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Dr. Fillmore H. Sanford, Executive Secrétary of the American
Psychological Association, was born in Chatham, Virginia, in 1914.
‘He attended Hargrave Military Academy-and the University of Richmond,
‘Virginia. He received his M.A. degree from Harvard University in
1937, and his Ph.,D. from that school in 1941. From 1941-1943 he
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the U. S. Naval Reserve. From 1946-1948 he taught at the University
of Maryland in the Psychology Department, and then became professor
of Psychology at Haverford College. He wrote a book which is being
used in a leadership course at the Naval Academy at Annapolis, and
one which is used as a text for chief petty officers of the Navy.

He has also written a book ‘entitled MAuthoritarianism and Leader—
ship" which was published by the Institute for Research in Human
Relations, as well as various articles published'in secientific .
publications. He is a member of Phi Beta Kappa and Omicron Delta
Kappa, honorary fraternitiess , , g S R TR
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COLONEL WATERMAN: In our business we dontt get a great deal
of opportunity for objective consideration of the problems of human
relations. But, nevertheless, all of us here have been vitally
initerested in the art of leadership throughout our careers. Human
relations is not for us a theoretical study, but, rather, a means
of helping to improve ourselves as leaders. '

Our speaker this morning has made an intensive study of the
subject of leadership. He has written an unusually penetrating
analysis of the problems and the factors entering into it. This
morning he is going to discuss this analysis with us. I am sure
that you will find that it will open up some avenues of thought
that will be highly stimulating. o '

There are a couple of facts which did not.get into his bio=-
graphical sketch and which I feel I ought to mention. The first
thing is that while a student at the University of Richmond, Dr.
Sanford was selected as an all-southern tackle. Though in a small
school like Richmond, he received an honorable mention for all-
American. o : : ' '

Second, there is another fact about him which indicates that
he is especially well qualified to talk about human relations.
He is the father of six children. Two of those children arrived
simultaneously a week ago today. ' '

DR. SANFORD: The last comment by Colonel Waterman makes me
sound like an applied biologist. ' o

T think it is most appropriate for me to say that it is a
privilege to be here. I do not think it is accurate to say that
it is a pleasure. Talking to 150 people with 20 years experience
puts me on a fairly peculiar spot. I wouldnt't be here, however,
tinless I had the impression’thét~my_attempting to talk scientifi-
cally about leadership will make you think thoughts that perhaps
you had not thought before, and that they may be useful.

T want to introduce my paper by making some general statements
about the importance of studying leadership. This introduction,
which like many such may be more accurately described as a "mis-
placed interruption,™ is occasioned by the belief that such general
statements, though characterized by both looseness of form and piety

of air, canvhelp'locate the specific topic in a broad‘context.
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S think a case can be made that a people's orientation to .
leadership and authority is a cardinal factor in determining the
form and flavor of the social institutions evolved to serve that
people. Our own democratic institutions are reflections, in a
large measure, of the basic American attitudes toward authority
and of related American readinesses to respond to certain sorts
of leadership. The future of our institutions will depend. in.
significant degree upon the ways our attitudes toward authority
develop--or regress--and upon the sort of social mechanisms we
invent to implement these attitudes. If we wish to preserve and
advance what we know as democracy-—or if we merely wish to under-
stand democratic society--we need to understand leadership phenomena.
Further, we will need to establish some sort of intelligent -control
over this very crucial social process if social science is to con-
tribute to the advancement of human and humanistic values.

At a less high-flown level, we can make an additional case
that the study of leadership has significant consequences for the
general effectiveness of a society in advancing any of its goals.

. A vast proportion of human effort is effort expended in group
settings. The success of these efforts depends on such. things
as effective division of labor, effective organization, effective
communication, effective group structure. The activities of the
leader, whether appointed or chosen, whether formal or informal,
bear directly on each of these aspects of group functioning and.
hence on the over-all effectiveness of the group. A society as
well as’each of its component organizations constantly faces the
need to use human effort effectively. In times of national crisis
this need has more apparent urgency and the problems of selecting
-and training leaders become more acute. At other times, when the
society is less frantically interested in tangible productivity,
there still remains the problem of organizing group action in such
a way that human desires can be advanced. In our society certain
sorts of leaders are effective and others ineffective in advancing
group goals--whether these goals are material productivity or
softer purposes involving the advancement of the individual's
security, maturity, and integrity. If we find out enough about
leaders and leadership we can eventually insure that groups are
. better at achieving whatever it is they are constituted to achieve--
whether greater production of guns for defense or greater production
‘of leisure for living.

A third point worth mentioning is that the study of leader-
ship has a significant potentiality for contributing to our general
understanding of many events the social scientist concerns himself
with. Anyone who has an interest in leadership phenomena, and who
has suffered the inevitable confusion such an interest brings in
its wake, is faced with the seemingly necessary. conclusion that
leadership events are not separable, except by the veriesﬁ,of fiat,
from the more general and inclusive phenomena of group functioning.
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There seems to be no reasor, in the nature of things, why we

cannot create a sound science of groups. There seems, in the 6?n
nature of things, good: reason for believing that such a science, {f)
when we make it, will give man unprecedented control over his

social enviromment. And few will doubt that leadership phenom=-
" ena are crucial phenomena for such a science and that their
understanding will contribute mightily to the advancement of

this science.

QED leadership is important. It iS‘important for any social
organization, military or otherwise. And both in the context of
the cosmic things dealt with above and in the context of the pres-.
ent writer-reader situation it is time we got down to brass tacks
in- wrestllng with it. :

This paner focuses on military leadership. The form of
the paper, however, is dictated by the conviction that military
leadership is not different, except in reletlvely phenotypical
ways, from any other sort of leadership, and by the belief that
meaningful statements about leadership, when and if they are made,
will contribute significantly to the effectiveness of military
and all other groups in our society. The paper first talks about
historical procedures for selecting, appraising, and training
leaders. Tt then deals with some of the central and as yet un-
solved problems confronted by the psychologist who wishes to make -
good and useful declarative sentences about military leadership.
The paper then moves to a brief summary of research on the general
psychology of leadership and goes on to deal with the rudiments of
a conceptual scheme suggested by, and potentially 1nclu51ve of,
specific research findings.. :

“In treating past research on military leadership, the pres- -
ent paper will divide this general subject into three parts: (a)
Selection of Military Leaders, (b) Appraisal of Military Officers,
and (c¢) The Training of Military Leaders.

Much effort, both scientific and otherw1se, has been invested
in the attempt to select young men who will turn out to be good
military leaders. It is fair to say that, in contrast to the ob-
vious success scored in recent years in the selection of people for
various kinds of specific jobs, no one has yet devised a method, of
proven validity, for selecting either military or nonmilitary leaders.
There have been various attempts, of very probable utility, to select
leaders by what we would regard as relatively scientific methods.
And of course leaders are being selected every day through some sort
of process and with some degree of success. Groups, military or
otherw1se, do continue to function. But we cannot clearly demonstrate
in any precise and conclusive way that leaders selected by any known
process function better than those not selected.
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: ﬁ”During World War II many civilians were directly  commissioned

by all branches of the military service. These procedures are well
known. - In-the Army, for example, it was necessary only that a candi-
date for direct commissioning meet certain minimal standards of

health and education and show paper evidence of qualification for

an Army specialty. A Selection and Review Board examined the appli-
cant's papers and accepted or rejected him. The Navy followed a -
similar plan in selecting its specialists from civilian life. Neither
Army nor Navy accumulated any evidence that selected candidates were
better performers than those rejected.

In the Army during the war and in the Air Force since the war,
candidates for officer training within the service had to meet the
following requirements: (a) a minimum period of service as an en-
listed person, (b) a minimum score on a test of general intellectual
ability, and (c¢) recommendation from superior officers. ‘

The peacetime procedures for selecting Regular officers are
equally well known and equally unvalidated. There are requirements
for entering one of the academies and those officder candidates who
demonstrate ability to absorb the formal and informal training at
the academies become officers. There is no real evidence that candi-

. dates rejected from officer training will perform less well than those
selected and there is no evidence that those who are judged favorably
during their training also perform favorably as officers after com-
missioning. Throughout these selection processes, the best we have
to rely on are the intuitive and often unreliable judgments of teach-
ers and superior officers. That such judgments leave much to be.
desired- is easy to demonstrate. ’

"~ The selection of aviators during World War II was quite a

different process. And quite a different problem. Aviators were
‘not selected primarily as leaders. They were selected as aviators.
It has been clearly demonstrated that (a) the old-fashioned selec-
tion boards did not succeed better than flipped coins in predicting
who would survive aviation training and that (b) scientifically
devised psychological tests did succeed in making such predictions,
at the saving of many millions of dollars and hours to the military.

Both the Germans and the British during World War II devised
fairly elaborate procedures for selecting military officers. For
the Germans, (9) the selection was done by a team of examiners
consisting of an Army colonel, a medical officer, and three psy-
chologists. (Numbers in parentheses indicate item in bibliography. )
The candidate was brought to a testing station, where for two full .
days he was put through his paces. He was given a life history ex-
amination, intelligence tests, and something called an "expression
analysis" in\which his wvoice, appearance, gestures and facial expres-—
sion were studied. Each candidate was also subjected to an Maction
~ analysis™ which consisted of watching him carry out orders and
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observ1ng how he took command of a group in performlng a standard@?,,
task. On the basis of these procedures and supplementary inter- ng
views, the candldate was accepted or réjected as officer material, )
This may have been a wonderfully successful program. But there is

no evidence at all on its validity. We have no way of knowing
whether the accepted candidates were better officers than those

who were rejected. Somehow the Germans have never developed any
interest in validity. Validity has been a very American sort of
WOrry. ‘

The British Army used a similar selection procedure. The
psychological procedures they employed were not quite so wild,
from the point of view of American psychology, as were the German
devices, but the candidate was subjected to a similar regimen,
with action analysis as a prime part of the whole show. The
selection program was handled by a board consisting of a ‘colonel,
a military testing officer, and a commissioned psychologist. The
candfaates were handled in groups of approximately eight and for
three days were given educational, vocational, personal, and
medical questionnaires. They took a number of intelligence tests
and a few personality tests. They were put into practical field
situations and observed while actually performing certain indi-
vidual and group functions of a military sort. Then came a series
of interviews by specialists. A board convened at the conclusion
of the three days to meet the candidate and discuss his qualifica-
tions as an offlcer.

