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ABSTRACT

A FIELD STUDY OF LEADERSHIP IN A COMPLEX ORGANIZATION

By
Charles J. Coen

Lt. Colonel, USAF

This field study was designed to investigate and expand upon

f Leadership Effectiveness. The Fiedler

the Fiedler Contingency Model o

model considers that leadership effectiveness {s an interactional func-
tion of the leadership style of the leader (his underlying need struc-

ture in terms of relative emphasis upon "ynitiating structur

e'" and

ss for the leader which

"eonsideration') and the gituational favorablene

(1) the group atmosphere as perceived by the leader,

group's task is structured, and (3) the

consists of:

(2) the degree to which the

leader's position power. From his extensive research with many different

gorized the degree of gsituational favor-

types of groups, Fiedler has cate
r into eight octants. For each octant he indicates

ship style of the leader and the

ableness for the leade

the median correlation between the leader

group's performance of its primary assigned task. These relationships

In a weaker hypothesis, Fiedler suggests that the

are clearly testable.
more task-oriented leader will have more productive groups in very favor-

able and very unfavorable situations for the leader, and the relationship-

oriented leader will have moreé produCtive groups in situations that are

intermediate in favorability for the leader.

In attempting to improve the Fiedler model, the author triangu-
nt measures in addition to the

lated leadership style by two independe
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h independent measures presumably relate to the

Fiedler test measures; bot

neonsideratien' dichotomy. The Blake-

game "initiating structure"

Mouton managerial ranking instruments were also administered, and the

or of the subjects daily for thirteen weeks

author observed the behavi

and coded the i{interactions, using the Borgatta-Crowther Interaction

Process Scores. The author also correlated biographical and sociometric

explored three research questions

data with the Fiedler test measures,

suggested by Fiedler, and analyzed model hypotheses for the entire leader-

as well as for the single

ship group and the functional subgroups,

leader.
The research subjects were a major university football team

g the fifteen year tenure of

yers for the 1969 season

which has been successful durin the current

n coaches and eighty-one pla

ere completed by fourteen former

head coach. All te

were studied, and test instruments W

ead coach. Ninety-nine per cent response

assistants to the current h

was achieved with little unusable data.

The organization's results did not support the model's predic-

d coach or the total leadership group. This

tions for either the hea

1 condition of high gituational

finding was consistent for both an initia

nd a subsequent downward revision of situ-

favorableness for the leader a

g based upon feedback of nega

g of the model hypotheses over a

ational favorablenes tive organizational

artificial testin

e team studied did not suppor

results. Moreover,
t model predictions

sixteen year period for th
d coach or the total leade

o the model must be considered in

for either the hea rship group. These results

suggest that variables exogenous t

explaining the results.
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Exploration of the three research questions suggested by Fiedler

indicated: (1) since the head coach and the total leadership group per-

ceived the group atmosphere with reasonable accuracy, this factor evi-
dently did not cause the anomalous findings; (2) attempts to clarify the
behavioral meaning of middle range test scores were inconclusive, but

they did emphasize an important deficiency in the theory since a large
proportion of test scores fall into this range; and (3) behavior by
different leadership types in response to feedback of negative organ-
izational results did not appear to support Fiedler's secondary hypotheses.

This research uncovered other problems with the model, particu-

larly the validity of the leadership test instruments for measuring
behavior.
Methodological difficulties of the study itself as well as

other residual uncertainties may have contributed to findings that do

not support model hypotheses. Considering the potentially great oper-

ational significance of this type of model, however, the author suggests

that improved, comparative and longitudinal replicatory studies be

conducted.
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CHAPTER I

INTRODUCTION

Background to the Research

In 1967, an eminent leadership theorist wrote:
And yet, even though we believe that the health of our
economy, the success of organizations, and the survival of
our institutions depend to a considerable extent on the type
of leadership we are able to get, we know next to nothing
about the factors that make the leader effective or ineffective.l
The quest for a better understanding of leadership spans man's
recorded history, but a strong interest in leadership research has pro-
liferated since World War II. Most leadership research has been of the
"small group" variety. McGrath and Altman summarize the characteristics
of such research:
...The typical study is done by an academic, with supporting
funds from some military service, using the laboratories
(and sophomores!) of his university. It involves a rela-
tively small number of variables, covering a limited oper-
ational and substantive range. The study is done more or
less in isolation from other small group research endeavors,
in the sense that it seldom attempts to replicate the findings,
variables, or studies of others. It is done at a fairly rapid
pace and is often reported in several different forms ee.2
Their review of the bibliography of 2,200 small group studies indicates
8 slight increase in the decades 1920-1950 and an exponential increase
in the 1960's. Less than 5 per cent of these studies, however, were done
in natural settinga.3 The author's review of studies exclusively per-
taining to leadership generally found comparable patterns. Indicative

