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s z s  

Dr.  F i l l m o r e  H. Sanford,  E x e c u t i v e  S e c r e t a r y  of the A m e r i c a n  
P s y c h o l o g i c a l  A s s o c i a t i o n ,  Was b o r n  in  Cha tham,  V i r g i n i a ,  1914. He 
a t t ended  H a r g r a v e  M i l i t a r y  A c a d e m y  and the U n i v e r s i t y  of R ichmond ,  
V i r g i n i a .  He r e c e i v e d  h i s  M.A.  deg ree  f r o m  H a r v a r d  U n i v e r s i t y  i n  
1937 and h i s  Ph.  D. f r o m  tha t  school  in  1941. F r o m  1941-43 he taught  
at H a r v a r d ,  a f t e r  which  he b e c a m e  an o f f i ce r  in  the U. S. Navy.  He 
had a t e r m i n a l  a s s i g n m e n t  as  s e n i o r  o f f i ce r  of the Avia t ion  P s y c h o l o g y  
Sec t ion  at the Nava l  A i r  T r a i n i n g  B a s e s ,  Corpus  C h r i s t i ,  Texas .  He 
now ho lds  the r ank  of l i eu t enan t  c o m m a n d e r  in  the U. S. Nava l  Rese rVe .  
F r o m  1946-48 he taught  at the U n i v e r s i t y  of M a r y l a n d  in  the P s y c h o l o g y  
D e p a r t m e n t ,  and then  b e c a m e  p r o f e s s o r  of P s y c h o l o g y  at  H a v e r f o r d  
C o l l e g e .  He wro te  a book which  i s  be ing  u sed  in  a l e a d e r s h i p  c o u r s e  
at the N a v a l  A c a d e m y  at  Annapol i s  and one which i s  u sed  as  a text  fo r  
chief  pe t ty  o f f i c e r s  of the Na~-y. He has  a l so  w r i t t e n  a book en t i t l ed  
" A u t h o r i t a r i a n i s m  and L e a d e r s h i p "  which  was  pub l i shed  by  the In s t i t u t e  
for  R e s e a r c h  in  Human  Re l a t i ons ,  as  wel l  as  v a r i o u s  a r t i c l e s  pub l i shed  
tn  s c i en t i f i c  pub l i ca t ions .  He i s  a m e m b e r  of Ph i  Be t a  Kappa and 
O m i c r o n  Del ta  Kappa ,  h o n o r a r y  f r a t e r n i t i e s .  

i i  



THE N A T U R E  AND P H I L O S O P H Y  OF L E A D E R S H I P  

15 S e p t e m b e r  1954 

C O L O N E L  B A R T L E T T :  We a r e  h o n o r e d  th i s  m o r n i n g  to h a v e  
wi th  us  the  A s s i s t a n t  S e c r e t a r y  of the  Navy ,  M r .  F o g l e r . ,  

A d m i r a l  H a g u e ,  G e n e r a l  Nib lo ,  and  g e n t l e m e n :  In  p r e p a r a t i o n  
f o r  t h i s  i n t r o d u c t i o n ,  I r e c e n t l y  l o o k e d  up in  the  d i c t i o n a r y  the  d e f i n i -  
t ion  of l e a d e r s h i p .  T h e r e  a r e  s e v e r a l  d e f i n i t i o n s .  One of t h e m  p e r -  
t a i n s  to e x p l o s i v e s ,  f i r e w o r k s ,  and d e m o l i t i o n s .  In tha t  s e n s e  a 
l e a d e r  i s  a qu ick  f u s e  c a u s i n g  a r a p i d  i gn i t i on .  I t hough t  t ha t  w a s  an  
a p p r o p r i a t e  d e f i n i t i o n  f o r  m i l i t a r y  l e a d e r s  and  the  q u a l i t i e s  of l e a d e r -  
sh ip .  

Bu t  o u r  s p e a k e r  t h i s  m o r n i n g ,  I a m  s u r e ,  w i l l  g ive  you  b e t t e r  
d e f i n i t i o n s  of l e a d e r s  and  a l s o  w i l l  d i s c u s s  the  p s y c h o l o g y  of l e a d e r s h i p .  
H i s  b i o g r a p h y ,  to w h i c h  you h a v e  a c c e s s ,  i s  i n d i c a t i v e  of h i s  w o r k  in  
t h i s  f i e ld .  You wi l l  n o t i c e  h i s  d i s t i n g u i s h e d  r e c o r d ,  the  b o o k s  he  h a s  
w r i t t e n ,  and  h i s  s e r v i c e  in  the  Navy .  S o m e  of o u r  N a v y  m e m b e r s  m a y  
h a v e  s e e n  h i s  t ex tbook ,  w h i c h  i s  u s e d  at  A n n a p o l i s  and  f o r  petty, of -  
f i c e r  c o u r s e s .  He  w a s  a m e m b e r  of Ph i  B e t a  K a p p a  in  c o l l e g e ,  but ,  
as  you  w o u l d  p e r h a p s  g u e s s  f r o m  h i s  d i m e n s i o n s ,  he  w a s  a l s o  qu i te  a 
f o o t b a l l  p l a y e r .  The  h i g h e s t  c o m p l i m e n t  I c a n  give h i m ,  though ,  i s  to 
t e l l  you  t h a t  t h i s  i s  h i s  f o u r t h  c o n s e c u t i v e  a p p e a r a n c e  h e r e .  Dr .  S a n f o r d .  