The procedure of M"assessment™ used by the Office of Strateglc
Services during the war to select its operatives (20) has much in-
common with the German and British methods described above. The

-candidate was put through a relatively grueling series of actual
tasks while the experts observed how he operated both in indi-
vidual and in group situations. He was given many paper and pencil
tests and was also examined by the various diagnostic devices the
clinical psychologist uses. And he was interviewed extensively
both in relaxed and 'stress™ situations. At the end of this ex-
tensive program the staff collaborated in writing a characterization
of the man, a characterization that was used in assigning him to duty.

The assessment program represents the first time in America
that the normal person has been extemsively studied by all the
elaborate and expensive procedures usually reserved for the study
of the clinical patient. It also represents a relatively new de-
parture into what might be called "selection by controlled intui-
tion"-~where the experts in personality and persomnel calculatedly
expose themselves to numerous and subtle aspects of the whole per-
son, then pool their judgments to arrive at a characterization and
at a prediction of what the individual is suited for. The program,
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like all other programs for selecting people for complicated,
high~level jobs, suffers from the absence of clear evidence on
validity. But it remains an interesting approach. At the

moment when we are unable to analyze a leader's functions into
unitary and measurable factors, a program of expert and con-
trolled intuition may be our best bet for the selection of leaders.

During the war the Adjutant General's Office devised a new
procedure for selecting officers for positions in the postwar
Army (3). The research upon which the procedure is based initially
involved approximately 15,000 officers at 50 Army installations.
These officers were brought together in groups of 15 to 30, with
each member of each group well enough acquainted with the other
members to make judgments about their over-all value to the Army, .
Each officer made a list of those high and those low in value to
‘the Army, and also designated those five officers in the group -
who were most nearly average. Officers—-a final sample of 1,000
top, 1,000 middle, and 1,000 low officers-—-were selected for in-
tensive study, the selection being based on wide agreement among
the rating officers. ,

The New Officer Evaluation Report was found to correlate
well with these ratings (plus .60). The ratings by the New
Interview Board correlated plus .39, a Biographical Inventory -
Blank plus .35, Previous Efficiency Report plus .45, and ratings .
by the traditional army board plus .09. An Officer Classification
Test (a test of general intelligence) failed to correlate with the
ratings. The samé was true of a General Survey Test designed to
measure educational achievement.,

The conclusion we get from this study is that a combination .
of these correlating tests and procedures will predict which offi-
cers will succeed in getting themselves rated by their colleagues
as valuable to the service. A combined Point Index, based on a .
weighting of the correlating factors, gives a correlation of plus
.67 with the ratings. :

This study of selection, like the others, and like the various
selection procedures actually employed, still runs squarely into
the problem of validity and the problem of the criterion used to
determine validity. The above study does suggest that we can pre-
dict which officers will and will not get themselves rated high or
low by their contemporaries. But for the prediction to be made,
the person rated must have been in the Army long enough for his
Officers? Evaluation Report to have been meaningfully completed,
and we still do not know that those who get themselves rated as
valuable men will actually be valuable when they are required to
perform actual jobs. Nor is value to the service the same thing
as actual performance as a leader in an actual group situation.

42




The Human Resources Research Center of the Air Force Trainingw@?gﬁ
Command is now conducting a study of officer qualities (30)s The
research psychologists have accumulated rating and test-score data
from a large number of officer candidates and are now in the process
of analyzing these data for the light they can throw on the selection
of officers. Available for analysis are scores on the AGCT, the
Officer Candidate Test, and the Minnesota Multiphasic Personality
Inventory, data from two forms of a Biographical Inventory, general
school grades, ratings on performance in a Mpractical application"
course, efficiency ratings by tactical officers and mutual "buddy
ratings" by the candidates themselves. The results of this study
may lead to recommendations for improving procedures for selecting
- and evaluating officer candidates. Already the study has resulted
in the adoption of an improved rating procedure for one facet of
the officer training course.

The Nominating Techniquev

During World War II and after, much research use was made of
the nominating technique in studies of leadership. The research
conducted by Williams and Leavitt (29) will illustrate the technique
and show the sort of evidence it yields. These two investigators
worked with a large group of Marines shortly before the men attended
0CS. The men were organized into platoons of 50 each, in which there
was reasonably good opportunity for each man to know the other men.
At the end of two weeks of training in thé pre-0CS camp and again at
the end of Tive weeks each man was asked, among other things, to
name (a) the five men in his platoon most outstanding in all-around
officer-like ability and (b) the five men least outstanding in this
general attribute. At the end of five weeks and again at the end of
15 weeks, similar ratings were obtained from the second lieutenant
and the sergeant of the platoon. From these data it was possible to
construct for each candidate a M"group opinion® with respect to his-
military worth and also a ranking by his leaders. At the end of OCS,
it was possible to examine the relation between these two data on
each man and his performance in school. Also for 100 of these men
who got into combat there were available later ratings by combat
leaders, so that it was possible to see how accurately (a) an offi-
cer's peers and (b) an officerts superiors can predict his later
performance. These results are presented in the table on follow-
ing page.

Since only 100 cases were involved in the checking of these
predictions against combat performance, it is not possible to make
general statements on these data; but, there is at least a sugges-
tion that a man's peers can predict with some success his later
performance as a leader. And there is a hint that the judgment
of his peers is a better predictor than (a) the judgment of his
superiors, (b) his performance in school, or (c) his scores on

43




a test of general'intelligence. Such possibilities can be examined
further only when we secure trustworthy ways to define and measure
the performance that we wish to predict. :

§§@@§§orrelation between predictors and criteria of leadership

Predictor ~ OCS Success Combat Ratings
Group opinion (2 weeks) 33 CWl7
Group opinion (5 weeks) I Ao I 43
Ratings by leaders (5 weeks) ' _ o22
Ratings by leaders (15 weeks) .36
GCT score , 37 .02
0CS final grade S

Jenkins and Vaughn (17) also used the nominating technique
in studies of leadership among navel aviators. Officers in actual
combat situations were asked to name, in essence, the M"good" and =
"poor! performers in chips~down situations their squadron faced.
The technique gives good evidence as to what individuals are good
men to have on our side when guns are being fired in anger and
hence furnish criteria against which we can validate our aviation
selection procedures. The data from these studies have not been
treated in such a way as to relate meaningfully to the problem of
selection of leaders. It has become clear, however, that the same
tests that predict success in aviation training do not predict with
any degree of usefulness success in wartime aviation performance.

‘The Appraisal of Officers

In all branches of the military the promotion of officers is
based on ratings by superior officers. The general problem is to
secure valid estimates of an officer's present and potential worth
‘to his service so that he can be given responsibility commensurate.
with his abilities. The procedures for securing these estimates
are well known. Though the procedures themselves have been improved
through the application of scientific knowledge to the design of
rating techniques (e.g+ the forced-choice efficiency report in the
Army) we still end up with ratings--ratings which leave much to be
desired in the way of demonstrated validity.

The inherent difficulties with rating techniques, though
sometimes reduced and controlled by the application of scientific
procedures, are not entirely removed. Problems such as the halo
effect, the failure to secure a spread of ratings, and differences
in standards of judgment are ever present and must be controlled.
These all frequently add up to the sad lack of reliability between
raters and the sadder lack of valid agreement between ratings and
objective indices of performance.
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, The Amerlcan Instltute of Research has completed a study
designed to improve the process of appraising Air Force offi- Sor o
~cers (21). This study first attempted to discover what were S5

the crltlcal requlrements of an officer's job. Then the attempt

was to secure reliable. ratings by superior officers speclflcally

focused on these eritical requirements and the officerts behavior

with respect to them, In the execution of the study, 640 Air

Force officers of varied rank and functions were interviewed for

the purpose of securing descriptions of Mcritical incidents in

officer behavior." The interviewee was asked to focus carefully

on one situation in which he had observed an officer and, through

carefully phrased questions, was helped in the description of the

specific behavior that was outstandingly effective or ineffective

in the situation under consideration. This procedure yielded de-

scriptions of 1,228 incidents of effective officer behavior and

1,801 incidents of ineffective behavior. These incidents were

then classified into the following general areas of behavior'

1. Proflclenqy in handllng admlnlstrative details.

2. Proficiency in supervising personnel.

3. Proficiency in plamning and dlrectlng action.

4. Acceptance of organizational responsibility.
Acceptance of personal responsibility.

6. Proficiency in duty military specialty.

These general cla351f1catlons, representing something of a
jcb analysis of the Air Force officerts functlon, were used as
the basis for designing a procedure for evaluating officers.

The procedure, now adopted by the Air Fcrce, secures ratlngs
that focus (a) on the critical requirements of the job and (b)
on the behavzcr rather than the general traits of the officer
being rated. “As 1ong as we.must use ratings, such a procedure
would appear to use retlngs at their best.

As an 1llustratlon of the sort of distrust that the usual
rating procedures deserve, a study reported by Flanagan (10) is
revealing. Between 300 and 400 naval officers were given fitness
ratings by two successive commandlng officers. The second rating

o was made six months after the first. Gcrrelatlons between the

first and second ratings ran no higher than 40s To test the
hypothesis that there was a Mreputation® factor entering into
the second ratings (with the second commander being influenced

" by the reputations passed .on to him by his staff), analysis was
made of the portion of the group who had successive ratings on
sea. duty and shore duty. With the reputation factor removed
almost entirely, the correlation between successive ratings -

was about .10. Which rating gets believed at time for prcmothn°
They cannot- both be rlght.
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646
The Problem of a Criterion e

, ) Throughout the research on the selectlon and evaluatlon of
officers the absence of a defined and clear-cut notion of what
a good leader is and does is a very major drawback. At the moment,
the best we have in the way of a criterion is the agreement among
offlcers that a given officer is a. good officer. - With such a cri--
terion, if we can get reliable ratlngs to begln‘w1th{_we ¢an make
some progress toward selecting officers. We at least can search.
for instruments which will accurately predlct which young men are
likely,. at some future time, to win from their superior officers
a favorable judgment. Making such a predlctlon may not be_ the
same, however,. as making the prediction that.certain young men
lell perfonn'well as military leaders. This is another way of
saying that a favorable general judgment from an officerts
superlors nay not be the best of all poss1ble crlterla.'