of the growth of leadership studies, an advanced Psychology Seminar on

Leadership and Leadership Development conducted at Michigan State

.
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University in 1959 listed a bibliography (acknowledged to be incomplete)
of 752 essentially unduplicated entries. In 1964, a Professor of Manage-
ment at Michigan State University prepared an updated bibliography on
leadership which contained 967 different entries. Since that time,
leadership bibliographies have not been updated at this university be-
cause of the information explosion within this area.

Although there are no signs of declining concern with the phenom-
ena and problems of leadership, the results of the post-World War II
research on leadership indicate that the subject is much more complex

than was previously thought.

The Fiedler Contingency Model

Recent leadership research in the United States has emphasized
situational/interactional models. One model which is currently receiv-
ing great attention is the Fiedler Contingency Model of Leadership Effec-
tiveness. In 1966, Porter referred to this model as 'the most significant
new advance in the area of leadership theory."" The Fiedler model, which
1s the primary research focus for this thesis, considers that leadership
effectiveness is an interactional function of the leadership style of
the leader (his underlying need structure in terms of "initiating
structure" and "consideration"); and the situational favorableness
for the leader which consists of: (1) the group atmosphere as perceived
by the leader; (2) the degree to which the group's task is structured,
and (3) the leader's position power. From fifteen years of research
with many different types of groups, Fiedler has categorized the degree
of situational favorableness for the leader into eight octants. For

each octant he has indicated the median correlation between leadership
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3

style and group performance in terms of its primary assigned task.
These predicted relationships are clearly testable. In a weaker hypoth-
egis, Fiedler suggests that the more task-oriented leader will have more
productive groups in very favorable and very unfavorable situations for
the leader, and the relationship-oriented leader will have more produc-
tive groups in situations that are intermediate in favorability for the
leader.

The Fiedler model is an attempt to bring coherence to a mass
of contradictory findings in research concerning leadership effective-
ness. If valid, this model has vital operational implications for groups
and organizations since it suggests that the most feasible way of increas-
ing leadership effectiveness in an unsatisfactory situation is to change
the situational factors so that they are more compatible with the
leader's style. This approach is in distinct contrast to theory that
the leader should be trained to adapt his leadership style to the particu-
lar situation or that a certain leadership style is universally superior
in any type of situation, neither of which has demonstrated generalized

operationality.

Research Subjects

The author's research preference is represented by the injunc-
tion: "By highly disproportionate use of laboratory settings alone, we
hay gain much information about behavior in the laboratory, but we may
neglect the bridge from laboratory to real-life settings."? Consequently,
a field study was chosen in which the research subjects were members and
Coaches of a successful major university football team. A football team

1s a formal organization as traditionally defined. It rationally

b







4
coordinates its members to achieve a common explicit goal through a
division of labor and through a hierarchy of authority and responsibility.
And most important, it provides special advantages for conducting field
research in leadership theory:
1. There are only three levels in the organizational hierarchy,
the head coach, assistant coaches and staff, and players.
2. There is relatively immediate and unambiguous feedback of
organizational results from the outcome of games.
3. The size of the total organization permits census data of
the total membership.
4. Operations facilitate behavioral observation with minimum
influence or interference by the researcher.
The subjects were not chosen solely because of these advantages.
In recent years there has been an increased interest in sports teams by
social psychologists studying leadership theory. As early as 1951,
Fiedler, Hermann, and Rudin conducted a leadership study of high school
basketball teams; and, in 1963 Stogdill, continuing the direction of the
Ohio State Leadership Studies, studied the Ohio State University football
team to test hypotheses concerning the correlation of motivational inputs
and organizational achievement.
In 1969, Campbell reported on the Strong Vocational Interest
Blank Management Orientation scores of 23 samples of outstanding profes-
sional men. This scale 1s considered to accurately reflect interests in
banagerial activities in the traditional sense. '"Those scoring higher
on the scale are in occupations which presumably place a premium on
aspirational, action-oriented, and dominating behaviors."®

The sample of thirteen of the top twenty-five football coaches

L
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at major universities, as measured by lifetime won-lost record, had the
second highest ranking mean score of the twenty-three professional
groups sampled; the coaches were second only to corporation presidents,
and ranked higher than samples of generals, admirals, astronauts, and
state govemors.7 Moreover, university football coaches are in the
forefront of other areas of leadership and psychoanalytic research
interest, most notably: (1) the confrontation of traditional authori-
tarian leaders, and followers socialized toward greater questioning of
authority; (2) the stimulating of higher order needs of group members
to secure greater commitment to organizational goals; and (3) cultural

implications, including those dealing with individual aggression.

