15) is this to you?
Always 7 Always 7 Critical 7
Almost Always 6 Almost Always 6 Very Important 6
Frequently 5 Frequently 5 Important 5
Sometimes 4 Sometimes 4 Sometimes Important 4
Infrequently 3 Infrequently 3 Seldom Important 3Almost Never 2 Almost Never 2 Relatively Unimportant 2
Never 1 Never 1 Unimportant 1

"HE TAKES APPROPRIATE ACTION ON HIS OWN."
How often How often How important

:i6) does he? (:7) should he? (18) is this to you?
Not Ever 1 Never 1 Unimportant 1
Rarely 2 Almost Never 2 Relatively Unimportant 2
Hardly Ever 3 Infrequently 3 Seldom Important 3
Now and Then 4 Sometimes 4 Sometimes Important 4
Most of the Time 5 Frequently 5 Important 5
Usually 6 Almost Always 6 Very Important 6
A Great Deal 7 Always 7 Critical 7

"HE IS THOUGHTFUL AND CONSIDERATE OF OTHERS."
How often How often How important

:i9) is he? (20) should he he? (21) is this to you?
Without Exception ? A Great Deal 7 Unimportant 1
Quite Often 6 Usually 6 Relatively Unimportant 2
Often 5 Most of the Time 5 Seldom Important 3Occasionally 4 Now and Then 4 Sometimes Important 4
Once in Awhile 3 Hardly Ever 3 Important 5Seldom 2 Rarely 2 Very Important 6
Not at All 1 Not Ever 1 Critical 7

"HE Oif'FERS SEW APPROACHES TO' PROBLEMS" (IS8).
To what extent To what extent should How important

22) does he do this? (23) he do this? (24) is this to you?
A Great Deal 7 A Great Deal 7 Unimportant 1
Usually 6 Usually 6 Relatively Unimportant 2
Most of the Time 5 Most of the Time 5 Seldom Important 3
Now and Then 4 Now and Then 4 Sometimes Important 4
Hardly Ever 3 Hardly Ever 3 Important 5Rarely 2 Rarely 2 Very Important 6
Not Ever 1 Not Ever 1 Critical 7
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•«HE COÜNSEIS H IS  SUBCRDIHATES. "

To what extent To what extent How important
(25) does he do üiis? (26) should he do this? (27) is this to you?

A Great Deal 7 Without Exception 7 Unimportant 1
Usually 6 Quite Often 6 Relatively Unimportant 2
Most of the Time 5 Often 5 Seldom Important 3Now and Then 4 Occasionally if Sometimes Important if
Hardly Ever 3 Once in Awhile 3 Important 5Rarely 2 Seldom 2 Very Important 6
Not Ever 1 Not at All 1 Critical 7

"HE SETS HIGH STANDARDS OP PERFORMANCE" (ISIO).
How often How often How important

(28) does he? (29) should he? (30) is this to you?
Always 7 Always 7 Unimportant 1
Almost Always 6 Almost Always 6 Relatively Unimportant 2
Frequently 5 Frequently 5 Seldom Important 3
Sometimes 4 Sometimes if Sometimes Important if
Infreqnently 3 Infrequently 3 Important 5
Almost Never 2 Almost Never 2 Very Important 6
Never 1 Never 1 Critical 7

"HE IS TECHNICALLY COMPETENT TO PSRPCHM HIS DUTIES."
How often How often How important

(31) is he? (32) should he he? (33) is this to you?
A Great Deal 7 A Great Deal 7 Critical 7
Usually 6 Usually 6 Very Important 6
Most of the Time 5 Most of the Time 5 Important 5Now and Then 4- Now and Then if Sometimes Important if
Hardly Ever 3 Hardly Ever 3 Seldom Important 3
Rarely 2 Rarely 2 Relatively Unimportant 2
Not Ever 1 Not Ever 1 Unimportant 1

"HE APPROACHES EACH TASK IN A POSITIVE MANNER, W

How often How often How important
(34) does be? (35) should he? (36) is this to you?

Without Exception 7 Always 7 Critical 7
Quite Often 6 Almost Always 6 Very Important 6
Often 5 Frequently 5 Important 5
Occasionally if Sometimes if Sometimes Important if
Once in Awhile 3 Infrequently 3 Seldom Important 3
Seldom 2 Almost Never 2 Relatively Unimportant 2
Not at All 1 Never 1 Unimportant 1
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"HE CONSTRUCTIVELY CRITICIZES POOR PERFORMANCE" (ISI3).
How often How often How important

(37) does he? (38) should he? (39) is this to you?
Withont Exception 7 Without Exception 7 Unimportant 1
Quite Often 6 Quite Often 6 Relatively Unimportant 2
Often 5 Often 5 Seldom Important 3Occasionally 4 Occasionally 4 Sometimes Important 4
Once in Awhile 3 Once in Awhile 3 Important 5Seldom 2 Seldom 2 Very Important 6
Not at All 1 Not at All 1 Critical 7

"HE ASSIGNS IMMEDIATE SUBORDINATES TO SPECIFIC TASKS" (IS14).
To what extent To what extent How important

(40) does he? (41) should he? (42) is this to you?
A Great Deal 7 A areat Deal 7 Unimportant 1
Usually 6 Usually 6 Relatively Unimportant 2
Most of the Time 5 Most of the Time 5 Seldom Important 3Now and Then 4 Now and "Dien 4 Sometimes Important 4
Hardly Ever 3 Hardly Ever 3 Important 5
Rarely 2 Rarely 2 Very Important 6
Not Ever 1 Not Ever 1 Critical 7

"HE IS WILLING TO SUPPORT HIS SUBORDINATES."
How often How often How important

(43) is he? (44) should he be? (45) is this to you?
Without Exception 7 Without Exception 7 Critical 7
Quite Often 6 Quite Often 6 Very Important 6
Often 5 Often 5 Important 5Occasionally 4 Occasionally 4 Sometimes Important 4
Once in Awhile 3 Once in Awhile 3 Seldom Important 3Seldom 2 Seldom 2 Relatively Unimportant 2
Not at All 1 Not at All 1 Unimportant 1