Ratlngs by superlors, be31des being subject in some degree
“to the usual ills that ratings are heir to, may have additional
and more subtle drawbacks. In the first place, such ratings,
even in the face of attempts to keep them aimed at specific be-
haviors and specific functions, will still tend to be over-all
ratings. They are based on the assumption that there is such a
thing as general leadership ability, an assumption that may be
very wrong. In terms of the Air Force list of "critical require--
ments," it may be in the nature of things that the officer who is
excellent in handling administrative detail has a general person-
allty make-up that prevents his gaining or demonstrating prof1c1ency
in supervising personnel. And perhaps the person who can supervise
personnel with great skill is not at all.the sort of person who
accepts in high degree the organlzatlonal respon31b111ty. In more
concrete terms, the officer who is good behind an administrative
desk may never be able to perform the functions of a combat leader.
If our system of rating gives high marks to those individuals who
score well on all these functions and low marks to those who are
outstandlng in one or two functions but very poor in others, we
may, in the long run, find ourselves giving great military respon~
sibility.to individuals who are best characterized by versatile
mediocrity, men who are jacks of all trades. If we are interested
in securing leaders who are really outstanding in the actual per-
formance of leadership tasks, we had perhaps better think in terms
not of "general worth to the service,” but in terms of the fit
between. (a) the leader's abilities and (b) the concrete demands )
of actual mllltary situations.

. Another. p0551ble fault with ratings by superlor offlcers is
that they are by superior offlcers., As a general thing, it can
be expected that (a) the superior officer is a human being and
(b) that he rates under the influence of his own problems and
perceptions. If I am commander of a military installation or

46




Opératiéh,ﬁIﬁém*Very‘Iikely'td“ratevhighly'those of my subordinatqgth
officers who Solvé my problems. = And my problems are not those of e
~the 'men in the'raﬁks-aﬁdmyheyimgyjnét;gntirely coincide ,with the-
problems preseérited by either actual or official military require-
ments.’ I, as an individual, may have certain biases that get into
'my ratings. I may like order and neatness above all else and rate
highly those officers who help me achieve order and neatness. I,

as a superior officer, may have other biases. My superior has
problems; too, and I must help meet these. I may rate highly those
officers who help me solve the problem of wimning a favorable judg-
ment from my superior. Further, I, as a carrier of the culture of
~my military service, have certain attributes that enter into-~and
perhaps help invalidate--my ratings. Any culture exerts a certain
amount of effort to preserve itself. It rewards those individuals
who, through enthusiastic conformity, help preserve that culture.

I may; in the interest of preserving and solidifying my culture, .
give ‘high ratings to. those individuals who conform most closely to
the customs and traditions of my culture--but who are not necgssarily
the best functional performers in gun-shooting situations. (Many
" people observe that criminals and pool-room toughs--nonconformists

in our culture--make the best fighting men. There may be something
in. the observation.) The study of Mcritical requirements® for an
‘effective Air Force officer (21) revealed that the officers inter-
viewed put considerable emphasis on compliance to organizational
structure and demands--"compliance with organizational procedure,™
- "showing loyalty," Msubordinating personal interests,t Mcooperating
with associates," Miaintaining military appearance,™ "reporting for
appointments,” Madapting to associates,”™ Mconforming to civil stand-
ards," and so on. The officer who rates high on such things is a .
pleasant and cooperative individual to have around. He carries and
preserves the culture. But it is a reasonable hypothesis that he is
not the best officer to have on our side in a dirty fight or in situa-
tions where inventiveness, ‘initiative, and guts are more functionally
jmportant than compliance. Any system that puts an excessive emphasis
on compliance is likely to reward and give responsibility to compliant
individuale--more responsibility than is functionally adaptive when
problems arise other than those of culture~preservation. The fact
of a low correlation between ratings (grades) in OCS and performance.
in combat may be relevant here. The 0CS grade is, in a way, an index
of compliance to institutional expectations. Performance in combat
is quite another thing. s '

Ratings by superior officers, them, though apparently the best
 eriterion of military leadership we now have, should not, if we are
going to seek to apply the best that science has to offer, be accepted
as ultimate. We must seek for better criteria. When we find them,
we will be able to make rapid and practical strides toward intelligent
selection of military leaders. - '
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§EJ&?”,What‘might we use as a criterion if we did not have ratings

by superior officers? We have already seen that some utility
resides in the procedure of securing ratings by an officer's peers.
In the one study cited earlier (29), ratings by peers related more
closely to combat performance (as rated by superiors) than did
either officers? ratings in OCS or OCS grades: This one result
suggests that there is some validity in the Judgment of fellow
officers of the same grade. But, on theoretical grounds, such
~ratings also have shortcomings. Again they are over-all ratings,

- based on the assumption of 3 generalized leadership ability. And
again the ratings are based at least partially on the needs and
problems peculiar to the raters. The man who relates well with
his own peers and wins a favorable Judgment from them is not at
all necessarily the same man that will win favorable ratings from
either his superiors or inferiors. From some points of view, how-
ever, we might expect from an officer!s peers a more objective and
valid rating than from those above or below him in the military
structure. As an officer, my behavior in the presence of my peers
is likely to be more ™natural" than my behavior under the eyes of
either my superiors or my inferiors. In either dominant or sub-
ordinate positions I may be playing a "role™ that I deem conducive
to the winning of approval or to the fulfilling of a mission. I
may have considerable knack for the subtle "buttering up" of my

superiors and because my superiors see very little of me, I may
succeed in impressing them very favorably. I may also turn on a
"role™ that will impress my followers. But in living day in and
day out with my peers, with no clear-cut "role® to play, I am
perceived with relative clarity. ' :

Some case can be made, also, for the potential validity of
- ratings by the people who are led. The followers are the ones
who do the ultimate performing and are the ones most in contact
with the officer's iconcrete leadership behavior. If a leader?'s
- followers think he is a good leader, they can be expected to
follow enthusiastically and to perform well. But there are bugs
here too. The follower sees the leader against a background of
a follower's limited perspective and a follower's own needs, If
- we can assume that the followers are reasonably informed of mili-
.tary requirements and are reasonably identified with the military
culture, then ratings by these followers would seem to possess
face validity. But followers in the military are not always in-
formed as to what the goals are nor are they always highly identi-
fied with the military organization. Their most urgent need may
be that of protecting themselves from organizational demands.
If such is the case the leader they judge best would be judged
an outlaw by his superiors. It might be argued, however, that
most followers in the military are in both an intellectual and
emotional position to make good Jjudgments of their immediate
. superiors and that ratings by subordinates will have in some
situations as much face validity as ratings by superiors or peers.
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 Perhaps it would be wise to use as a criterion of good mili-
tary leadership a rating that combines the judgments of superiors, G,
peers, and subbrdinat335;fgertainly,we;qan_believe that any officer “<7
who is reliably judged to be good by all three groups will be a
very useful officer. And with equal certainty, the officer who
is judged unfavorably by all three groups probably should not con-
tinue in the service. But what do we do with the officer who is
ngood" in the eyes of one group but "poor" in the eyes of another?
It is a safe bet that any research into such triple ratings would
reveal many such officers.: ‘ ' ' '

We perhaps can make future progress toward more reliable
and more apparently valid rating procedures. We can bring better
equipped judges into contact with more life-like performance and
secure ratings on more significant variables. But is there any
jmmediate hope of going beyond this? The answer seems to be no.
But here is the great challenge to applied research in the leader-
ship area. It may be possible in the future to measure leadership
" performance without having to use intricate human judgments in the
application of meaSuring devices. But such a day seems now a long
way off. It may be that we will have to approach leadership through
an understanding of group phenomena. After all, it is generally the
performance of a group that we are interested in advancing through
the 'selection and training of leaders. If a group performs, and
continues to perform in desired ways, its leader is a good leader.
If it fails to perform, the leader has failed. Tt may be possible
that we will be able to measure leadership through the measurement
of group performance. Or, a little more subtly, maybe we can meas-
ure the effect a leader has on the cohesiveness, flexibility, and
stability of a group--on the general Thealthiness" of the group.
The leader who has a Thealthy" group--one whose potential performance
is great--is a good leader. And the leader who produces dissension,
rigidity, and disruption in the social entity he leads is a bad
leader. Some progress has been made along this line of thinking
(7), (8), (1), (15), but no very practical procedures have yet
been invented. ' , o R ' :

" The problem of a criterion is still the paramount problem
in research on military or any other sort of leadership.

The Training of Leaders

The training of military leaders, like the training of doctors
or lawyers or philosophers or linguists, has proceeded without any
really scientific evidence regarding its effectiveness. Such evi-
dence, of course, is very difficult to uncover. Particularly is it
difficult when we are in possession of no satisfactory criteria.
But with enough intelligence, enough time and enough money there
is no “inexorable reason why we. cannot discover the most effective
sorts of training for the production of the most effective sorts
of leaders. -
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G Résearch approaches to the effects of leddership training
are rare. The Human Resources Research Center of the Air Force
initiated a Mpractical problems course' in @fficer Candidate School
designed to go beyond the usual book~learning methods, but there
is as yet no evidence bearing on the effectiveness of the course
in producing improved leadership performance. The course has been
installed as part of the OCS curriculum on the basis of its face
validity and grades in the course help determine the acceptance
or rejection of an officer candidate. The Infantry School at Fort .
Benning has also recently installed a leadership training course.

Both at the U. S. Naval Academy and at the U. S. Military
Academy since World War II there have been curricular experiments
with various sorts of training in leadership. At Annapolis a
course in "Naval Leadership" is a regular part of the curriculum.

One section of this course is devoted to the study of psychology
~ and is based on a specially prepared text called "Psychology for
Naval Leaders." This section of the course has been subjected
to.-a research examination designed to find out what changes, if
any, were produced in the midshipmen who were exposed to it (24).
‘A sample of 100 midshipmen who spent eight classroom hours and
an unimown number of "homework™ hours on the psychology section
of the course were given a variety of psychological tests before
and after this brief exposure to psychology and their scores: com-
pared with those of a control group 'of 100 midshipmen who were not -
exposed to the course. The results show statistically significant
changes on the part of the midshipmen who took the course. The
study ended with the following general conclusions:

1. After taking the course midshipmen held ideas and opinions
about human behavior which correspond more closely with those
recognized as scientifically correct. :

2. After taking the course, midshipmen showed a greater
tendency, when confronted with written leadership problems, to
approve solutions which inVvolved positive action based on con-
sideration of human variables. They tended more often to reject
solutions which were ego-defense, dictatorial, inconsiderate, or
indefinite. : ’

3. After taking the course midshipmen were able to consider
more critically the evidence necessary to reach conclusions from
given information. Their scores on a test of logical reasoning
improved. ’ :

Le After taking the course students tended to express less
‘reactionary attitudes toward social problems.
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‘There is no solid evidence that the course makes midshipmen
 better leaders. There is evidence, however, that the course does &o
- produce changes which many people would.regard desirable. Though -4

‘the Annapolis research runs directly ‘into the problem of a criterion,
it does suggest that it is possible to train people in the solution
of the human problems the military officer encounters every day.
We may not soon be able to demonstrate that any glven course of
tralnlng produces better or worse leaders, but we can experimentally
examine courses and experlences for their effect on specific behaviors
which are regarded, on the face of things, as generally desirable.
. 'And there probably is much useful progress to be made in arranging

for leaders and leaders~to-be to have supervised direct experience:
with the problems and situations a military leader encounters. The
potential fruitfulness of such.procedures as psychodrama, for example,
has not been thoroughly explored in the light of mllltary 81gn1f1cance.