Research Questions

In this study, the author has attempted to improve Fiedler's
model and the initial questions explored this model. For example,
research questions included determining: (1) the leadership styles of
the coaching staff based upon Fiedler's interpretations of the test
scores on leadership style; (2) the model octant for the team studied
based upon Fiedler's measures of leader-member relations, task structure,
and position power; and (3) whether actual organizational effectiveness
vas consistent with the predicted relationship between leadership style
and situational favorableness for this octant.

However, many of the research questions are based upon the
model improvement approach. These include three questions that Fiedler
suggested for further study:

1. To what extent is the leader's perception of the atmosphere of

of his group based on the reality of the situation?

L
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6
2. Since Fiedler's theory deals with two styles of leadership

which are measured by test scores indicating high task or

high consideration, what is the meaning of the leadership

style for individuals whose test scores fall into the

middle range?

3. What changes in behavior occur among leaders who have

different leadership styles when there are changes in situ-

ational favorableness, including feedback to the group and

the leader concerning their performance?

Besides the basic model, and investigation of the questions
suggested by Fiedler, the author has triangulated the leadership style
of the coaches with two other measures: first, leadership style instru-
ments which indicate each coach's perceptions of himself, his perceptions
of his peers, superordinates and subordinates; and, second, continuous
beha\.zioral obgervations for thirteen weeks (from pre-season to post-
season) for subsequent classification and analysis. Also, leadership
style and group atmosphere instruments were administered to the followers,
and biographical and sociometric data were gathered for analysis of
correlation with the test instruments administered. Other factors

investigated were the pre-season "level of expectations,"

and changes
in group atmosphere as a function of the degree of achievement of such
expectations. Also, hypotheses concerning the Fiedler model were con-

currently analyzed in terms of the total leadership group and functional

/ subgroups, as well as the single leader.

L
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Overview of the Thesis

Chapter II briefly reviews the historical development of
leadership theory to provide the context for the Fiedler model and the
research design. The Fiedler model is described and related to other
well known leadership concepts.

Chapter III provides a detailed description of methodological
considerations to facilitate further analysis of the data reported and
to support replication and extension of this study by other researchers.

Chapter IV provides information concerning unusual organiza-
tional features and motivations of football teams to enhance the under-
standing of the findings. First, it discusses sports psychology find-
ings relevant to this study, and different leadership concepts of
successful football coaches. It then focuses on the peculiar organiza-
tion features and operations of the team studied.

Chapter V chronologically describes the 1969 season of the
team studied as seen by organization members, the author, and outside
observers. It provides initial findings from the behavioral observa-
tion phase, and other background data, which are vital to evaluating
findings subsequently reported.

Chapter VI provides the predominant body of findings concern-
ing the basic and expanded Fiedler model, both in macro and micro terms.

In Chapter VII, the findings from Chapters V and VI are dis-
cussed in terms of the degree of support for the Fiedler model and
problematical areas. And finally, Chapter VIII summarizes the major

results of the research and suggests possibilities for future research.

-
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CHAPTER II

DEVELOPMENT OF LEADERSHIP THEORY

Introduction

Few areas in the behavioral sciences have attracted as much
attention as leadership, but there is still not a coherent body of
doctrine which may be labelled a theory of leadership.l

"Authority, power, and leadership form an influence syndrome in
organizations. It is impossible to separate them in a concrete situation.
They are mutually interacting and reinforcing."2 Within this thesis,
leadership is often discussed as a segregable entity. However, the
design and findings of this research carefully considered the inter-
action of these three forces.

To provide the context and underlying logic of the research
design of this thesis, this chapter briefly discusses: the historical
development of leadership theory; definitional approaches; major theory
groups -- "Great Man," trait, and situational; the initiating structure/
consideration, behavioral dichotomy; and, finally, a description of the
primary leadership theory investigated within this thesis -- the Fiedler

Contingency Model.

Historical Development of Leadership Theory

Throughout ‘history _there has been a continuous 1nterest in the
\-—- -

o et S LT Mt | eememan g im s s

e s R,

subject of leadership. This haq_gartially stemmed from the assumption

e e A e =






10
that group effectiveness, morale, and leadership are all intimately re-

lated to one another. But modern research has indicated that the inter-

— et e T ST

actions of these factors are exceedingly complex.