"HE KNOWS HIS MEN AND THEIR CAPABILITIES."
To what extent To what extent How important

(46) does he? (47) should he? (48) is this to you?
Without Exception 7 Without Exception 7 Critical 7
Quite Often 6 Quite Often 6 Very Important 6
Often 5 Often 5 Important 5
Occasionally 4 Occasionally 4 Sometimes Important 4
Once in Awhile 3 Once in Awhile 3 Seldom Important 3
Seldom 2 Seldom 2 Relatively Unimportant 2
Not at All 1 Not at All 1 Unimportant 1
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(49)

"HE IS APPROACHABLE" (CS17).
How often How often How important
is he? (50) should he he? (51) is this to you?
Always 7 Always 7 Unimportant 1
Almost Always 6 Almost Always 6 Relatively Unimportant 2
Frequently 5 Frequently 5 Seldom Important 3
Sometimes 4 Sometimes 4 Sometimes Important 4
Infrequently 3 Infrequently 3 Important 5
Almost Never 2 Almost Never 2 Very Important 6
Never 1 Never 1 Critical 7

"HE GI7ES DETAILED INSTRUCTIONS ON HOW THE JOB SHOULD BE DONE " (IS18).
How often How often How important
does he? (53) should he? f 54) is this to you?
Always 7 Always 7 Critical 7
Almost Always 6 Almost Always 6 Very Important 6
Frequently 5 Frequently 5 Important 5
Sometimes 4 Sometimes 4 Sometimes Important 4
Infrequently 3 Infrequently 3 Seldom Important 3
Almost Never 2 Almost Never 2 Relatively Unimportant 2
Never 1 Never 1 Unimportant 1

(52)

"HS STANDS UP PCR HIS SUBORDINATE EVEN IHOUGH IT MAKES HIM UNPOPULAR WITH HIS SUPERIOR "
(CS19).

To what extent To what extent How important
(55) does he? (56) should he? (57) is this to you?

Without Exception 7 Without Exception 7 Unimportant 1
Quite Often 6 Quite Often 6 Relatively Unimportant 2
Often 5 Often 5 Seldom Important 3
Occasionally 4 Occasionally 4 Sometimes Important 4
Once in Awhile 3 Once in Awhile 3 Important 5
Seldom 2 Seldom 2 Very Important 6
Not at All 1 Not at All 1 Critical 7

"HE LETS !SUBORDINATES SHARE IN DECISION MAKING."
How often How often How important

(58) does he? (59) should he? (60) is this to you?
A Great Deal 7 A Great Deal 7 Critical 7
Usually 6 Usually 6 Very Important 6
Host of the Time 5 Most of the Time 5 Important 5Now and Then 4 Now and Then 4 Sometimes Important 4
Hardly Ever 3 Hardly Ever 3 Seldom Important 3Rarely 2 Rarely 2 Relatively Unimportant 2
Not Ever 1 Not Ever 1 Unimportant 1
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"HE CRITICIZES A SPECIFIC ACT RATHER THAN AN INDIVIDUAL" (CS2l).
How often To what extent How important

(61) does he? (62) should he? (63) is this to you?
Hithont Exception 7 A Great Deal 7 Critical 7
Quite Often 6 Usually 6 Very Important 6
Often 5 Most of the Time 5 Important 5Occasionally 4 Now and Then 4 Sometimes Important 4
Once in Awhile 3 Hardly Ever 3 Seldcxa Important 3
Seldom 2 Barely 2 Relatively Unimportant 2
Not at All 1 Not Ever 1 Unimportant 1

‘«HE SEES THAT SUBORDINATES HAVE THE MATERIAIS THEY NEED TO HCKK WITH."
To what extent To what extent How important

(6^) does he? (65) should he? (66) is this to you?
A Great Deal 7 A Great Deal 7 Unimportant 1
Usually 6 Usually 6 Relatively Unimportant 2
Most of the Time 5 Most of the Time 5 Seldom Important 3
Now and Then 4 Now and Then 4 Sometimes Important 4
Hardly Ever 3 Hardly Ever 3 Important 5
Rarely 2 Rarely 2 Very Important 6
Not Ever 1 Not Ever 1 Critical 7

"HE RESISTS CHANGES IN WAYS OF DOING THINGS" (CS23).
How often How often How important

(67) does he? (68) should he? (69) is this to you?
Without Exception 1 Without Exception 1 Critical 7
Quite Often 2 Quite Often 2 Very Important 6
Often 3 Often 3 Important 5Occasionally 4 Occasionally 4 Sometimes Important 4
Once in Awhile 5 Once in Awhile 5 Seldom Important 3Seldom 6 Seldom 6 Relatively Unimportant 2
Not at All 7 Not at All 7 Unimportant 1

"HE REWARDS INDIVIDUAIS FOR A JOB WELL DONE" (GS24).
How often How often How important

(70) does he? (71) should he? (72) is this to you?
A Great Deal 7 Always 7 Critical 7
Usually 6 Almost Always 6 Very Important 6
Most of the Time 5 Frequently 5 Important 5Now and Then 4 Sometimes 4 Sometimes Important 4
Hardly Ever 3 Infrequently 3 Seldom Important 3Rarely 2 Almost Never 2 Relatively Unimportant 2
Not Ever 1 Never 1 Unimportant 1
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PLEASE DO NOT BE DISTRACTED BY THE 
CHANGE IN NUMBERING. THIS IS ONLY 
FOR THE BENEFIT OF THE AUTCMATIC 
DATA PROCESSING lERSONNEL WHO WILL 
PUNCH THE CARDS FOR THE COMPUTER.