-Research on Noncomm1551oned Leadership

e The plethora of problems in the area of noncommissioned leader-
ship have been relatively untouched by research efforts. We have
tended to proceed on the assumption that military leadership inheres
only in mllltary officers. This is a poor assumption if we are
interested in the effectiveness of the whole military organization,
for many -of the leadership functions in any military establishment

" are either formally or 1nfonnally fulfilled by noncommissioned men.
If one loocks about a bit in the military it is easy to get thé im-
press1on that both the selection and training of noncommissioned

. leaders represent problems the research exploration of which can

. yield valuable results. Often it seems to be the case that the

-f[promotlon to positions of respon31b111ty below the commissioned

‘level is based almost entirely on a man's competence in the per-
formance of a technical JOb. In the selection of any leader for
any sort.of situation, it is very 1llog1cal to infer from technical

. proficiency, similar proficiency in assuming responsibility and in
‘supervising the act1v1t1es of other human belngs.

: . There are currently two research projects in progress that may
r'glve us ideas for improving noncommissioned leadership. One of

. these, sponsored by HRRC of the Air Force and being conducted by

- the. Institute for Social Research, is explorlng systematically into:

' ~the behavxor and functions of noncom leaders in the Air Force and

- is searching for personality variables which bear on -proficiency
of functioning. The other project, sponsored by the Army's Adjutant

. General's Office and carried out by the Institute for Research in

Human Relations, is devoted to the study of small groups (squads in
reconnaisance platoons), and aims to test certain hypotheses about

leader-follower relations as they bear on the measured proficiency

of squads. There are g01ng projects also, both in the Strateglc
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{;vvr»-’Airbemmand and. the Air Training Command of the Air Force, devoted
Yy 4o the intimate study of: small groups. These projects can be ex~
pected to:reveal a good deal about the role of the noncom leader
“intsmall mllltany groups and - about the sort of person who can play
that role. , v -

Research on Admlnlstratlve Function

Under the dlrectlon of Carroll Shartle (25), the Personnel
.~ Research Board at Ohio State University has been conducting ex-
“tensive studies in the leadership area with a focus on what may
© be described as the problem of administrative or executive func-
tion. ~The procedure was to investigate the actual behavior of
~executives in a variety of organizations, including military
organlzatlons, and to classify these behaviors under general
functional headings. By using such a classification, it was
.possible to describe with considerable accuracy the pattern of
act1v1ty characterizing any single executive or group of execu-
‘tives. ' The following figure presents the 14 kinds of executive
e act1v1ty and shows the f'profile of actual functlons of one execu~
tlve."

By this sort of approach it is possible to find the work

pattern that characterizes the individual executive. Then if

we know the executive pattern demanded by a given organlzatlon,

we can £it the individual to the demands of a Job. If a given

- éxecutive seems naturally to gravitate to publlc relations ac-

tivity, we probably do not want to place him in an executlve

- position demanding detailed technical: supervision--or vice versa.

A further utility in this approach is the possible selection of -

an administrative team for an organization. If the chief execu-

" tive has one pattern of activity, it may be wise to select his

subordinates so that they can supplement rather than compete with
* him. And an organization that has been going successfully under

an executive with one pattern of activity may deserve a- ‘subsequent

executive with essentially the same pattern.

A further facet of the Ohio State studies is the analysis
of organizational structure. Through an adaptation of the socio--
metric technique, it is possible to determine for any organlzatlon
that actually spends how much time with whom for the purpose of
getting work done.. A pattern of informal or actual working struc-
“ture, developed in this way, can then be compared with the official
organlzatlonal chart. Often, very great discrepancies occur. The
charts of informal working relationships can be useful to the staff
in understanding itself. And if the informal pattern of relation-
ships deviates too far from the formal pattern, efficiency will
probably suffer, for functions and titles are out of tune with
one another, ’
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~ Such-analyses could be of considerable utility to military &',
organizations. They could yield clearer pictures of what behavior, »
characterizes military executive and of what behaviors the various
types of military organizations demand. A knowledge of the organi-
zation plus a knowledge of work patterns of individual officers
could be of great value in guiding the placement of top-level’
officers. - ' o

Research in Confererice Leadership

An ONR research project directed by Harold Guetzkow at the
University of Michigan (13) has studied intensively the various
psychological factors involved in productive conferences. Since
such a large proportion of the time of higher-ranking military |
officers is spent in conferences, it is clear that anhy increase
in the speed and effectiveness of conferences will be of tremendous
value. One factor in the success of any conference is the leader-
ship skill of the leader. It is very reasonable to expect that on
the basis of this sort of research we will be able to both select
and train conference leaders. '

Summary Statement on Applied Research in Leadership

There does not seem to be any reason inherent in the nature
of things why scientific psychological and personnel methods can-
hot eventually produce highly successful procedures for selecting
and training military leaders--procedures as successful and as
démonstrably successful as current procedures for selecting aviators
or machinists. At the moment, however, our knowledge of leadership
is simply not sufficiently complete to enable us to put into opera-
. tion tomorrow many demonstrably sound procedures, for either the
selection, training, evaluation, or assigmment of military officers.

Research efforts have taught us a great deal that is of
practical value. ‘We know how to procure reliable ratings, for
example. Much progress can be made immediately by installing
reliable rating procedures in dozens of places in the military
where ratings now are little better than feminine intuition and
are subject to all the ills (as well as to the brilliant insights)
that characterize intuition. Our scientific understanding of
leadership increases every year. And this understanding is being
communicated to military people who profitably use it in making
decisions about leaders. But much of our scientific knowledge is .
essentially negative. We know that many common-sense statements
about leadership are either plainly untrue or comsiderably dis-
torted. Such negative knowledge is very important--even essential--
in the history of a research problem. The really positive knowledge,
which cannot often be created until after we accumulate negative '
knowledge, has just begun to come in. It may be 5 years or 20
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before we ‘are really ablé to make precise and maximally practical
statements about military leadership. :But that such statements " -
will eventually be made is beyond doubt. ‘And when they are made -
they will be worth-~to both our: society and our military--whatever
time, money, and effort ther entail. S o e

We have dealt so far with the attempts to approach with -
practical directness some of the problems of military leadership.
Though it is difficult, in this area of research, to draw a clear
line between the applied and the basic approach, the present plan
is now to-look at some of the research developments that have no
immediate bearing on military practicality but which may guide
future ‘research and may lead, in three or five years, to signifi-
cant practical applications. : S

: In treating the "basic psychology of leadership" the procedure
will be to summarize with relative brevity past research and then -
to present a M"way of thinking'" about leadership problems which nay
lead to basically significant hypotheses and, eventually, to useful
applications. ' " :

It is a fairly safe estimate that nine-tenths of all the
research on leadership, and ten-tenths of all expert and inspira-
tional writing on the subject, have been concerned directly and
almost exclusively with the characteristics of the leader. ‘Stogdillfts
(26) recent review of leadership research cites 124 separate research
papers, almost all completed since 1933, dealing expressly with the
‘traits and alleged traits of leaders. The general aim of this trait
search is to find, by means of observation or rating scales or psycho-
logical tests, those traits which leaders have but which their follow-
ers do not. It is easy to see why this search for the leaderts traits
has been carried on for so long on so many fronts. In the first place
we have the tools and techniques for dealing with the characteristics
of individuals. American-psychology has been traditionally interested
in the individual and his doings. In the second place we have tended
to look at leadership as a function only of the leader rather than of
a social relation between leader and follower. And in the third place,
it would be so very handy, for many purposes, if we could isolate
Yeadership traits. « If we can find out what the traits of the leader
really are, then we can very directly select from among our candidates
~ for.leadership those who have the requisite traits and perhaps we
-could train our chosen leaders to develop the necessary traits in
a higher degree. ' ' ’

But accomplishments of this sort of research are not something
to get excited about. Lett!s take a few examples of the 'results of
trait research. It is certainly a reasonable hypothesis, on the
face of things, that leaders will be older than their followers.

You can test this hypothesis by selecting a number of top executives
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and compa iﬁgiﬁhgirlage with the age of not-so-top executives.
Or you can compare a large number of college leaders with non- éﬁggg~
leaders with respect to age. Stogdill sumarizes 18 studies e

of this sort. In 6 studies leaders are younger. than their
followers; in 10, leaders are older; in 2, there is no difference
in age. - The correlations between leadership and age in these 18
studies vary from minus .32 to plus .67. There is clearly no
general tendency for all leadems in all kinds of groups to be-
older than their followers.

.- Take another trait. Many people would expect the leaders

~ will be more dominant than their followers. Stogdill cites 11
studies in which this hypothesis is borne out. But four investi-
gators present evidence that dominant people are rejected as
leaders. ' '

@

" Try emotional control. There are 1l studies in which leaders
“were found to be more stable and emotionally controlled than their
followers. But five studies find leaders less well controlled than
their followers and three find no difference with respect to this
variable. ’ :

A1l this is probably not as bad as it sounds. Bach of the
12J, ‘researches Stogdill cites was done in a different situation.
Tt cannot now be maintained, convenient though it would be, that
 there are basic traits possessed by all leaders in all situations.
But the fact that outstanding executives are, on the average, 12.2
years older than lesser executives and the fact that student council
members are younger than the average for the school population--

‘thése facts should not really surprise anybody.. Such facts, among
other things, simply point out that leadership is complicated. And
they suggest it is not to be very successfully dealt with on the.
basis of simple, currently measurable traits of leaderse.