N e

Representative of the historical interest in leadership was the

Chinese philosopher Lao.Tzu who, in the»6th century B.C., tl_xeio‘riz‘ed that
the leader is most effective when those being led are not aware of his

leade_rahip. behavior. He concluded that under such leadership?“ when the
task is completed, the followers _wi]l.l_b‘elievewtbe_y have accomplisheci it

thems_el)les.3 In the 3rd century B.C., Plato considered leadership in his

construction of“the ideal state.4 In the 1lst century A.D., Plutarc_h was

s i

perhaps the first famous exponent of the "Great Man" approach to leader-

ship in his Lives.5 Machiavelli, in his 15th and 16th century writing,

—— e g

which was transitional to modern political concepts, discussed leader-

ship within the context of power and emphasized a dichotomy between love
and fesr 1n terms of leader-follower relsatior;s.6 The_l‘a‘t/e.?th and early‘
20th century work of Sigmund Freud theorized that a leader emerges in a
group Vvhen_vother members of the group find in the leader the object of
afff'.‘?tion. Because group members all experien_ce_ _a siuiisr feeiing for
the leader, Freud suggested that they are drawn closer to one another

7

PBYChologically. And, in the 1920's, Max Weber discussed leadership

8
within the context of modern bureaucratic organizations-

'/ Development of Leadership Theory in the United States
i Within the United States, modern leadership theory has developed
| from a confluence of personnel researcﬁ in psychology and organizational
. ‘ ‘\ 1 milieu.

. research in sociology energized by dynamic changes in the socia.

From 1880 to 1910 the United States underwent the most‘rapid

L
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economic expansion of any industrialized couatry for a comparable period

of t::»i.me.9 "The speed of economic expansion was reflected in the ruthless

practices of American business leaders and in the strident ideologies

espoused during this time."]'(J In 1897 American trade-unions had 447,000

members. By 1905, membership had increased to 2,072,700.

That fivefold increase was accompanied by considerable violence
on both sides; for in a world which subscribed to the struggle
for survival with such single-minded vigor, it was likely that
each group would assert itself with all the means at its dis-
posal and_would not count the social and human cost of the
atruggle.ll

Ideo%ggically,” the rapid development of unionization in the
United States led to a dilemma for management, namely, how do you main-
tain a competitive ideology if management must form coalitions to combat
guyg" f\.;.r‘\d‘ament;‘ally, and if management could only dispose of the "bad
guys" -- union leaders, they could help the workers achieve their mutual
goals. In the early 1900's this dilemma provided the rationale for the
"scientific manggemgnt" pioneers-Taylor, Gantt, Gilbreth et a1.1?

By ch'}‘qu_e};_ml _gignificant changes had occurred in the American
social structure, including: urbégization, the aevelopment of large
scalgqprganizatyiyons with specialization of labor, increased demand for
8°9£1§_l_ and a shortage of labor. The labor shortage led to a great con-

cern with improved administrative skills, and the emergence of personnel

psycholegy directed toward increased satisfaction of workers. Whereas

P A n

the scientific managers were concerned with integrating workers with

management goals in terms of physical and mental skills, by the 1920's

—~———

Dale Ca):'n'eg_j.e.13 and others were proposing how management could achieve

its goals by "influencing" workers. By the end of the 1920's a new
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"Doomsday Group' was forming who had great influence on subsequent
leaiifggi;_;li._é;‘t;_t.leory. This group contended that industrialization had
brought about the alienation of the workers and that anomie was sweeping
society. Elton Mayo's work in the 1930's appears to have been a peculiar

interpretation of the theoretical path of alienation as developed by

Karl Marx and Emile Durkheim. Mayo's Human Problems of an Industrial

Civilization focused upon social relationships as the vehicle to inte-

grate the individual into the work group. Mayo argued that both the

logic and non-logic of work groups must be understood. Although the

worker's self-respect derives from the work group, management's problems

in motivating workers result from their emphasis on the individual and

not the group. Mayo asserted:

It is at least evident that the economist's presupposition
of individual self-preservation as motive and logic as instru-
ment is not characteristic of the industrial facts ordinarily
encountered. The desire to stand well with one's fellows, the
go-called human instinct of association, easily outweighs the

merely individual interest and the logic of reasoning upon, .
which so many spurious principles of management are based.