"HE SEEî^ ADDITIONAL AND MCRE IMPORTANT RESPONSIBILITIES."
How often How often How important

(01) does he? (02) should he? (03) is this to you?
A Great Deal 7 A Great Deal 7 Unimportant 1
Usually 6 Usually 6 Relatively Unimportant 2
Most of the Time 5 Host of the Time 5 Seldom Important 3
Now and % e n 4 Now and Then 4 Sometimes Important 4
Hardly Ever 3 Hardly Ever 3 Important 5Rarely 2 Rarely 2 Very Important 6
Not Ever 1 Not Ever 1 Critical 7

“HE MAKES IT DIFFICULT FOR HIS SUBORDINATES TO USE INITIATIVE."
How often How often How important

(04) does he? (05) should he? C0,6) is this to you?
Not Ever 7 Not Ever 7 Unimportant 1
Rarely 6 Rarely 6 Relatively Unimportant 2
Hardly Ever 5 Hardly Ever 5 Seldom Important 3
Now and Then 4 Now and Then 4 Sometimes Important 4
Most of the Time 3 Host of the Time 3 Important 5
Usually 2 Usually 2 Very Important 6
A Great Deal 1 A Great Deal 1 Critical 7

"HE SEES TO IT THAT PEOPLE UNDER HIM WORK UP TO THEIR CAPABILITIES" (IS27)
How often How often How important

(07) does he? (08) should he? (09) is this to you?
Always 7 Always 7 Critical 7
Almost Always 6 Almost Always 6 Very Important 6
Frequently 5 Frequently 5 Important
Sometimes 4 Sometimes 4 Sometimes Important 4
Infrequently 3 Infrequently 3 Seldom Important 3Almost Never 2 Almost Never 2 Relatively Unimportant 2
Never 1 Never 1 Unimportant 1
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"HE CRITICIZES SIJBCSDINATES IK ÎBONT OP OTHERS" (CS28).
How often How often How important

(10) does he? (11) should he? (12) is this to you?
Not Ever 7 Not Ever 7 Unimportant 1
Rarely 6 Rarely 6 Relatively Unimportant 2
Hardly Ever 5 Hardly Ever 5 Seldom Important 3
Now and Then k Now and Then 4 Sometimes Important 4
Most of the Time 3 Host of the Time 3 Important 5Usoally 2 Usually 2 Very Important 6
A Great Deal 1 A Great Deal 1 Critical 7

“HE IS AWARE OF THE STATE OF HIS UNIT’S MCBAIE AND DOES ALL HE GAN TO MARE IT HIGH
How often How often How important

(13) does he? (l4) should he? (15) is this to you?
Always 7 Always 7 Critical 7
Almost Always 6 Almost Always 6 Very Important 6
Frequently 5 Frequently 5 Important 5Sometimes 4 Sometimes 4 Sometimes Important 4
Infrequently 3 Infrequently. 3 Seldom Important 3
Almost Never 2 Almost Never 2 Relatively Unimportant 2
Never 1 Never 1 Unimportant 1

"HE IS SELFISH."
How often How often How important

(16) is he? (17) should he he? (18) is this to you?
Not Ever 7 Always 1 Unimportant 1
Barely 6 Almost Always 2 Relatively Unimportant 2
Hardly Ever 5 Frequently 3 Seldom Important 3
Now and %en 4 Sometimes 4 Sometimes Important 4
Most of the Time 3 Infrequently 5 Important 5Usually 2 Almost Never 6 Very Important 6
A Great Deal 1 Never 7 Critical 7

"HE KEEPS ME INFORMED OP THE TRUE SITUATION, GOOD AND BAD, UNDER ALL CIRCUMSTANŒ5."
How often How often How important

(19) does he? (20) should he? (21) is this to you?
Without Exception 7 Without Exception 7 Critical 7
Quite Often 6 Quite Often 6 Very Important 6
Often 5 Often 5 Important 5
Occasionally 4 Occasionally 4 Sometimes Important 4
Once in Awhile 3 Once in Awhile 3 Seldom Important 3Seldom 2 Seldom 2 Relatively Unimportant 2
Not at All 1 Not at All 1 Unimportant 1
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"HE TREATS PEOPLE IN AN IMPERSONAL MANNER— LIKE GOGS IN A MACHINE. "

How often How often How important
(22) does he? (23) should he? (24) is this to you?

Not at All 7 Not at All 7 Unimportant 1
Seldom 6 Seldom 6 Relatively Unimportant 2
Once in Awhile 5 Once in Awhile 5 Seldom Important 3Occasionally Occasionally 4 Sometimes Important 4
Often 3 Often 3 Important 5Q;uite Often 2 Quite Often 2 Very Important 6
Without Exception 1 Without Exception 1 Critical 7

"HE DISTORTS REPORTS TO MAKE HIS UNIT LOOK BETTER."
How often How often How important

(25) does he? (26) should he? (27) is this to you?
Not Ever 7 Never 7 Critical 7
Rarely 6 Almost Never 6 Very Important 6
Hardly Ever 5 Infrequently 5 Important 5
Now and Then 4. Sometimes 4 Sometimes Important 4
Most of the Time 3 Frequently 3 Seldom Important 3
Usually 2 Almost Always 2 Relatively Unimportant 2
A Great Deal 1 Always 1 Unimportant 1

t•HE BACKS UP SUBORDINATES IN THEIR ACTIONS" (CS34).
How often How often How important

(28) does he? (29) should he? (30) is this to you?
Never 1 Never 1 Unimportant 1
Almost Never 2 Almost Never 2 Relatively Unimportant 2
Infrequently 3 Infrequently 3 Seldom Important 3Sometimes 4 Sometimes 4 Sometimes Important 4
Frequently 5 Frequently 5 Important 5
Almost Always 6 Almost Always 6 Very Important 6
Always 7 Always 7 Critical 7

“HE G(MMUNICATSS EFFECTIVELY WITH EES SUBORDINATES."
How often How often How important

(31) does he? (32) should he? (33) is this to you?
A Great Deal 7 A Great Deal 7 Critical 7
Usually Ô Usually 6 Very Important 6
Host of the Time 5 Most of the Time 5 Important 5Now and Then 4 Now and Then 4 Sometimes Important 4
Hardly Ever 3 Hardly Ever 3 Seldom Important 3
Rarely 2 Rarely 2 Relatively Unimportant 2
Not Ever 1 Not Ever 1 Unimportant 1
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”KE EXPLAINS THE SEASON FOR HIS ACTIONS TO HIS SUBORDINATES " (CS36).