‘But we should not sell traits short. There is good evidence
that some traits, ill-defined and fuzzy though they are, seem to
characterize a wide variety of leaders in a wide variety of situa-
tions. For example, verbal fluency is a factor differentiating
between followers and leaders in a large pumber of situations.

And something called "insight® is another widely found character-
jstic of leaders. And leaders generally tend to be more intelligent
than their followers, though if the would-be leader is too much -
brighter than his fellows he will not be followed..

Throughout these researches for traits, the tendency has
been to work with traits that are well-defined and relatively
amenable to measurement. It may well be that if we set up more
~ genotypical hypotheses ahout leadership and seek to define a
different sort of trait, we will find some personal characteristics
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common “to ‘many ‘leaders in many situations. And maybe we caii
measure ‘suchchdracteristics, can invent ways of selecting =
those peéople’posséssing them. At the moment, however, the i
status of Knowledge of leadership traits is not conducive’ -

to optimism,~ -~

'The studiés of Carter and Nixon (6), under the ‘sponsorship
of the Office of Naval Research, wikl reveal the sort of problems -
that arise when we experimentally examine for the existence of a -
generalized leadership ability. These investigators brought each
of 100 high school boys into the labératory and watched carefully,
. without ‘the boys? knowing it, while each one worked in each of ’

three' leaderless.group situations. Each boy was observed, scored,
and phoniographically recorded as he assumed or failed to asstme
leadership 'in doing an intellectual task, a clerical task, and a
mechanical task. From these observations it was possible to ob~-
tain ‘reliable indications of actual on-the-job leadership. Also
for each<boy the investigators obtained (a) an exterisive record
‘of“leadership activities at school, (b) ratings on leadership by
_tedchers and supervisors, and (c¢) ratings, through a nominating
technique, by the boys! contemporaries. ' T

‘‘The ‘problem here bears immediately on the existence of leader-
ship~traits. Does the boy who leads in the intellectual task also
lead in :other tasks? :Is leadership general or does it vary with -
the "situation?- Further, does the boy who has the traits leading
. to 'his nomination as a leader also have the traits leading to: per-
‘formance-as a leader? The Carter-Nixon research cannot give final

answers to such questions, but the results are suggestive of the
general relation between traits and leadership pérformance. The:
“boys who were observed to assume leadership in the intellectual
'situation-also tended to assume leadership in-the clerical situa~
tion. The -correlation between leadership scores in the two situa=
tions was .64. But when put to work on a mechanical tagk, the
inte}lectual and clerical leaders were very often displaced by
others. ‘The correlations here were plus .40 between intellectual
and mechanical:leadership, plus .30 between clerical and mechanical
leadership. ' It is' clear, then, that leadership in these tasks is -
- not very general.  Who will lead whom depends on the situation as .
well as on the traits of the people involved, -~ ~ = =

“Further results from this study show that the boys whom their
supervisors rated high for one type of leadership are rated high
for all types. Supervisors appear to fall into the well-known
halo error. ' The boys! contemporaries, however, seem more discrimi-
nating. To a much:greater degree they. tend to pick different boys
for different 'sorts of leadership jobs. But neither supervisorst
ratings,anrvnominations:by-contemporaries, nor. leadership:activi-
ties..in school,. though they all correlate with one another, correlate
well with the scores on actual performance. We can say, roughly,
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that the boys who have the traits neceséary to impress others
with their leadership potential do not necessarily have the traits
to perform as leaders in actual situations.

A1l this is somewhat discouraging. The many-sided search for
leadepship traits has not paid off very richly. But the research
cannot be counted useless. At the very least we now have empirical
evidence to guide us away from the easy and erroneous assumption
that we can construct a general list of leadership traits. And it
remains true that misses and near misses, if carefully observed,
are often necessary for a truer setting of the sights. From a
practical point of view, however, even near misses are disappoint-
ing. :

~ From all these studies of the leader we can conclude, with
'~ reasonable certainty, that: (a) There are either no general ‘
leadership traits or, if they do exist, they are not to be.de-
scribed in any of our familiar psychological or common-sense
terms and (b) in a specific situation, leaders do have traits
which set them apart from followers, but what traits set what
leaders apart from what followers will vary from situation to
situation.

Research -on the Situation as a Factor in Leadership

One logical conclusion from all the studies on leadership
traits is that the behavior of leaders--and presumably the traits
that are invented to lie behind behavior--varies widely from one
leadership situation to another. We have already seen that the
individuals who are judged leaders in OCS are not often judged -
good leaders in combat. And naval officers who are given good
efficiency ratings at sea are not always (nor: even often, when
the r is .10) given high efficiency ratings ashore., Some of the
discrepancy between ratings in one situation and those in another
is due to the raters. But it is clearly conceivable that the men
are good leaders in the OCS or, shore situation but are not good
leaders in combat or at sea. As the situation changes the demands
on the leader change. If the leader cannot meet the changed demands,
his proficiency as a leader will obviously suffer. It makes almost
. immediate sense that we should not expect the officer who excels
in combat leadership to have the sort of keen insights and subtle
abilities demanded by an intricate administrative job. And the
industrial executive who succeeds in guiding his company through
a wild and rapid expansion is probably not the one to be at the
helm during a period of calm solidification of success. The be=-
havior of leaders obviously changes as the situation changes. The
demands on the leader also change as the situation changes.

All this means that it may be profitable to throw a research
light on the situations in which leadership occurs.
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- It is clear that we now have few really adequate ways of deal-
ing with situations--with groups--as entities. When we set out to
describe a group, about all we can say is that it is large or small.,
that it is primary or secondary, that it has a certain name, or that
it serves a certain alleged purpose. Or we can talk about military
groups, church groups, young peoplets groups, college groups, political

- . groups, or family groups. But such descriptions are neither precise

nor complete. They are roughly equivalent to describing a man as a
small, friendly, blonde colonel in the Air Force. Such accounts are
all right so far as they go, but they do not help much if we are
interested in studying the intimate and subtle details of a leader's
behavior as it relates™to the group he is leading.

If we are going to get anywhere in studying the situation as
it affects leadership, we need to discover or invent new ways of
describing social groups. One interesting approach to this problem
has been undertaken by Hemphill (14). This research project under--
took the relatively ambitious job of finding basié¢ dimensions that
can be used in the precise and systematic description of groups.
The research was based on the notion that it would be possible to
take any group, give it a score on each of a number of dimensions
and come out with something of a "profile," like the profile on the
psychograph of an individual who has taken a battery of psychological
tests. If we could do something like this for a group, then we might
- really get somewhere in predicting what sort of behavior a leader
will find adaptive in what sort of group. ‘

~ The Hemphill reséarch on dimensions has not yet paid off in
any  very practical way. It has run into some bothersome methodologi-
cal bugs and is, all in all, a very difficult sort of research to
handle. We will not take the time here to give an account of how
data were gotten from 500 assorted groups and then ground up in
IBM equipment. , We will ‘simply list the dimensions that were tried .
out and illustrate how they can perhaps help in getting at leadership
problems.

The 15 dimensions which were defined and applied to the de-
scriptive analysis of 500 groups are listed below: :

l. Size of the group. , :

R. Viecidity or the degree to which a group functions as a
unit (togetherness).

3. Homogeneity of group members with respect to age, sex,
background, and so on. . ’

4o Flexibility of group relation. , '

5. Stability of the group with respect to frequency of major
changes. ’

6.  Permeability of the group to new members.
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7. Polarization of the group with respect to its goals.
8., Autonomy of the group with respect to other groups. O
9, Intimacy among group members. éb(ki}
10. ' Control or the degree to which the group regulates :
, member behavior. '
1l.  Participation of members in the groupts activities.
12. Potency or importance of the group for members.
13. Hedonic Tone or the degree of satisfaction derived
from group membership. : :
1L4. Position of a member within the group's status
hierarchies. .
15. Dependence of members upon the group.

Any given group; supposedly, can be given a more-or-less
precise score on each of these dimensions. These scores will
constitute something of a profile for that group. Such a profile
should be considerably superior to the description of a group as
"a bedraggled group in a P.0.W. camp™ or a Mlarge, low-morale group
- in the Army." Such a dimensional description may help enormously
in dealing with leadership. It is not inconceivable, for example,
that we can find ‘typest of profiles and that we will eventually
be able to select or train our leaders so that their behaviors
would "fit® the sort of group.they are called on to lead.

These are all worthy ambitions and they still appear to be
realizable. But the millenium is a long way off. Hemphill used
" these 15 dimensions in describing the 500 groups on which data
were gathered, then made some progress in relating the group dimen—
sions to leaderst! behavior. The very definition of the dimensions,
as a matter of fact, leads to the setting up of testable hypotheses
about leadership. Take the dimension of dependence, for example.
Groups obviously vary with respect to the degree in which the
followers must depend on the leader for the satisfaction of their
needs. In one group the leader has the power of decision over
hiring, firing, promotion, or even over life and death. In another
group the leader may in fact be dependent on the followers; if they
dontt like him, they may eliminate him. What effect would you ex-
pect this variable to have on the behavior of the leader? In order
to lead well in a group where dependence is great, what must the
leader do? You can set up a number of reasonable and testable
hypotheses about leadership and its relation to dependence. For
example, where dependence is high, the leader's perceived fairness
in administering rewards and punishments is likely to become very
‘crucial. Whére dependence is high, the leader probably needs to
be very clear about stating rules and regulations; but, where
dependence is low, this is not likely to matter much.

The dozens of hypotheses that spring from this dimensional

thinking have not yet been thoroughly examined. But as an example
_of what happens when such analysis is made Hemphill (7) and Westie (15)
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é4?1"5152*’66@??studied in-some detail the relation between the leaderts
behavior and the size of the group. To make such analysis the.
procedure was, first to separate the 500 goups on which data

were available into M"larger® and "smaller™ categories, then see
what specific behaviors on the part of the leader were observeéd
by group members as occurring more or less frequently in the two
groups of groups. Fach group member who reported on a group was
asked to check, for example, the frequency with which the leader
"demonstrated physical courage." Each reportirg member was also
asked to judge whether this item of behavior applied to the group
he observed. Such an analysis reveals that a large number of
leader~behaviors occur more often in large groups and are more
often applicable to large groups than to small groups. The follow-
ing list gives examples of behaviors that apply to and occup in
large groups more often than small groups:

l. Leader demonstrated physical courage.
2. . Leader demonstrated ™uoralt courage.