Mayo also contributed a new vocabulary of motivation for the

managerial interpretation of managers and workers and equated leadership

success with the "human-social" skills which would result from the system-

atic training of future managerial el:lte.-:!'5

Concurrent with the development of the Mayo "school,'" World War
1I industrial and military personnel requirements led to a proliferation
of academic psychologists with newly developed skills in measuring
attitudes, beliefs, perceptions, expectations, motivations, etc. Part
of this psychological evolutionary emphasis upon motivating men to work

was the generation of requirements to manipulate one's own personality to

achieve the ability to motivate workers. A manifestation of this
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development was the rise of the '"charm schools'" in the 1940's as well
as expansion of personnel management into a specialized organizational
function.
Several different research directions arose from Mayo's work.
The Harvard Business School approach, exemplified by Roethlisberger and

Dickson's Management and the Worker,16 emphasized a clinical, case study,

psychological approach. Alternatively, a small group dynamics approach ..
led by Kurt Lewin investigated what kinds of leadership most effectively
influenced group cohesiveness and product:ivity.]'7 A basic stimulation

to this latter approach was the rise of Hitler and totalitarianism in
Europe in the 1930's. This led to authoritarian personality studies,

with children as a frequent subject of research. The researchers from
this school represented a democratic ideological bias which has persisted
in much current leadership theory description and prescription. An off-
shoot of this approach was the major Ohio State University leadership
studied of the 1950's and 1960's.

From the case study and laboratory group dynamics research
approaches previously described, a mew amalgamated approach appeared to
evolve. This approach shifted from the University of Iowa to the
Massachusetts Institute of Technology to the University of Michigan Sur-
vey Research Center. This approach represented social psychologists
attempting to apply their methodologies to both small groups and complex
O‘r_gani_zat‘ions. The work reported by Rensis Likert eminently summarizes
the direction of this reseaalrch.18 Likert's basic assumption is that
human factors involved in productivity are seldom considered in the
emphasis upon production measures. Likert proposes, as a result of a

large number of research investigations, that by creating an atmosphere
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of trust and mutual respect within the work group, the supervisor will

N— JURSEEN

tap the ego motives of the worker and by the workers developing a sense
of "participation" in managerial goals, such goals will be internalized
by the worker.

Other research approaches to leadership theory, which do not fit
within the three general approaches previously discussed, are exchange

theories, such as Homaams,l9 and decision/game t:heory.20

Definitions of Leadership
Having traced the general background of the development of

leadership theory, it is useful to consider some of the definitional
approaches to leadership prior to examining leadership theories in
greater depth. There are an array of popular, non-research oriented
definitions. For example, Peter Drucker contends that:
/. +..leadership is not magnetic personality- that can just as

well be demagoguery. It is not "making friends and influ-

encing people' - that is salesmanship. Leadership is the

lifting of a man's vision to higher sights, the raising of

a man's personality beyond its normal limitations.
Also, because of different approaches used in the study of leadership,
there is little agreement on operational definitions indicated in the
literature. Carter identifies five approaches to identification of the
leader: (1) polarization of members of a group around some central
person; (2) the person able to direct a group toward its goals; (3) the
person selected by group members to lead them; (4) the person able to
facilitate group action in terms of a specific dimension such as
sociability or integration; and (5) the person demonstrating certain
behavior, 22

Stogdill considers that in a leadership situation there are a

Mnimum of at least three social conditions: (1) the presence of a
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group; (2) a common task or group objective; and, (3) a differentiation
of responsibility within the group. He then defines leadership as:
"...the process of influencing the activities of an organized group in
its efforts toward goal setting and goal achievement."23 Bennis sees
leadership as: '"...the process by which an agent induces a subordinate
to behave in a desired manner."24
Bavelas changes the focus of analysis away from the setting of
leadership toward the act of leadership itself. He defines leadership
acts as those which enable the group to achieve its objectives by giving

assistance in making choices: "

w25

.+.leadership consists of uncertainty

reduction. Selznick notes that "...leadership has a unique obliga-
tion to manage the relationships between a system and its environment,

particularly in reference to the key functions of setting goals for the
organization and defining the values or norms in terms of which the

organization must basically develop a sense of identity."26

Fiedler,
for the purpose of performing research on leadership effectiveness has
defined the leader as:
the individual in the group given the task of directing and
coordinating task-relevant group activities or who, in the
absence of a designated leader, carries the primary r§§pon-
sibility for performing these functions in the group.
For the purposes of the research described in this thesis, Fiedler's
definition is accepted with the following clarifications. First, the
definition is taken to apply to the head coach, and all assistant coaches,
of the football team studied. Second, considering the authority matrix
suggested by Etzioni,28 and indicated in Figure 1, the coaches were

hypothesized to possess cell 1 authority wherein they have both the for-

maldesignation as team leaders as well as personal acceptance of their
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leadership by the players. Similarly, players were hypothesized pre-

dominantly to have cell 4 authority, with a few having cell 2 authority.