DR. S A N F O R D :  M r .  F o g l e r ,  A d m i r a l  H a g u e ,  G e n e r a l  Nib lo ,  l ady ,  
and  g e n t l e m e n :  I t  i s  a p r i v i l e g e  to be h e r e ,  bu t  I c o m e  wi th  s o m e  d i s -  
i l l u s i o n m e n t .  I h a v e  h a d  c o n s i d e r a b l e  a d m i r a t i o n  f o r  the  c o l l e g e  and  
f o r  the  s t u d e n t s ,  but  C o l o n e l  B a r t l e t t  h a s  j u s t  g i v e n  you  e v i d e n c e  tha t  
t h i n g s  a r e  g e t t i n g  in a r u t  h e r e .  

M y  p l e a s a n t  e x p e r i e n c e s ,  s t i m u l a t i n g  and  s o m e t i m e s  e m b a r r a s s i n g  
e x p e r i e n c e s ,  in  m e e t i n g  p e o p l e  in  t h i s  e n v i r o n m e n t  h a v e  m a d e  m e  v e r y  
p r o u d  of o u r  a r m e d  s e r v i c e s  and  v e r y  a w a r e  of m y  own l i m i t e d  k n o w l -  
edge  and  e x p e r i e n c e  in l e a d e r s h i p .  Bu t  i t  h a s  g i v e n  m e  g e n e r a l l y  a 
good  f e e l i n g  abou t  you  peop l e  and y o u r  p e e r s .  

My own p r e s e n t  i n c l i n a t i o n  is  to t h a n k  the  L o r d  f o r  the  o f f i c e r s  we  
h a v e  in  o u r  a r m e d  s e r v i c e .  

T h e r e  i s  s o m e t h i n g  a l i t t l e  r i d i c u l o u s  abou t  a f e l l o w  in  m y  p o s i t i o n  
t r y i n g  to t a lk  to you  about  l e a d e r s h i p .  The  a c c u m u l a t e d  y e a r s  of 
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experience represented here would amount to an entirely fabulous 
figure. My own experience and my own research is limited. 

My attitude about administrators, people who handle positions of 
responsibility, is that you are very complicated integrating mecha- 
nisms as you go about your daily chores. You must take in much evi- 
dence, many points of view, much information. You must digest it, 
weigh it and assess it; you must eliminate some items and accept some; 
you must put a lot of things together and then come out with a decision 

about something. And this is a daily function. Sometimes you do not 
have adequate evidence, sometimes you have to fly blind, but the proc- 

ess of integration goes on. 

Thi s  i s  t r u l y  a n - i n t e g r a t i n g  f u n c t i o n  and  an  a l l e g e d  s p e c i a l i s t ,  
s u c h  as  I, f i t s  in to  th i s  in tha t  he  c a n  f eed  in to  the i n t e g r a t i n g  s y s t e m  
some additional facts, some additional points of view, which you, as 
the responsible do_rig, decision-making person may find of value to 
you tomorrow or next week as you go about your administrative func- 

tions. 

Another way of saying this is that I, being a behavioral scientist, 

and you, being officers, have very much in common in our activities. 

We are all scientists in a way. The decision-maker is a scientist. 

He does many things the scientist does--not always in the same way, 
not always with the same degree of precision, not always with the same 

technique and system, but often with more effectiveness 

You, in going about your business, do have theories and you do test 

hypotheses. These are the main characteristics of scientific activity. 

Each of youhas a theory of leadership and your theory leads to specific 

hypotheses that you test in specific situations. Sometimes these are 

articulate and sometimes not. Sometimes they are not articulable. 
Some of these are so articulated that leaders write books on the theory 
of leadership. But each leader has both a theory and a set of specific 
hypotheses. And each leader acts every day on the basis of his theories 

and hypotheses. 