3+ Leader made rules and regulations clear.
4. Leader knew his job.

5. He allowed no exceptions to the rules.
6. He made people enthusiastic.

7. He coordinated different jobs.

8. He wisely idelegated authority.

9. He could give orders pleasantly.

These and other data add up to'the conclusion that large groups
make more and different demands on the leader than do small groups.
In large groups a larger portion of the leader's total behavior seems
critical for his role as a leader. The leader of a small group is,
in. a way, a freer individual. Generally speaking, the leader in a
large group plays the role of impersonal direction coupled with a
firm and impartial enforcement of rules and regulations. In smaller
groups the leader plays a more personal role. He can make exceptions
to rules, listen to others, treat each member as an individual.

The attempts to deal with the group as an entity--to be described
and measured much as we describe and measure a human individual or an
amoeba or a molecule--may lead us to pay dirt in leadership research.
The work of Hemphill and similar efforts on the part of Cattell and
others deserve close consideration. It is very conceivable that a
dimensional approach to military leadership situations would yield
immediately valuable insights having a bearing on both the selection
and training of military leaders. :

Studies of the Follower

The need to study the leader and the need to study the situation
are both obvious. But what about the follower? Of course, when we
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look at the situation we are also looking, in at least an indirect
way, at the followers. But perhaps a direct look at the led will ¢
help us make sense out of leadership. After all, it is the followérs -y
who accepts or rejects leadership, who often judges whether leader- =
ship is good, who works or loafs for the leader. We may well ask
questions about the factors in the follower which bear on the sort

of relation established between him and the leader. What about
something we can call the "readiness for leadership" in the typical
enlistee or draftee? What attitudes or traits or ideas does he have
which prepare him to accept or reject various sorts of leadership?
What sort of followers adapt most easily to military leadership?

There has been no research designed to get at such problems.
But there is a Navy-sponsored project now going on at the Institute
for Research in Human Relations, at Philadelphia, which promises to
turn up some significant things about followship.

This project, through the use of field survey and other tech-
niques, has delineated certain tentative personality traits, certain
attitudes and certain "ideological® factors in followers and has
examined the relation of these things to the f'readiness for leader-
ship.” We need not here go deeply into the theory underlying the
study but the questions the study should at least illuminate include
such as the following: Are there discoverable traits of the follower.
which move him to accept or reject strong-man leadership? Does the
personally insecure person seek out leadership and lean heavily upon
it? What is the American attitude toward authority? Are we really,
as the anthropologists tell us, an authority-rejecting people? What
is the American tideology! of leadership, if any? Does the American
individual have a set of standards by which he judges the adequacy
of various sorts of leadership? What do the American people expect
of their military leaders, and what do these expectations have to
do with their reaction to a military leader when they meet up with
one?" The answers to such questions can be expected to furnish
useful knowledge about the background against which all leadership
in America occurs and will almost surely help define the general
leader~follower relationship. f

 The data from these studies (22) (23) show with reasonable

clarity that factors in the follower do influence his attitudes
"about leaders and will, presumably, influence his choice of, or
behavior in the presence of, a leader. For example, the American
people perceived Roosevelt primarily as (a) a man who warmly liked
people, (b) a man who supported and Mlooked out for™ the little
man, and (c) a man of great personal strength. It is fairly safe
to say that the American people had certain Mneeds® and that they
perceived FDR as the man who met these needs, who solved their
problems. Perhaps we can describe these needs as (2) a need for
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approval from above, (b) a need for material support, and (c) a
need for a strong father-like figure to reassure them in time of
stress. Such conceptualizations leave much to be desired but it
.is clear that followers will follow a leader who meets their

- needs, who solves their problems. And thinking in terms of needs
of followers may give us new insights into leadership.

Toward a Theory of lLeadership

We are now in possession of many facts and insights concern-
ing leadership, military and otherwise. Many of our facts are
negative, but nonetheless sound, and our insights are partial but
still valuable. We also possess considerable knowledge about both
individual motivation and group process, knowledge of direct rele-
vance for the understanding of leadership phenomena. It does not
appear too optimistic to hope that we can soon incorporate all
existing facts into a systematic theory of leadership, a theory
the formulation of which would guide toward additive significance
our separate research attempts and which, if formulated, would
hasten the arrival of demonstrably useful applications.

- I wish now to spend a few minutes stating some general ideas
about one possible road toward theory and then to take an explora-
tory walk down this road. '

The first general point is that it now looks as if any compre-
hensive 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 leadership phenomenon: (a) the leader and his psycho-
logical attributes, (b) the follower with his problems, attitudes
and needs, and (c) the group situation in which followers and leaders
relate with one another. To concentrate on any one of these three
facets of the problem represents oversimplification of an intricate
phenomenon. A focus on the leader alone will probably continue to
yield positive but unexciting correlations. To concentrate on the
follower alone will reveal relationships, but probably not very

- significant ones. A focus on the situation alone may carry us to
a level of abstraction that obscures the dynamics of individual
psychology and hence lessens the completeness of our understanding.
A good theory must include, but somehow rise above, the facts we
now have or may accumulate in all of these three limited areas of
coricern. '

A second general idea I wish to express gets a little more.
down to earth and deals with one possible way of drawing a compre-
hensive theoretical picture at least crudely inclusive of what we
now know about the leader, about the follower and about the situa-
tion.
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This genéral way of thinking involves the four following points:
o ST B B Sy
1. There is a follower in every instance of leadership, a Yy

follower with certain problems, attitudes, expectancies, and needs.,

2. In any group the motivational pattern of the single follower,
and of the followers in aggregate, will depend on characteristics
of specific situations. In one situation long-standing individual
motivations will hold sway. In other situations motivations specifi-
cally and focally connected with an explicit group goal will be the
salient motivations. For example, a hypothetical need for approval
from above will be impo;tant in many situations but will give way
in emergency situations’to more specific and situationally determined
patterns of motivation.- B :

) 3.  In any situation the pattern of follower motivations will

put demands on the leader, demands the leader must meet if followers
are, both psychologically and physically, to stay in the group. In
some situations, for example, the leader must be strong enough to
meet salient dependency needs while in another he must be able to
encourage and implement the followers?! need for autonomy and respon-
sible participation. o '

4. ~Whether or not the leader meets the demands upon him will
depend on both his abilities and some deep-lying personality attri-
butes. If the group seeks a concrete goal, the leader is under .
pressure to give the technical assistance necessary for the reach-
_ing of that goal. JIf the group is in a state of insecurity and ,
needs a strong leader upon whom to lean, the leader's basic orienta-
tion to his own authority must allow him to assume a strong, father-
like role. If the situation is such that the follower's need for
ego-income is great, the leader must be able to deny directive
authority and play a role in which nondirective procedures are
paramount. - :

Here, then, is the bare outline of a way of thinking about
leadership. The outline will need much filling in and perhaps
serious renovation before .it becomes anything approximating a
systematic theoretical picture. But in its present form it gives
some promise of including a large number of known facts and it
leads to some potentially profitable hypotheses. It may deserve
some present elaboration.

Let?s look for a moment at the things a follower brings with
him into a leadership situation and then we can focus, for purposes
of illustration, on one importanti follower need as it varies with

the situation and as it makes demands on the leader.

63




bba .

~ Any follower who comes into a group brings his individual
personality with him. He is, in large degree, a product of his
social envirorment, .a bearer of the motives and inclinations -
comnon among those who have been exposed to the same society he
has made peace with. He also brings, of course, his own unique
orientation to life. '

Many of his existing needs and attitudes have a great deal
to do with his readiness to respond to the leader of the group.
He has, perhaps, a strong need for fatherly approval. Or he may
‘have’a need to lean dependently on a strong leader who will do
his thinking for him. Or he may have a hidden desire to kick
all authority in the teeth. Perhaps he brings with him a learned
bias against big men or men with red hair. Perhaps he carries a
picture in his head of what a "real leader" is like. He brings
his readiness to respond to various bearers of social status such
as the wealthy or the educated. In the presence of any leader,
all his learned ways of reacting to figures of authority come
into play. '

Of course the follower reacts to more than the leader in a ,
group situation. The other members of the group are also potential
sources of psychological income or of frustration. And the goal
the group seeks is a very significant element in the follower's
motivational pattern. His general willingness to stay in the
'~ group, to contribute to it, is a function of his hypotheses about
the psychological income to be derived from all these sources.

Now let's take one motivational element that seems crucial
in many groups and examine it as it relates to changes in the
situation and to the! behavior of the leader. Our Philadelphia
studies strongly suggested that followers in very many situations
have a need for approval, for a feeling of belonging, of usefulness,
of being respected and liked as individuals. Our data suggested
that such a need leads to the seeking of leaders characterized by
warmth and humanity, leaders who M"like people." It is perhaps
‘both adaptive and justifiable, at this juncture, to broaden this
meed for approval” and to follow Likert (18) in referring to a
more inclusive motivational syndrome that can be called ego-needs.
 This syndrome has often been'referred to in psychological litera-
ture without ever having been defined with optimal precision, but
for present purposes we can use the term to refer to the individualts
desire to be recognized, to feel useful, to be approved, to feel
integral and responsible. And we can set down some loose~jointed
hypotheses about the way ego-needs vary with changes in the situa-
tion and the way such variations give rise to ‘changing demands on
the leader. : ' -
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Any American follower brings his ego-needs with him when he &
comes into any group, whether the group is an infantry squad, a G5
bomber crew, a PTA organization:or a road construction gange Un-
less the over-all group situation satisfies these needs, there
will be an increase in the individual's inclination to withdraw
from the group or to pursue only passively the group's goals. The
leader of the group, both in terms of the follower'!s perception and
in terms of objective reality, has a good deal to do with the satis-
faction of these needs. The strength or saliency of such needs will
vary but seldom are the needs completely dormant.

One very general hypothesis concerning the relation between
the strength or saliency of ego-needs on one hand, and the charac-
teristics of the situation on the other, is as follows:

The need for ego-satisfactions on the part of followers will
increase as the potency of the group goal decreases. This hypoth-
esis says, in effect, that a group of hungry men will follow a leader
who can help them get food no matter how much of an S.0.B. is the
leader. It also says that the West End Knit and Chat Club, having
no psychologically potent goal to pursue, will soon disintegrate or
will soon reorganize itself, if its leader blocks the followers!
attempts to satisfy their ego-needs. 'In military groups, where
there is a life and death emergency, it does not matter if the
leader is poor at arranging smooth interpersonal relations. If-
he can get us out alive, he is acceptable and he will be followed.
Tn many groups, the "popular® person, the sociometric hot-shot, is
the one who is perceived as the best leader. He makes everybody
feel like somebody. (At least this is one theory of popularity.)
But if the group with a popular leader suddenly faces an' emergency,
the demands on the leader come in a different form and it. is not
enough that the leader be a 'mice guy." The group goal becomes
more potent and the nice guy is traded in for a new leader who
can help solve the problem. The experiments of Carter and Nixon
(6) illustrate that the leader who can win nominations from his
followers and from his teachers is not necessarily the leader
who is followed when a real group goal emerges.