FIGURE 1

POSITIONAL AUTHORITY
(Traditional + Rational)

+ -
1 2
+ Formal Leader Informal Leader
Personal (Natural + Designated) (Natural)
Acceptance
3 Designated 4
- Headship Follower

Further, the coaches were considered as fulfilling the requirements of

legal/rational authority in terms of Weber's construct:.z9

Leadership Determinants

Different approaches to leadership theory have already been dis-
cusgsed in terms of differences in emphasis in general methodology, i.e.,
case study, small group dynamics, application of small group findings to
complex organizations, etc. Different theoretical approaches also have

been taken in determining the answer to the question who will lead and

e —————
who will follow? Some of these theories have been discredited and others
"M e R e e o o R ) . e

have been maintained in modified form. The only conclusion that may be
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stated with any degree of certainty is that the field is in a state of

- e g

considerable flux. The quantity of research is tending to increase geo-
—— e

metrically without corresponding advance of the state-of-the-art. The
following discussion describes the thrust of several of the differing

theoretical approaches to leadership determinants.
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""Great Man' Theory

"Great Man" theory attaches extraordinary powers to the charac-
ter of the great man. By studying the lives and biographical character-
istics of outstanding leaders, it is believed that it might be possible
to find clues for success on a more modest scale. Although this approach
persists in popularized non-scientific forms, it is given little credence
as offering a generalized explanation of leadership. Nevertheless, serious
research continues to investigate leadership within the framework of this
theoretical construct. For example, Borgatta, Bales and Couch have con-
ducted laboratory experiments to investigate their formulation of "great
man" theory which they define as: "The most effective group is the one
vhich has the most adequate all-around leader ('great man').";_f Their
operational measure asserted that a "great man" should possess each of
the following three independent qualities to a great degree: (1) task
ability, consisting of leadership and I.Q.; (2) individual assertiveness;
and, (3) social acceptability. Then they determined "greatness" in terms
of the product of these four measures to emphasize the need for simul-
taneous occurrence of the qualities. Their laboratory experiments in-
volved 126 male enlisted Air Force personnel working in 3 man groups to
test a series of hypotheses such as: '"Great men will tend to remain
great men over a series of sessions."3l They concluded that: "In
general, the great man principle of group composition appears to have

n32 It is difficult to relate findings from this

much to recommend it.
type of laboratory study to leadership effectiveness in complex, situ-

ational environments in ongoing organizations.
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Trait Theory

Logically flowing from "Great Man" theory, which attached extra-
ordinary powers to the character of the leader, was the formal trait
approach which generated many studies to determine the physical, intel-
lectual, and personality traits of the leader, usually the formal leader.
Typical of early evaluations of leadership traits were the lists proposed
by two military men, Munson and Miller. Miller maintained that out-
standing military leaders were typified by a personality structure mani-
festing self-control, assiduity, common sense, judgment, justice, enthu-
siasm, perseverance, tact, courage, faith, loyalty, and other traits.33
Munson suggested the following general leadership traits: personality,
manner, use of language, tact, cheerfulness, courtesy, justice, and
discipline. 34

Bird reviewed trait leadership research conducted prior to 1940
and found that only approximately five per cent of the "discovered"
traits were common to four or more investigations.35 Stogdill surveyed
the literature eight years after Bird and reported that trait studies of
leaders continued to result in contradictory findings. He indicated that
the only conclusion that received reasonable support was that leaders
exceed non-leaders in intelligence, scholarship, dependability, respon-
sibility, activity and social participation, and socioeconomic st:at:us‘.:;6
Even these conclusions appear questionable in terms of their operation-
alization. For instance, much research concerning intelligence as a
candidate, universalist, leadershii: trait suggests that: (1) the leader
tends to have an intelligence higher than the average in his group; and

(2) there is an absolute limit to the superiority of intelligence

which a leader may possess. But so much of the evidence in this area
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derives from studies of children's groups that its applicability to
adult situations is doubtful.37 Further, such a generalized trait as
intelligence is questioned on dual grounds. First, it is suggested such
a trait must meet minimal qualitative aspects in correlation with other
traits such as communicative ability, and sensitivity in a total per-
sonality configuration. Second, the equilibrium demands of a given in-
fluence field determine the personality pattern most suitable to meet
the needs of the situation.38

Gouldner39 summarized the inadequacies of the trait approach as
follows:

1. Those proposing trait lists usually do not indicate the
relative importance of the traits enumerated.

2. Some of the traits mentioned in a single 1list are not
mutually exclusive.

3. Trait studies usually do not discriminate between traits
facilitating ascent to leadership and those enabling it to be maintained.