How often does How often should How important
(34) he do this? (35) he do this? (36) is this to you?

Never 1 Never 1 Unimportant 1
Almost Never 2 Almost Never 2 Relatively Unimportant 2
Infrequently 3 Infrequently 3 Seldaa Important 3Sometimes 4 Sometimes 4 Sometimes Important 4
Frequently 5 Frequently 5 Important 5Almost Always 6 Almost Always 6 Very Important 6
Always 7 Always 7 Critical 7

"HE ESTABLISHES .AND MAINTAINS A HIGH LEVEL OF DISCIPLINE."
How often How often How important

(37) does he? (38) should he? (39) is this to you?
Without Exception 7 Without Exception 7 Unimportant 1
Quite Often 6 Quite Often 6 Relatively Unimportant 2
Often 5 Often 5 Seldom Important 3
Occasionally 4 Occasionally 4 Sometimes Important 4
Once in Awhile 3 Once in Awhile 3 Important 5
Seldom 2 Seldom 2 Very Imuortant 6
Not at All 1 Not at All 1 Critical •7

"HE DRAWS. A DEFINITE UNE BETWEEN HIMSELF AND HIS SUBORDINATES."
How often How often How important

(40) does he? (41) should he? (42) is this to you?
Without Exception 7 Without Exception 7 Unimportant 1
Quite Often 6 Quite Often 6 Relatively Unimportant 2
Often 5 Often 5 Seldom Important 3
Occasionally it- Occasionally 4 Sometimes Important 4
Once in Awhile 3 Once in Awhile 3 Important 5
Seldom 2 Seldom 2 Very Important 6
Not at All 1 Not at All 1 Critical 7

"HE IS OVERLY AMBITIOUS AT THE EXÎENSE OF HIS SUBORDINATES AND HIS UNIT."
How often How often should How important

(43) is he? (if4) he be? (45) is this to you?
Not at All 7 Not at All 7 Unimportant 1
Seldom 6 Seldom 6 Relatively Unimportant 2
Once in Awhile 5 Once in Awhile 5 Seldom Important 3
Occasionally 4 Occasionally 4 Sometimes Important 4
Often 3 Often 3 Important 5Quite Often 2 Quite Often 2 Very Important 6
Without Exception 1 Without Exception 1 Critical 7
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"HE SETS THE EXAMPLE FOR HIS HEN ON AND OFF DUTY."
How often

(46) does he?
How often

(47) should he?
How important

(48) is this to you?
Always 7 Always 7 Critical 7
Almost Always 6 Almost Always Ô Very Important 6
Frequently 5 Frequently 5 Important 5Sm&etimes 4 Sometimes 4 Sometimes Important 4
Infrequently 3 Infrequently 3 Seldom Important 3Almost Never 2 Almost Never 2 Relatively Unimportant 2
Never 1 Never 1 Unimportant 1

"HE FAIIS TO SHOW AN APPRECIATION FOR BRICBITIES OF WORK."
To what extent To what extent How important

(49) does he? (90) should he? (51) is this to you?
Always 1 Always 1 Critical 7
Almost Always 2 Almost Always 2 Very Important 6
Frequently 3 Frequently 3 Important 5
Sometimes 4 •Sometimes 4 Sometimes Important 4
Infrequently 5 Infrequently 5 Seldom Important 3
Almost Never 6 Almost Never 6 Relatively Unimportant 2
Never 7 Never 7 Unimportant 1

"HE DBiANDS RESULTS ON TIKE WITHOUT CONSIDERING THE CAPABILITIES
AND WELFARE OP HIS UNIT."

To what extent To what extent should How important
(52) does he do this? (53) he do this? (54) is this to you?

Not at All 7 Not at All 7 Critical 7
Seldom 6 Seldom 6 very Important 6
Cnee in Awhile 5 Once in Awhile 5 Important 5
Occasionally 4 Occasionally 4 Sometimes Important 4
Often 3 Often 3 Seldom Important 3
Quite Often 2 Quite Often 2 Relatively Unimportant 2
Without Exception 1 Without Exception 1 Unimportant 1

"HE HESITAIES TO TAKE ACTION IN THE ABSENCE OF INSTRUCTIONS."
To what extent To what extent should How important

(55) does he do this? (96) he do this? (97) is this to you?
A Great Deal 1 Always 1 Unimportant 1
Usually 2 Almost Always 2 Relatively Unimportant 2
Host of the Time 3 Frequently 3 Seldom Important 3Now and Then 4 Sometimes 4 Sometimes Important 4
Hardly Ever 5 Infrequently 5 Important 5Rarely 6 Almost Never 6 Very Important 6
Net Ever 7 Never 7 Critical 7
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PART II 
SECTION III

1. How do you personally feel about the overall laerformance of your SUPERIOR? 
Please circle the response number which most nearly reflects your feelings.

3 SOMEWHAT 
DISAPPOINTED
LUKEWARM—
NO STRONG 
FEELINGS

5 SOMEWHAT 
PLEÛ ED

6 HIGHLY 
PLEASED

HIGHLY
DISAPPOINTED
TOTALLY DIS
APPOINTED IN 
ALL RESPECTS

2.

7 TOTALLY PLEASED 
IN ALL RESPECTS

If you had been in a combat situation, how do you think you would have felt 
about the overall nerformanee of this SUPERIOR? Please circle the response 
number which most nearly reflects your feelings.

3 SOMEWHAT 5 SOMEWHAT
DISAPPOINTED PLEASED

4 LUKEWARM—  6 HIGHLY
NO STRONG PLEASED
FEELINGS

2 HIGHLY
DISAPPOINTED

1 TOTALLY DIS
APPOINTED IN 
ALL RESPECTS

7 TOTALLY PLEASED 
IN ALL RESPECTS

There will continue to be many varied leadership challenges in the Army, 
Although there have been numerous changes of values and customs within our 
society, the principles of leadership listed below have been guides for many 
years.