We can further:state two secondary hypotheses about the rela-
tion between ego-needs and the group's relation to its goal.

1. As the group goal becomes more clearly defined, there will
be more emphasis, other things being equal, on the leader?'s ability
to help the group reach that goal and less emphasis on his ability
to satisfy ego-needs. R ‘ '

"2, As progress toward the group goal becomes more visible,
there will be increased emphasis on the leaderts goal-relevant
skills and less on his ability to satisfy ego-needs.
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T :
aﬁgﬁThese hypotheses say that in such settings as bureaucratic
organizations, where the goal is not clearly defined and progress
toward it is not clearly visible, the ™nice guy™ leader can stay

in office for years without having to demonstrate any technical
ability. He needs only certain skills in human relations. In a
submarine on patrol, by contrast, where the goal is clearly defined
and where every member of the group knows whether the hit is scored
or whether the boat surfaces when it should, the skipper has a
technical function. His ability to perform this function, in a
functionally organized group, assumes great importance.

It is possible to set down a number of additional hypotheses
about the variations of the strength and form of ego-needs with.
variations in other dimensions of groups. The following will be
illustrative: ‘ S

. 1. Follower's ego-needs decrease in strength as the polariza-
tion of the group increases. A group that is busy pursuing a goal
will not take time out to worry about whether everybody is somebody.
Perhaps a group cannot often get itself polarized unless ego-needs
are already satisfied, but once vigorous action is in progress the
important thing is to reach the goal. All else is secondary.

2. As the size of the group increases, ego-needs are less
likely to be satisfied. This hypothesis raises the old question
about the optimal size of a committee., The larger the group, the
more difficult it is for every individual in it to be individually
recognized. Ego-needs are likely to be better satisfied in small
and informal groups, when interpersonal contact is maximal, Per-
haps people will generally identify more strongly with small than
with large groups. At least it seems clear that in large groups
the leader cannot do the same things he does in small groups to
satisfy ego-needs. The data of Hemphill and Westie (15) show that
he does not. In large groups the leaderts general appearance of
warmth and humanity probably becomes more important, with respect -
to ego-needs, than what he actually does in his interpersonal
relations. . '

Follower's ego-needs, in strength and manner of operation,
vary as the characteristics of the group change, but these needs
are present in a large variety of groups and they are often so
important that they must be satisfied if the follower is to remain
in and contribute even minimally to the group. Likert (18) has shown
that industrial groups with M"employee-centered® supervisors have
higher productivity than similar groups with "company-centeredh
leaders. There is a good deal of evidence that military leaders
who are "for their men" are the ones most enthusiastically followed.
The superiority of democratic over autocratic groups in many
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situations is probably due to the fact that democratic procedures

‘give followers more ego-income. We cannot deny the importance of &>
ego-needs. And we cannot doubt that the leader in any group has iﬁf&
a significant hand in determining whether or not followers feel - '
wanted, approved, and recognized. This is one important way in
which the leader determines the followert!s psychological income,
and hence the productivity of the group.

All this leads us now to ask questions about the leaderts
personality. What sort of leaders are able to meet the demands,
in the various forms, for ego-satisfactions? Such a question is
probably not now answerable in terms of available conceptual or
technical tools, and hence it is a very troublesome question..
But wrestling with it may still be worth the trouble it entails.

It seems reasonable to believe that the leader who, other
things being equal, can best satisfy the follower?'s need for accept-
ance and approval is the leader who genuinely likes people, who works
on the general hypothe31s that people are good and that the whole
human. enterprlse is worth while.

It is_not hard to believe that most .of us, in our relations
with people, act in consistent accordance with a learned general
hypothesis about the goodness of human beings. Some people act
in apparent consistency with an optimistic audience toward any
human being that comes along. They exude an air of acceptance
and approvale. Some, at the other extreme, are at least initially
abient to any other person and appear to be continually seeking
evidence to document the belief expressed in Steig'!s well-known
cartoon, that "people are no damn good.® This abience may take
the form of paranoid suspicion or of scorn, depending on whether
the individual perceives himself as above or below his fellows.
But whatever its form, such a general readiness to.respond to
people may have a good deal to do with an individualts performance
when placed in a leadership role. If followers need to be liked,
their relations with a leader who basically likes no one can be
counted on to be mutually unsatisfactory and conducive to unpro-
‘ductive group morale. »

, Can we define and measure such a variable? There secems to
. be no real reason why we cannot. We could now probably do a fairly
. reliable job of rating our acquaintances on a continuum from like-
people-in-general to dlallke-people-ln-general. If we could do
this, and if we could also determine for any given situation, the
strength of the follower's need for ego-income, we could state and
test some relatively neat hypothesis about what sort of leaders
will win what sort of acceptance and promote what sort of group
effort. At a very general level, we can state the hypothesis
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~that over a period of time and throughout a variety of situations,

the industrial or military leader who likes people, who is "people
centered," will, other things being equal, achieve better group
productivity and better subjec.ive group morale than will the leader
who is possessed of a deep distrust of people.

This analysis of the follower's need for approval, its varia-
tions with changes in the situation and the implications for the
personality of the leader gives an example of the sort of hypotheses
growing out of the approach here advocated. Though presently our
definitions are fuzzy and our concepts lacking in neatness, the
approach may prove productively provocative to somebody and may
lead to some solid experimental investigations.

We can make the same sort of analyses for other follower
needs. Take the follower's need for strength from above, a need
the Philadelphia study indicated to be important. Probably this
need increases with the potency of the group goal and the general’
insecurity of followers. What sort of leaders or potential leaders
have the ability to assume great responsibility for the welfare of

- others?  Some people seem basically incapable of making decisions

for others. They cannot play the role of a strong father. Maybe
their need to be loved by their followers is too extreme to let
them run that risk of disapproval that resides in the assumption
of responsibility. Other people must assume responsibility for
others--they need power and a dominant role. Still others can
assume power or they can leave it alone, as the occasion demands.
A significant aspect of the leaderts personality, this reasoning
‘goes, is his attitude toward his own authority. Perhaps this
attitude, too, can be. incisively defined and its relation to group’
performance systematically studied. ’ ~

The follower?s hypothetical need for structure leads to further
hypotheses. This need will vary from situation to situation but its
presence anywhere leads to questions about the leader's interest in
giving structure and about his ability to do it. Research results
show that in many situations leaders are characterized by both more
intelligence and more verbal fluency than are the followers. These
facts may be tied together under the general heading of the ability
of the leader first to see what the problem is and then to communi-
cate it to his followers. In addition to the ability to see and to
commnicate structure, the leader must want to give structure. Some
leaders (for example, some teachers) appear more interested in letting
the followers know that the leader knows about everything than in
letting the followers see the problem for themselves. This sort of
factor in the leader's personality might well be investigated further.

There are other follower needs we might think about with profit,
but demands from followers are not the only source of pressure on
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the leader. Many leaders themselves have leaders. They work in

an official hierarchy with official goals to achieve. In many » o~
instances the leaderts success is judged in terms of the group's f@%ggx
performance in advancing a goal imposed from outside itself. This T
sort of arrangement raises fascinating problems in leadership and

in moralé. We will not take time here to do an essay on this prob-

lem, but it may be worth while to set down one general hypothesis.

about the leader's orientation to Mofficial missions.” e

The general hypothesis says that individuals differ widely
in the proclivity for accepting tmissions from above.™ Some
people are chronic "company men." They accept any goal that is
handed down from authoritative sources. They pursue it vigorously
and will do almost anything to make their followers pursue it.
Others are unable to accept any mission from above; in any organi-
zation, they are constitutional outlaws. = Still other individuals
can accept some missions from above and can, with skill and ration-
ality, persuade followers to pursue them. The leaderts orientation
to official missions is probably a consistent aspect of his person-
ality. It probably can be defined and dealt with in relatively
objective terms. It probably has a lot to do with morale and
effectiveness of the groups he leads.

Summary

In a number of ways, psychological research has contributed
usefully to the solution of practical leadership problems. It
seems fair to conclude that in the military and in other settings
we can now select and train leaders better than we could 25 years
ago. Through psychological research we can now select potential
leaders who are in known possession of certain attributes (for
example, intelligence) widely believed to be necessary for success=-
ful leadership. We have invented ways to increase the reliability
of judgment about the effectiveness of leaders, thus eliminating
a good deal of adventitiousness from the processes of selection
and promotion. Our knowledge of group processes is increasing
and may yield valuable insights into problems of leadership. We
still have not solved the problem of a criterion of effective
leadership but this problem is not necessarily insoluble. Good
hints come to us from those who work on the characteristics of
groups and on criteria of group effectiveness. Research now in
progress is based on a keener insight than was the research of
five years ago. We now at least know -something about which alleys
are blind.

We can, with a right good will, continue our efforts to under-
stand leadership, for even though practical results are slow to
come, the potential social benefits in even a minute improvement
in leadership are indeed tremendous. Our chances of achieving
such benefits, if our opportunity to do out research is not re-
stricted, appear to be excellent. ’
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¢ ‘QUESTION: - You have mentioned the theory that one must be a
follower, have the ability to follow, in order to be a leaders
Do you know that leadership is necessarlly dependent on a man
~being able to follow?

DR. SANFORD' I would expect to find a relatlonshlp between
the number of times an individual has been a follower, a member
of a group, and the number of times that he has been a leader.
There is some evidence on this which I think shows that it comes
pretty close to the truth.

There is a general tendency to relate those people in groups.
The guy who is most often a leader is most often a follower in
groups, Whether his experlence as a follower helps him to be a
leader, or whether he is just the sort of fellow who gets himself
involved in situations which lead to him being a follower or lead
to him belng a leader, we don't know.