M a y b e  you  h a v e  s t u d i e d  J o h n  P a u l  J o n e s  o r  G e o r g e  W a s h i n g t o n  
and  a d o p t e d  t h e i r  way  of l ook ing  at  l e a d e r s h i p  p r o b l e m s .  O r  m a y b e  you  
r e a d  a book  and  a d o p t e d  i t s  t h e o r i e s  as  y o u r  own.  O r  p e r h a p s  y o u r  
t h e o r i e s  s p r i n g  u n c o n s c i o u s l y  f r o m  y o u r  own p e r s o n a l i t y  n e e d s .  O r  
p e r h a p s  t h e y  a r e  b a s e d  v e r y  s e n s i b l y  on y o u r  own e x p e r i e n c e .  
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L e a d e r s ,  a d m i n i s t r a t o r s ,  s c i e n t i s t s  do  h a v e  t h e o r i e s ,  a n d  t h e y  a l l  
a p p l y  t h e m  a s  t h e y  go  a b o u t  t h e i r  b u s i n e s s .  

P a r e n t s ,  t o o ,  h a v e  t h e o r i e s .  I h e a r d  a f a t h e r  s a y  h e  t h o u g h t  a 
g o o d  w a y  to  s o l v e  t h e  f e e d i n g  p r o b l e m s  of  c h i l d r e n  w o u l d  b e  to  p u t  t h e m  
in  a b a r r e l  a n d  f e e d  t h e m  t h r o u g h  t h e  b u n g  h o l e .  I a m  n o t  s u r e  t h i s  
h y p o t h e s i s  w a s  s e t  u p  e x p e r i m e n t a l l y  a n d  i s  a c t u a l l y  v a l i d  i n  c e r t a i n  
s i t u a t i o n s .  B u t  p a r e n t s ,  t e a c h e r s ,  a d m i n i s t r a t o r s ,  p e o p l e  g o i n g  a b o u t  
t h e i r  b u s i n e s s  a c t  a s  i f  s u c h  a n d  s u c h  w e r e  t r u e .  

I n c i d e n t a l l y ,  I h o p e  t h a t  s o m e  of  y o u  i n  d i s c u s s i n g  t h e  J o e  R o b b i n s  
c a s e  w i l l  p a y  a l i t t l e  a t t e n t i o n  to  w h a t  s o r t  o f  t h e o r i e s  J o e  R o b b i n s  i s  
a c t i n g  u p o n ;  w h a t  t h e o r i e s  S h a t t u c k  i s  a c t i n g  u p o n .  H o w  g o o d  a r e  t h e s e  
t h e o r i e s  ? T h e  w h o l e  p r o c e s s  of  l i v i n g  i s  a p r o c e s s  i n  w h i c h  y o u  h y p o t h -  
e s i z e  a b o u t  h o w  to  do  t h i n g s  a n d  w h a t  w i ! l  h a p p e n .  Y o u  a c t  o n  y o u r  
h y p o t h e s e s .  T h e y  b e c o m e  s h a r p e n e d  w i t h  e x p e r i e n c e ;  t h i s  i s  l e a r n i n g .  

A g a i n ,  I s a y  I c a n  g i v e  y o u  s o m e  f a c t s  a n d  s o m e  P o i n t s  o f  v i e w  
w h i c h  y o u  m a y  u s e  i n  g o i n g  a b o u t  y o u r  s c i e n t i f i c  b u s i n e s s ,  i f  y o u  a c c e p t  
t h e  d e f i n i t i o n  a s  o u t l i n e d .  Y o u  a r e  g o i n g  to  m a k e  t h e  d e c i s i o n s .  Y o u  
a r e  t h e  i n t e g r a t o r s ;  y o u  a r e  t h e  s c i e n t i s t s .  I f  I c a n  c o n f u s e  y o u  i n t e l -  
l i g e n t l y  b y  a n e w  p o i n t  o f  v i e w  o r  a n e w  f a c t  s o  t h a t  y o u r  h y p o t h e s i s  
t o m o r r o w  w i l l  be  a l i t t l e  b e t t e r  a l i t t l e  m o r e  d i s c r i m i n a t i n g ,  t h e n  i t  i s  
w o r t h  w h i l e  m y  b e i n g  h e r e ;  i f  n o t ,  i t  w a s ' a  n i c e  t r y ,  a n d  I w i l l  a p o l o g i z e  
f o r  h a v i n g  t a k e n  u p  y o u r  t i m e .  

A l l  r i g h t ,  w i t h  t h i s ,  I w o u l d  l i k e  t o  s u m m a r i z e  i n  a v e r y  s k e t c h y  
w a y  s o m e  o f  t h e  r e s e a r c h  o n  l e a d e r s h i p  a n d  t h e n  go o n  t o  t a l k  a b o u t  a 
p i e c e  of  r e s e a r c h  w h i c h  I w a s  c o n n e c t e d  w i t h  s o m e  y e a r s  a g o ,  w i t h  t h e  
i d e a  t h a t  i n  t h i s  s o m e b o d y  m a y  b e  g i v e n  a h o o k  to  h a n g  a n  i d e a  u p o n ,  
s o m e b o d y  m a y  b e  l e d  to  t h i n k  a b o u t  t h i n g s  i n  a w a y  t h a t  i s  n e w ,  d i f f e r -  
e n t ,  a n d  p r o f i t a b l e .  