1, Be technically and tactically proficient,
2, Know yourself and seek self-improvement,
3, Know your men and look out for their welfare.
4, Keep your men informed.
5, Set the example.
6, Insure the task is understood, supervised, and accomplished.
7, Train your men as a team.
8, Make sound and timely decisions,
9, Develop a sense of responsibility among subordinates,
10, Employ your command in accordance with its capabilities,
11. Seek responsibility and take responsibility for your actions.
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This part of the study pertains to the relative importance and application 

of the principles of leadership. We realize that all of the principles are im
portant; however, depending on the situation, some may not be as important as 
others. Further, this item does not attempt to evaluate the techniques of 
application. We appreciate the interrelationship between the principles, but 
ask you to list the numbers of the three principles that ARE THE LEAST XMPCKTAHT 
TO YOD in the spaces provided below,

THREE LEAST IMPCSTAHT:

Please choose three principles that are the MOST IMPORTANT TO YOU and place 
their numbers in the spaces provided,

THREE MOST IMPORTANT:

PART III
If you could have a major impact on one of the following areas which 

would you select and why would you?
a. Loyalty
b. Morale
c. Discipline
d. Esprit De Corps
e. Integrity
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COMMENTS:

We appreciate yonr help arwi cooperation in completing this questionnaire. 
Please make certain that you have answered every question and turn it in to 
the monitor. Thank you.
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T H E  UNIVERSITY OF SOUTH D A K O T A  S C H O O L  OF BUSINESS

M INUTEMAN G R A D U A T E  CENTER 
R.R. No. 3, Box 217 

Rapid City, South Dakota 57701

Area Code (605) S23-1434

ORGANIZATIONAL FUNCTION A N D  BR A N C H  OF ASSIGNMENT SURVEY

Your participation is solicited in a study of Army organizational function 

and branch of assignment characteristics. The data to be collected will be u; ed 

in m y  Ph. D. dissertation to enable further analysis of leadership data collec

ted by the U.S. Army in 1971.

Organization theorists have developed a'continuum of organizational 

characteristics ranging from a closed/stable/mechanistic type at one extreme to 

an open/adaptive/organic type at the other. The former (mechanistic) are usually 

described as bureaucratic and tend to operate in relatively closed, certain and de

terminate environments. These mechanistic organizations are characterized by 

(1) highly formal organizational structures, (2) relatively repetitive, routine 

tasks, (3) many written procedures, rules and regulations, (4) clear definition 

of responsibility and authority (both vertically by hierarchiai level and horizon

tally by organizational function), (5) relatively autocratic decision-making, and 

(6) emphasis on stable, efficient performance.
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The open/adaptive/organic (organic) organizational types are usually 

described as non-bureaucratic and tend to operate in relatively open, uncertain, 

indeterminate environments. They are further characterized by (1) highly in

formal organizational structures, (2) relatively varied and nonroutine tasks, (3) 

written procedures, rules and regulations, (4) relatively vague definition of 

responsibility and authority, (5) participative decision-making, and (5) emphasis 

on effective problem solving and innovation. Most organizations range somewhere 

between the idealized extremes of this mechanistic-organic continuum.

This survey has two objectives. The first objective is to determine the 

relative location of the various functional areas of the Army (combat, education 

and training, administration, logistics, and research) on the mechanistic-organic 

continuum. The second objective is to determine the relative location of the various 

branches of the Army (Infantry, Ordnance, Finance, etc.) on the continuum.

You can assist in accomplishing these objectives by filling out the attached 

questionnaire. It is hoped that the knowledge to be gained by the study will bene

fit the Army as well as the undersigned. Your cooperation and assistance will be 

deeply appreciated.

Sincerely, ^

Martin K. Marsh 
LTC, USA (Ret.)

Inclosure; Questionnaire
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A R M Y  FUNCTION A N D  B R A N C H  QUESTIONNAIRE 

DEFINITIONS

MECHANISTIC: Bureaucratic; operate in relatively closed, certain, determinant

environments; characterized by (1) highly formal organizational 

structure, (2) relatively repetitive, routine tasks, (3) many written 

procedures, rules and regulations, (4) clear definition of respons

ibility and authority (both vertically by hierarchiai level and hori

zontally by organizational function), (5) autocratic decision making 

and (6) emphasis on stable, efficient performance.

ORGANIC: Non-bureaucratic; operate in relatively open, uncertain, indeter

minate environments, characterized by (1) highly informal organ- 

zational structures, (2) relatively varied and non routine tasks, (3) 

few written procedures, rules and regulations, (4) relatively vague 

definition of responsibility and authority, (5) participative decision

making, and (6) emphasis on effective problem solving and innovation.

SAMPLE SCALE

Mechanistic:
1 2 3 4 5 6 7

Very Quite Some- Slightly Slightly Some- Quite
Meehan- Meehan- what Meehan- Organic what Organ
isée istic Meehan- istic Organ- ic

istic ic

8
Very
Organic

: Organic
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INSTRUCTIONS
1. Based on your experiences in Army organizations and the above definitions

for mechanistic and organic organizations, indicate the relative location of each organi

zational function or branch on the following eight-point scales (defined above) . Do 

this by placing an "X" in the appropriate space of the scale, opposite the name of the 

relevant function or branch.

2. Your response should provide a summary rating for each organizational 

function or branch category. That is, if different components of a single function or 

branch have diverse characteristics, combine them so as to provide one overall 

assessment of each function or branch.

3. It is recognized that environmental and organizational characteristics will 

vary depending on whether the Army is operating under combat or non-combat condi

tions. Because other data to be used in the study was gathered under non-combat 

conditions, make your assessment in terms of the PEACETIME Army.

4. Because the data to be used in the research was collected in 1971, prior to 

integration of the Woman's Army Corps (WAC) into the non-combat branches, try to 

evaluate the W A C  as it was prior to integration.