4. Trait studies do not indicate whether, and which, leadership
traits exist before and which develop after leadership is assumed.

5. Trait theorists seem to assume that the leader's person-
ality can be, or is, described if all the traits by which it is composed
are determined. This implies that a personality is the sum of its com-
ponent traits and appears to ignore one of the fundamental properties of
personality, its possession of organization. The same "trait" will func-
tion differently in personalities which are organized differently.

Gouldner offered a stimulating, constructive criticism of the
traitist approach in suggesting:

...when investigating the personalities of leaders, we are
perhaps overly influenced by an individualistic bias. It
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may be that for certain purposes a useful unit of examina-
tion would be all the leaders of the group, treated as an
entity, rather than the individual leader ... Different
personality cores might thus be established for different
kinds of groups.

Once determined and validated, such group personality
cores may be useful for leadership selection....40

Cartwright and Zander suggest that one major reason for the dis-
appointing outcome of the trait approach to leadership theory may be
that personality traits are still poorly conceived and unreliably mea-
sured. They indicate that researchers are coming to the conclusion that
certain minimal abilities required of all leaders are widely distributed
among non-leaders and that the traits that are effective in one situa-

tion may not be effective in a different situation.“‘

Situational Theories
Whereas the traitists view the individual as an active ingre-
dient in the leadership role, the group being passive in either accepting
or rejecting the leadership, the situational theorists, who have great
current popularity, reverse this emphasis. They theorize that the situ-
ation or environment is the primary variable in determining who will
rise, and be effective, in a leadership setting. Sanford describes the
situational approach in stating:
It now looks as if any comprehensive theory of leadership
will have to find a way of dealing, in terms of one consistent
set of rubrics, with the three delineable facets of the leader-
ship phenomenon:
1. the leader and his psychological attributes
2. the follower with his problems, attitudes and needs, and
3. the group situation in which followers and leaders relate.
To concentrate on any one of these facets of the problem represents
oversimplification of an intricate phenomenon.

Tannenbaum and Schmidt further develop the foregoing factors. They con-

tend that among the important forces affecting the leader are: his value



21

gystem, his confidence in his subordinates, his own leadership inclin-
ations, and his feeling of security in an uncertain situation. Important
forces in the subordinate include: the subordinate's own personality
variables and his set of expectations about how the superior should act
in relation to him. Concerning the significant forces in the situationm,
they identify: the values and traditions of the organization, including
the concept of what is a "good" leader; the size, geographical distribu-
tion, and degree of inter- and intra-organizational security required to
attain organizational goals; the experience of the group in working to-
gether; the commonality of backgrounds and interests of the group members;
the nature of the problem and the kinds of knowledge needed in its solu-
tion; and, the pressure of time.43 Tannenbaum and Schmidt conclude that
the successful leader:

«».can be primarily characterized neither as a strong leader

nor as a permissive one. Rather, he is one who maintains a

high batting average in accurately assessing the forces that

determine what his most appropriate behavior at any given time

should be and in actually being able to behave accordingly...44

The Fiedler leadership model to be discussed in detail shortly,

although a situational theory, is not as optimistic as Tannenbaum and

Schmidt and others concerning the adaptability of behavior of the leader.

Leadership Roles

Subéumeé under the situational approach to leadership theory are
conceptual formulations emphasizing the interaction of leadership roles
and functions with situational variables. It is suggested that the pri-
mary determinant of who shall lead a group is the interaction of the task,
Power and authority orientations of the organization, the values of in-

formal groups, and the specific personal traits and values of other
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persons within the group. The extent to which individuals are able to
attract to themselves a following because of the congruity between their
personal traits and the equilibrium demands of the organizational forces

determines who performs the leadership roles."’s

Stogdill and Coons cite
the following leadership roles: initiating structure, integration, com-
munication, production emphasis, representation (acts which promote group
interests with outside organizations), fraternization, organization,
evaluation, initiation, and dmn:Lnat::l.om"6 Krech and Crutchfield propose
fourteen functions (roles) that a leader may perform, to some degree, in
assisting a group to achieve its preferred goals: executive, planner,
policy-maker, expert, external group representative, controller of
internal relationships, purveyor of rewards and punishments, arbitrator,
exemplar, group symbol, surrogate for individual responsibility, ideol-
ogist, father figure, or sc~.apegoat.47 The psychoanalytic school per-
ceives a different set of leadership roles which operate through such

mechanisms as identification, cathexis, guilt reduction, impulse control,

and incorporation of superego.