There is another personality factor entering into it. This
is venturing into the realm of imagination rather than evidence
nowe. . The guy who doesntt have any desperate need to be a leader
gets involved in a lot of group things. He doesn't need to be a
leader. He can be a follower. He can step into the leadership
role when it is necessary, but he doesn't have to do so. The
important thing is to get the job done. There are other people
who feel compelled to be the leader. They must be the champion
or they will go right home., ‘ :

QUESTION; Doctor, has any effort been made toward a study
of the great people in history to try to find out what made them
leaders?

DRe SANFORD: There is no systematic psychological study of
that. Historians have gone about describing the personality
characteristics of the great leaders to some extent. I can't
quote what they have sald.

I can tell you that we did have a study of Mr. Roosevelt!s
qualities. He was a great man in the eyes of some people. We
had a study in Philadelphia in which we tried to analyze what it
was about Roosevelt that led people to think he was a great man..
The answers fall into three categories:

First, there were the ones who thought Roosevelt was a great
man because he liked people. This is very important. This applies
also to the military.

The second category that played a role in their liking for

Roosevelt was their love for power. Americans have a great respect
for powerful personalities. They said Roosevelt was a powerful man—-

70




that he controlied Congress and so forth. He had those elements
which bring about personal power. We like someone who is of that &=
type. . ‘ o . ‘ B g : : - o S . ) . ) q‘ﬂ"”-fgp

The third category was his material supporte. People thought -
Roosevelt had given them material things. "He paid for this. He
gave me my job. He looked after my family. He looked after my
business. He gives me matérial things.® '

Those three factors show the American orientation toward
authority. The relation between the American people and the
leader must be described in a certain pattern.

.QUESTIQNé;'You spoke about methods of selecting officer
candidates in Germany accordlng to ratings of an examining board.
I wondered Just what the examining board's. rating were, for example,
on occasions when the candidate was made the leader of a group of
noncooperative individuals.

DR. SANFORD: I do not know. The best I can do is to tell you
what you can read on that. There is a book by Farago called "Psycho-
logical Warfare,™ which deals with that. I quit at that.

miate ; | -

QUESTION: * Would you care to speculate on how far leadership

might be shaped by the wilful and domineering traits of children?

DR. SANFORD: Well, I could cite that in my own case I have
observed that there is a tremendous imitation of the father on :
the part of boys. Sometimes the imitation is of his way of handling
authority, such as imitating his father with respect to pushing
people around, ordering them about, and so on. I think a boy's
general attitude toward handling authorlty is probably learned
in that way.

As to domineering children, I think that often instead of
imitating the father, a child may go off in the opposite direction.
Everybody knows how you can have negative imitation--fIf he does
it this way, by golly, I am going to do it the other way."

But I think you are on the right track--that the attitude
toward other people's authority is learned pretty early in life.
It may be reinforced as the person grows up, but there is generally
a deep-seated pattern formed before we reach adulthood. And that
is bound to be reflected in how we handle our responsibilities.

QUESTION: Dr. Sanford, I got the impression from some of
your remarks that leadership characteristics are probably more
acceptable in some areas than in other areas. Is career planning
in the military compatlble with good leadership practices or
indoctrination?”
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gﬁir“DR..SANFORD: -1 don't know enough about the details of career
 planning to make a’very intelligent answer to your question. But

I don't see why career planning cannot take into consideration a

variety of military situations and a variety of military personali-

ties working toward some general end.

Of course, military officers have to play a variety of leader-
ship roles, You know darned well that in some of them you fit
better than in others. If you knew enough about the factors of
the job and about the factors of yourselves, you could probably
do a good job of predicting what situation you would do well in.

But' you don't want a man who can only do well on one job.
You want people who are versatile, who can fill a number of roles.
that the military officer has to fill. You have all known people
who--whatever the job, whatever the situation--always behave the
same., Sometimes that may be the best kind to have but other times
it may not. ' ' '

QUESTION: I have come to the conclusion from listening to
this discussion that most of the qualities of leadership are
basically hereditary or at least that the leadership pattern is .
firm by the time a person is an adult. Would you then say that
you can teach leadership? If what I just said is so, aren't we
wasting our time attempting to teach and develop leadership in
people who have already reached adulthood?

DR. SANFORD: There is bound to be some element of rightness
in what you say. But I think I can show that it is not entirely
right. There are some people who, when they reach adulthood, are
cast like plaster and they are not going to learn anything. But
I don't think there are any of that sort of fellows in this room.
If you had been that sort of fellow, you wouldn't be here. If
you can't learn anything nowadays, you cantt survive. You have
Just got to change with the times.

Now, I really think there are some people that can't learn.
In human relations they need to relate to people in only one way.
This way is so satisfying to them that, whether it works or not
in terms of the organization, they are going to behave in that way.
You can hit them on the head with a hammer, but you can't change
them, ‘ ’ . ’ ) :

On the other hand there are people who are amenable, who are
very adaptive; they learn quickly. Their whole pattern of behavior
changes in adulthood. ‘ D _

QUESTION: Doctor, I get the impression that you don't think
very much of the present fitness reports and effectiveness reports;
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that you thlnk ‘they do not indicate who should be generals and whqg
should be admirals,’ Wbuld you care to tell us what is ‘wrong- w1th g
them and how they can be’ 1mproved9 S

.. DR. SANFORD-: As I sald the general common-sense 1nd1cat10ns
are that we get some pretty good generals and admirals that way..
_But in terms of what we might do when' we know all about these things,
'they are not so good. we could av01d some of the obvious mlsflts.

I think I could malntaln that there are people who are generals
or admirals who are not very good for our side. That is my impression
and it might be demonstrated. You might put it gently and say that
there are somé generals and admlrals who are better for our side than
are other generals and admlrals.

‘I don't know what the answer is; nobody does.  Therefore you -
might say, since we have no better way of determining that, perhaps
the best thing we can do is to get some well-intentioned ratings by
.people who have been around - and who have observed the fellow.a- :

But a ratlng is no good unless it is rellable. Unless you get \
at least two people to agree, you don't know where you stand. You
have to get two people who are well fitted to observe to agree that
something is there. That appears to be the best way of getting what
is there. : R

Now, as to how to improve the system, I m;ght say that I see a -
green submarine sailing right across the ceiling there. Does anybody
agree to that? The only way I can demonstrate that it is there is to
get agreement on it., If I can't get anybody, any well-equipped organ-
ism in this room to say that it is there, I.am crazy. That. 1s_the way
to demonstrate 1t. R TRIE RR I . '

The value of the ratlng of offlcers depends on the extent to.
which you can'get people to agree. It depends on. reliability. The
reliability of these boards is something on which you cantt make a
definite statement, because you don't know. It is awfully hard to
know to what extent you can get reliability. o

The Navy is tremendously interested in fitness'reports.l There
has been a tremendous improvement over its former methods.

QUESTION' Doctor, do you think that people have to be in the
- right place at the right time in order to be given the opportunity
to develop or demonstrate whether they ‘have Jleadership? Doesn't
chance ‘have a good deal of a part to play in it? A person might
have leadership characteristics; but, if he isn't in the right

: plage at,tbe\rlghtvt;meﬁand‘g;venathe right responsibility, it
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may never come to light whether he has this great leadership
capability. What part does chance play in it? :

DR. SANFORD: I don't know. I think it is very easy to’
believe that chance does play a part. If you had lived 50 years
ago, probably some of jou would not now be colonels. This sort
.of implies that there is a relationship between leaders and follow-
ers. You might not have had anybody following you. If you had
lived 100 years ago, you might have been a plumber. So I think
that there is a chance element. There is bound to be some chance
to it. That doesn't mean that I think you ought to resign it all
to chance. I think you should feel that you have accomplished it

~on your own merit. That may not necessarily be so. :

There are some people who never assume leadership. There
are some who are after it, who want responsibility, who are .
definitely after it. Others never get to the point of assuming
- the responsibility for doing anything, for seeking leadership.
There are other people who don't want it; but, if they are given
it, they will perform very well. There are people in every outfit .
- who would be good leaders and would perform very well, but they
never seek leadership and they don't need it. They regard it as
a possibility, but they never go after it.

QUESTION: You have mentioned a lot of things that have a
correlation with leadership. What about the ability to communicate
either in writing or orally?

DR. SANFORD: I am glad you mentioned that. One thing that
I missed in my talk was the fact that in the 124 studies on leader-
ship the factor found in the largest number of them, not in all but
in most, was a factor called verbal fluidity. It shows on the face
of things that one of the most important things in the realm of
- leadership is the ability to commnicate. They have the ability
to communicate what the goal is. You have to be able to communicate
to bring about division of labor. Communication or verbal fluency
gets involved in all of those things. If I were picking military
officers, I would try to find some sort of verbal fluency. It is
a pretty handy thing in many situations.

QUESTION: In connection with the fitness reports again, do
you believe we could take more advantage of the opportunity of
getting our junior officers to give us a better idea of what they
actually think about us, perhaps not incorporating it formally in
the fitness report, but rather to get them to give us an idea of
how we are getting along in their eyes?

DR. SANFORD: Well, you might make a case about your fellow

. 'officer at the same level having a much wider exposure to you than
most superior officers have. They see you not when you assume the

h




role that you do for superiors. ‘lost people assume a certain role
when their superiors are around. They have to be prepared for that&«.,
People like to make a favorable impression. They are not always sy
Mthemselves." When somebody lives in the same dormitory, when he

sees you every day, he sees you in your normal behavior. His judg-
ment probably is worth something because of that. It may be more
valuable that that of your superiors. . The only way you can deter-
mine whether it is more valuable is to find out which relates more
closely to some definite criterion, like combat performance or some
other substantial measure of your actual on-the-job behavior.

QUESTION: You mentioned several tests that were méde of
officer candidates by their peers. What proportion of them did
you get to give you the general opinion?

DR. SANFORD: I foirget how many, but it was a general opinion.
They expressed an opinion as to whether he was good officer material.

There has been a recent study on that, which goes at it in :
a much more molecular sort of way. They have broken it down into
four sorts of categories in a much more molecular sort of way.
They know what sort of thing, what sort of adjectives, get them-
selves involved in these higher ratings. It is a very detailed
thing. We may be able to use it instead of going through this
elaborate process of getting general ratings. It may be much
more valuable. - B

COLONEL WATERMAN: Doctor, we have about run out of time.
This may sound like the understatement of the week, but I would

like to say that you have given us food for thought. On behalf
of the student body and the faculty I thank you very sincerely.

(7 Apr 1952--500)S/VIM
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