ORGANIZATIONAL FUNCTION SCALES

Education and Training Mechanistic: : : : : : : Organic
1 2 3 4 5 6 7 8

Research Mechanistic:__:_:__:__:_:__:_:__ : Organic
1 2 3 4 5 6 7 8

Combat Mechanistic:__ :_:_:__:_:__;_: : Organic
1 2 3 4 5 6 7 8

Administration Mechanistic:__ :_:__:__:__: : : Organic
1 2 3 4 5 6 7 8

Logistics Mechanistic:__ :_:__:__:__: :_; : Organic
1 2 3 4 5 6 7 8
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BRANCH OF THE ARMY SCALES
Armor

Adjutant General's Corps 

Finance Corps 

Signal Corps 

Quartermaster Corps 

Military Intelligence 

Ordnance Corps 

Chemical Corps 

Transportation Corps 

Field Artillery 

Military Police Corps 

Corps of Engineers 

Infantry 

Medical Corps 

Chaplain's Corps

Mechanistic:_:__:__:__:__:__:__:__: Organic
1 2 3 4 5 6 7 8

Mechanistic: : : :__:__:__:__:__: Organic
2 3 4 5 6 7 8

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Mechanistic:

Judge Advocate General's Corps Mechanistic:

: Organic
2 3 4 5 6 7 8

: Organic
2 3 4 5 6 7 8

Organic
2 3 4 5 6 7 8

: Organic
2 3 4 5 6 7 8

 : : - : : : : : Organi c
2 3 4 5 6 7 8

; Organic
2 3 4 5 6 7 8

; Organic
2 3 4 5 6 7 8

Organic
2 3 4 5 6 7 8

; Organic
2 3 4 5 6 7 8

: Organic
2 3 4 5 6 7 8

: Organic
2 3 4 5 6 7 8

2 3 4 5 6 7 3
Organic

Organic
2 3 4 5 6 7 8

Organic
2 3 4 5 6 7 8



Woman's Army Corps

Air Defense Artillery

Medical Service Corps
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Mechanistic:__:__:_:__:__:__:__:__: Organic

1 2  3 4 5 6 7 8

Mechanistic:__:__:_: : :___ :__:__: Organic
1 2  3 4 5 6 7 8

Mechanistic:__:__:_: : :___ :__:__: Organic
1 2 3 4 5 6 7 8

BIOGRAPHICAL D A T A

The information in this section is desired, but is optional; you are not required 

to provide this biographical data. The biographical data will be used only to establish 

the respresentativeness of the sample, and will be helpful in that respect.

1. A G E  (circle)

a. 17-21

b. 22-28

c. 29-35

d. 36-45

e. Over 45 

3. G R A D E  (circle)

a. 01

b. 02

c. 03

d. 04

e. 05

f. 06

2, SEX (circle)

a. MALE

b. FEMALE

4. T O T A L  YEARS ACTIVE SERVICE (circle)

a. Under 2

b. Over 2 but less than 5

c. Over 5 but less than 10

d. Between 10 and 20

e. Over 20
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3 . B R A N C H  (circle) 

a. A D A i. DC q- MS C

b. A C C j- FA r. O R D C

c. A M S C k. FC s. Q M C

d. A N C 1. INF t SIGC

e. A R M O R m. JAGG u. T C

f. CH n. M C V. V C

g- C M L C o. Ml w. W A C

h. CE p. MP C

6. EDUCATION: W H A T  IS TH E  HIGHEST LEVEL OF CIVILIAN EDUCATION Y O U  HAVE 

COMPLETED (circle)

a. Eight years or less

b. Completed some high school

c. Graduated from high school

d. Completed some college

e. Graduated from college

f. Master's degree

g. Doctoral degree

T H A N K S  FOR Y O U R  ASSISTANCE!
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1. Ilo lot.s tliG moiidîors know 
wliaL is (;X[)(!ct.ed of llioiu.*

linlpin & Winer 
10 1 tf.-m knop 

(Post- I ac toria I Sliuly) ̂

^2. Ho lute crew meiiJ)u: s know wliat is 
expoclcd of lliom. (iniliaLijuj 
Stiucturo),

P l(’i fiiimin *s 
SDDÇ) (40 H o m y )
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I.BDy Form XII (1062)

(lUO I Lems

4. lie lots (jioup mcnJiorn know what 1h
exported of I item. (Initial tiu| Struc
ture) .

2. Ho is easy to undtirsl a n d , ** r>. He is easy to und(.*i stand (Considora- 
Lion).

i n .  He is easy to understand. 
(Consideration).

3. Hu trains and develops )un 
subordinates.

4. He expresses appreciation wlien 
a suix;)dinate does a ijood job. **

(i. He expresses appreciation 
vdien cne of us does a (jood 
job. (Consideration).

). He is willing to make changes 26. He is willing to make changes, 
in ways of doing things.** (Consideration).

i o n .  He is willing to make changes. 
(Consideration).

77. He is willing to make changes. 
(Consideration).

6, He takes appropriate action 
on his own.

7. He is tlioughtful and (unsidora- 
ate of others. I

d. He offers new approaches to 
probl(;ms. *

He of fers new approaclies to 
pro))lcms. ( Initiating Struc
ture) .

g . He counsels liis subordinates.

10, Ilo sets high standards of 
per formance. *

17. He maintains definite standards 
of performance. (I ni ti at ing
Structure) .

04. He maintains definite standards of
performance. (Initiating Structure).

11. Ho is technically competent 
to peifoim his duties.



H h K U  i<>ns)>ii> of CONARC Lp<»dorr.])lp u) 11 rimj
l(> Ohio Stnlo SLudiofî

Con! i ncitla I A* my 
CcHimiajul (CoNAhC) I foii is

III loin Winer 
<10 M  em l.IUM,) 

i L * I  <i r t a l  S I \ nl y) '
1‘ l o i Hl nnan  ' n  

3I1DQ (' in Hem:; )

.‘>f{K/fU 1 ) *« 
i.niV ronii xiT
 ( 1 0 0  1 lienio ) ^

12. He ap|)i uacliey each l ank in a 
pen iIive m anner.

13. He conslrncLively cilticizcs 
[xjoi per Cormanco . *

I'l. He nsni‘jns iiiunecllate snb- 
urdiiial.os to spécifie 
lanks.*

y. He criLiciv'.en poo) work . fi ni I i a- 
Liinj Htrucluro) .