Power

Within the context that leadership acts contribute to group func-
tions, usually such contributions require influencing the behavior of
other group members in various ways. A person must have power to exert
significant acts of leadership influence. When the performance of
several important group functions is assigned to a single office, the
operation of power is clearly evident in terms of the rights of selec-
tion, promotion, possession of expertise in operations, and support of

decisions by other offi«:::tals."9
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In a study of first-line supervisors in a large manufacturing
organization, Pelz found that those supervisors whose orientation to
subordinates was supportive of their interests received positive evalu-
ations from these subordinates, but only if the supervisor was seen as
being influential with his auperiora.so

French and Raven conceptualize the bases of power including:
rewards, coercion, referent, expert, and legitimated power. Of these
bases, the coaches studied in this thesis derived their power vis-a-vis
the players from the following (1) "reward" -~ the number of positive
incentives which the leader is able to offer; (2) "coercion" -- the abso-
lute and perceived expectations of the followers that punishment will
follow 1f they do not comply with the aims of leaders; (3) "expertise"
-~ the possession of functional expertise of the leader contrasted
against some absolute standard; and, (4) "legitimacy" -- the internalized
values of the followers which dictate that the leader has a legitimate
right to influence and that the follower has an obligation to accept
this influence (comparable to Weberian legal/rational authority).51

Additionally, the coaches studied utilized Blau's concept of

u52

"strategic leniency in dealing with players wherein the coaches en-

hanced their influence and power over the players by obligating them by
Strategic non~employment of their power prerogatives.
In concluding that organizational behavior cannot be reduced to a

single variable, whether it be role specificity or power, Palumbo argues:

++«. The higher up the organizational hierarchy we move, the

more power an individual has because he will have wider role

discretion. Power, in this context, means the opportunity

of the person holding the position to alter the rules which

define what behavioral norms he will follow and what norms
some other members of the organization will follow. The
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fact that he has more opportunity does not mean that he will
take advantage of it, nor that he can change these norms at
will,33
Power is a significant variable in the Fiedler leadership theory
to be discussed in detail later in this chapter, and to be quantitatively

evaluated in research to be reported in later chapters.

Task Structure

Task structure is another important variable in the Fiedler
theory to be studied in the field research reported upon in this thesis.
In reviewing several research findings concerning task structure, 0'Brien
specifies a few principles which assist the leader to define and estab~
lish an appropriate task system, as follows: (1) The goal must be
defined; (2) Once set, the goal should be separated into subtasks;

(3) If the group task is well structured, then the task system should be
arranged for efficient work flow; and, (4) The authority or power struc-
ture should be matched to the cooperation requirements of the task.sa
These principles are neither new nor surprising and appear to be well
implemented within the organization studied in this thesis.
A Dichotomy of Leadership Attitudes and Behavior:
"Initiating Structure' and "Consideration"

A common thread woven throughout much of the development of
modern leadership theory has been the dichotomization of two leadership
functions: socio-emotional interaction facilitation and task perform-
ance facilitation. These have been described respectively as "consider-
ation" and "initiating structure." The Ohio State University leadership

studies concerning the formal groups defined these concepts as follows:

Consideration includes behavior indicating mutual trust,
respect, and a certain warmth and rapport between the
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supervisor and his group. This does not mean that this

dimension reflects a superficial "pat-on-the-back,”" "first

name calling" kind of human relations behavior. This dimen-

sion appears to emphasize a deeper concern for group members'

needs, and includes such behavior as allowing subordinates

more participation in decision making and encouraging more

two-way communication.

Structure includes behavior in which the supervisor organ-

izes and defines group activities and his relation to the

group. Thus, he defines the role he expects each member to

assume, assigns tasks, plans ahead, establishes ways of getting

things done, and pushes for production. This dimension seems

to emphasize overt attempts to achieve organization goals.55
Factor analytic studies reported by Fleishman indicated that

these two factors account for 83 per cent of the accountable common vari-

56

ance in leader behavior. And significantly, Fleishman's research indi-

cated a low level of intercorrelation between these major leadership

variables.57
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