14. He assicjns crew iiKMiibery lo pai Li- 
cular tacks. M nit iatin(j Sfrnc- 
tiiio) .

14. He criIicixes poor w o i k .
(Ini Lial.iiuj SI ruct.ui e) .

31. He assipnH people under him
to particular tasks. (luitia- 
tinçï Stiaietui e) .

r>4. He asslijns <jro\ip members lo part.icular 
tanks. (1 nit latine; Structure),

ri. He is v/illiiuj to support 
liis sul)ordi nates.

lb. He knows his men and their 
capabi1ities.

17. He in appi'oaciuible. ** 2H. He is friendly and approachable. 
(Considérai inn).

112, He is friendly and can be
easily approached, Considéra' 
t ion).

He is friendly and approachable. 
(Consideiat ion)

g

IH. Ih: I) i ves délai led instruc
tions on hov; tlie job should 
be (lone.*

I y . Ihi slands U[> for his sulxjrdi- 
nates even tlioucjh it makes 
him un|H)pular wi Ih lus superior,

20. He lets subordinates share in 
decision makiny.

21. He criticizes a specific act 
rather than an individual,**

103. Ilo decides in detail what shall 44. 
be done and how it shall be 
be done. (Initlatiny Structure).

2U. He stands up for his foremen
oven tbouyh it makes him unpopu
lar. (Consideration).

107, He crilicizGs a specific act
rather Ihan a particular individ
ual. (Consideration).

He decides what shall be done and how 
it shall be done. (Initlatiny Structure).



IU>lal:lt)nî>h 1|) of COHARC I^adorshlp Bohavior 1 tnnis 
lo Olilo Slalo SliiuUos

Ct)iitinool;a 1 Army 
Command (CONARC) tloms^

Hal pin K Uinor 
•40 Il.nin IJiOy 

(Post CacloilaI Study)^
1‘lcir.liman's 

Sinx>) («10 Items)’

Stocjcii 11 'h 
I.DOg Form XII (I9(i2) 

(100 Items)'*

22. Ho SCJÜ53 Vliat üulx^rdinates 
luive the matojials they 
nned to woik v/ith.

23, Ilo resists ehaiujes in ways 
of doiiuj thinys. **

Resists chanyes in ways of doiny 
tiiinys. (Sensitivity) .

72. Ilo resists chanyes in ways of 
doiny thinys. ((Consideration) .

24. Ilo row.irds individuals for 
a jo)) wo 11 done.**

3G. Be sees that a foreman is re
warded for a job we11 d o n e . 
(Consideration),

25. Be seeks additional and more 
iiui>oi tant responsil)i 11 ties.

26. Be makes it difficult for his 
subordinates to use initiative.

27. Bo sees to it that people 
under him work up to their 
capal)i 1 ities. *

35. Be sees to it that crew me'ubers are 
woikiny up to capacity, (Initialiny 
Structure).

46. Be sees to it that people under 
him are woikiny up to their 
limits. (Initiatiny SIructure).

o00
2U. Be criticizes subordinates 

in front of others.**
27. Be criticizes his foieman in front 

of others. (Consideration).

29. Be is aware of the slate of 
his unit's morale and does 
all he can to make it hiyli.

30. Be is selfish.

31. Be keeps me infoimnd of the 
true situation, yood and bad, 
under all circumstances.



Holiit.irinshi p of COMAKC I.oadoi shl p BoluivLor Iteiiui 
lo (^hio îJt.olo Sludios

Coiitinantnl Army 
Conunand (COUAUC) I t oma

32. H g treats pcopln in an 
impersonal manner--!ike 
coys in a machine.

haipin & Winer 
40 1 I em I.Ui)y 

(Post TacloriaI Study)^

Treats crew memJjers like <;o<|s in a 
machine, (Production emphasis).

rioishnian 's 
811% (‘lit 1 Luma) 3

Sio</di 11 's 
LBDQ lorm Xfl (1902) 

( too I terns

33. Ilo dislorisreports to make 
his unit look better.

34. He hacks up subordinates 
in the)r actions. **

21. He backs up the inem))Gis in their 
actions. (Consideration).

100, He backs up his foremen in their 
actions, ((’onsidoration).

39, Ho communicates effective
ly witli his sulx.)tdinatos.

3(>. Ho explains the reason for 10, He refuses to expiain his actions. 07,
actions to his sulxjidinates, ** (Consideration).

lie refuses to explain his 
actions, (Consideration).

07, He refuses to explain his actions, 
(Consideration).

37, lie establishes and main
tains a hiyh level of 
discipline.

3 U . He draws a definite line 
between himself and his 
subordinates.

39. He is overly aiiUiit ious at tlie 
expense of liia subordinates 
and his unit.

40. He sets I he example for his 
iiuMi on and off duty.

g

41. He fails to show an appre- 
ciation for priorities of 
w o r k .



Holntl()iif3hi{) of CONARC Leaderahii) IU;|i,ivior Itumn 
to Ohio Statn Studins

Cant iimnl a 1 Army 
Command (CONARC) I terns

Ilalpin Ü V/iiuu 
-10 II nm IBDQ 

(Post Factorial Stndyj2
Floislnnnn *a 

SDDy («1U Itnnis) 3

S t o q d l U  
I.HDg Fonn XII

(iOO It .oms)
(1962)4

42. Ho domands rnsults on timo 
without connideriiuj tlio 
capahi1i Lios and we I faro 
of hio unit.

43. Ho hositatos to tako action
in tho aiisonco of instructions.

6. He is hesitant alx)ut taking
initiative in the group. (Role 
Assumption).

M O T F S :

o

1 . r.oadotslii|i tor I’rofoasionalB, Report of the COIlftUC I.endeishlp Roard (Fort Dragq, N. C. : Continental Army Command I.eadeiKliip Hoard, July, 1971),
ApiHiiidix D. This instrument V)as adapted from l.eadoisliip for the 1970's; U.S. Army War College (USAHC) Study of lx?adership for the P rofessio nal 
Soldier (Carlisle Barracks, Pa. : U.S. Army War College, 1971), pp. II4-D10. Tlie USAWC Items were derived from the Oliio State University research
on leadership behavior. Tlie study states that "almost all of the specific things a leader does when he leads will fall under tho heading of 
either Consideration ... or Initiating Structure" (p. 3), and Infers tliat the 43 items can he categorized under one of the other of these two 
dimensions.



2. AiuUov/ W. Ihiïpin and B. James Wlnor, "A Factorial Study of the header Behavior Descriptions," in Balph M. Stoijdill and Alvin K. Coons (hds, ) ,
Leader Behavior: its Description and Measurement (Colnmbns: Ohio State Univeïslty, Bureau of Business Research, 1B57), pp. 39-51. Items were
derived from factor analysis of 130 of the original 150 LBDQ items. Only Consideration (15 items) and Initiating Structure (15 items) dimensions 
were scored. Dimensions represented in the AWC Study:

Initiating Structure - 6 items.

Consideration - 5 items.

Item 34 of the COMARC study above, "Be backs up the memliors in their actions", appears in Balpin'o Manual for tlie Leader Behavior Description 
Questionnaire (1957), and differs from item 21 in the Balpln and Miner version,

3. Ldwin A. Fleishman, "A Leader Behavior Description fî r Industry," in Ralph H. Stogdill and Alvin F , Coons (Hds.), Loader Behavior; Its Description
and Measurement (Columlnis: Ohio State University, Bureaii of Business Research, 1057), pp. 103-119. Research involved factor analysis of 13B Items
derived from earlier scales. Item numbers sliown alcove are the pie-factorial study item numliors from tlie 13C» item questionnaire, (Tiie item numbers
for the new 40-item revised Supervisory Behavior Description Questionnaire (SBDQ) wore not reported in the research, but the SBDQ consisted entirely
of Die 2Ü Consideration items and 20 Initiating Structure IIems shown on pages lOB-109, Dimensions represented in the AWC Study;

Initiating Structure - 6 items.

Consideration ~ 11 items.

4. Ralph M. Stogdill, M anual for the 1/oador Behavior Description Questionnaire-Form XII (Columbus: The Ohio State University, Bureau of Business Research,
1963), and Loader Behavior Description Questionnaire-Form XII (Columbus% Tlie Ohio State University, Bureau of Business Research, 1962), Items were 
developed for new "hy|X)t)ietical" subscales, along with Consideration and Initiating Structure based on "theoretical considerations" and a survey of the
1iteratuie. "Questionnaires incorporating the new items were administered to successive groups. After item analysis, the questions were revised, 
administered again, reanalyzed, and revised," Form Xll represents the fourtli revision of tlie questionnaire and incorj^orates 12 subscales of wliicli 
only 3 are represented in the AWC study:

M
Initiating Structure - 4 items.

Consideration - 3 items.

Role Assumption - 1 item.

* One of the .even Item, .elected to represent the Coneideratlon dimen.ton In thi. re.e.rch.

** One of the .even Item, .elected to repre.ent the Initiating Structure dimension In till, research.
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DEMOGRAPHIC CHARACTERISTICS 
RESEARCH SAMPLE (U. S. ARMY DATA BANK)

Characteristic

Number of 
Respondents 

(N-233<t)

1, Age
17-21. . . .   2
22-28............. 814
29-35............. 562
36-45............. 736
Over 45.....    219
Missing Data........ 1

2. Grade
Second Lieutenant... 64
First Lieutenant.... 217
Captain. .......  751
Major............... 55^
Lieutenant Colonel 578
Colonel.......  166

3. Sex
Male.............  2262
Female........  63
Missing data...... 9

Proportion
of

Sample

.001

.349

.241

.315.094

.000

.017

.093.322

.239

.248

.071

.969

.027

.004

Characteristic

Number of 
Respondents 

(N=2334)

4. Years Active Service
Under 2 ................................................. 2 0 0
Over 2 ,  under 5 ......................    4 7 3
Over 5 ,  less than 1 0 . , , , ,  4 0 0
Between 1 0  and 2 0 ....................  9 0 2
Over 2 0 ................................................. 35%
Missing data...........  5

5 . Education
Eight Years or less,  0
Completed some high school 5 
Graduated from high school 3 9  
Completed some college... 468 
Graduated from college,.. 1 3 0 2  
Master's degree or higher 5 1 5  
Missing data............. 5

6. Race
American Indian.......... 9
Caucasian  ........2175
Negro. ......    1 2 2
Oriental  ..... 1 4
Other.  ..........    8
Missing data.  ........  6

Proportion
of

Sample

.086

.203
,171
.386
.152.002

.000

.002

.017

.201

.558

.221

.002

.004

.932

.052

.006

.003

.003



(Continued)

Number of Proportioi
Respondents of

Characteristic (N=2334) Samp]

Branch
,060Air Defense Artillery,, 141

Adjutant General Corps, 67 ,029
Armor............... 187 .080
Chaplain............. 35 .015
Chemical Corps....... 31 ,013
Corps of Engineers,,,,, 132 .057
Field Artillery...... 290 ,124
Finance Corps.... .,,, 30 ,013
Infantry........ ..... 496 ,213
Judge Advocate General, 21 ,009
Medical Corps........ 68 .029
Military Intelligence,, 115 ,049
Military Police...... 76 ,033
Medical Service,,,,,,,, 108 ,046
Ordnance Corps,,,,,,,,, 120 ,051
Quartermaster... ..... 93 ,040
Signal Corps.... .,,,, 147 ,063
Transportation Corps,,, 
Woman's Army Corps...

104 .045
27 ,012

Missing Data......... 46 ,020

Characteristic

Number of 
Respondents 

(N“233^)

Proportion
of

Sample

7. 8. Mission
Divisional Forces  9^9
School and Training,.., 459
Field Artillery......  29
Support and medical,,., 230
Headquarters post/units 277
Research & development, 201
Specialized units  34
Intelligence.........  7<>
Air Defense Artillery,, 68
WAG.................  11

9, Geographic Location 
Continental U, S, A, ,, 1699
Germany.............  35̂*'
Pacific.............  179
Alaska,,,................63
Other...............  39

.407

.197

.012

.099

.119

.086

.014

.032

.029

.005

.728

.152
,076
,027
,017

I
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