A s  y o u  m a y  k n o w ,  m o s t  o f  t h e  r e s e a r c h  o n  l e a d e r s h i p  h a s  b e e n  
i n  t h e  a r e a  o f  s e l e c t i o n .  S i n c e  m e n  h a v e  b e e n  o r g a n i z e d  i n t o  g r o u p s ,  
t h e r e  h a s  b e e n  a n  i n t e r e s t ,  I a m  s u r e ,  i n  h o w  do  y o u  s e l e c t  l e a d e r s .  
H o w  do  y o u  p r e d i c t  i n  a d v a n c e  w h a t  i n d i v i d u a l  w i l l  do  w e l l  i n  f u t u r e  
o p e r a t i o n s  o f  a g r o u p ,  w h o  w i l l  do  w e l l  i n  h a n d l i n g  i n c r e a s e d  r e s p o n s i -  
b i l i t y .  

T h i s  p r o b l e m  h a s  b e e n  a t t a c k e d  m a i n l y  b y  p s y c h o l o g i s t s  a n d  
s o c i o l o g i s t s  t h r o u g h  a n  a t t e m p t  to  f i n d  t r a i t s  o f  l e a d e r s .  P s y c h o l o g i s t s  
c a n  m e a s u r e  a l a r g e  n u m b e r  o f  h u m a n  t r a i t s .  I t  w o u l d  be  a w f u l l y  

3 
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handy if we could say the leader has such and such traits in such and 
such an amount. Then we could test the whole population and imme- 
diately specify those who are likely to handle leadership well. This 
would be very practical and would solve a lot of problems. 

There have been, oh, perhaps 200 separate time-consuming, in- 
telligently executed studies of the traits of leadership. I think it is a 
fair summary to say these 200 studies have succeeded mainly in turn- 

ing up negative knowledge. 

If you consider it on a factual level, there are no traits of leaders. 
There is no single attribute that you people share that seems to have 

anything to do with t~ne fact that you are leaders--and you are highly 
selected leaders or you wouldn't be here today. But you don't have any 
common attribute that anybody could measure that separates you from 
seven of your peers who were left behind when each of you was selected 

to come to this institution. 

Now this is a fairly extreme statement and needs a little modifica- 
tion. The results come out something like this: It is a good and sen- 
sible hypothesis that leaders must be more intelligent than followers. 
But out of 25 separate researches that have investigated this hypothesis, 
it turns out something like this: In ii out of 25 situations leaders are 
more intelligent than followers; in i0 out of 25 situations, leaders are 
less intelligent than followers; in the other four situations, there was 
no difference. So you can't make the general statement that leaders 
are more intelligent than followers. This sort of thing holds in regard 
to :almost any ability, almost any other single trait you can find. 

:Thisdoesn't mean that intelligence is not important. But it means 
that if you are interested in making general statements as to traits of 
leadership, you cannot really say that leaders are intelligent. You have 

to qualify enormously any such statement. 

Selection of leaders still goes on. You were selected. Leaders in 
all branches of the service, in industry, and in Government are se- 
lected. They do their jobs. So leadership selection is effective, but 
there is no scientific way as yet to do it. There is no real evidence that 
you people, for example, are any better leaders or perform better than 
your peers who were left behind. The staff of the school can't really 
prove that they have selected you well. It couldn't prove that you are 
better leaders without taking an equal number of your peers who were 

4 



r e j e c t e d  and  w a t c h i n g  t h e m : o v e r  the  nex t  20 y e a r s  t o  s e e  who  p e r -  
f o r m e d  b e s t ,  you  o r  t hey .  

3 '33  

Thi s  i s  a v e r y  e x p e n s i v e  s o r t  of e x p e r i m e n t  to p e r f o r m ,  but  i t  
i s  the  on ly  s o r t  a n y o n e  s e e m s  to know about  t ha t  wou ld  e n a b l e  us  to 
v a l i d a t e  the  p r o c e s s  b y  w h i c h  you  w e r e  s e l e c t e d ,  the  r o c e s  
m i l i t a r y  o f f i c e r s  g e n e r a l l y  a r e  s e l e ~ * ^ ;  . . . .  P s by w h i c h  

uL~u. w e  s e l e c t  peop l e  f o r  the  
v a r i o u s  m i l i t a r y  a c a d e m i e s ,  but  we  c a n ' t  be s u r e  tha t  the  o n e s  we s e -  
l e c t  p e r f o r m  any  b e t t e r  t han  the  o n e s  we r e j e c t .  
do p e r f o r m - - a n d  t h e r e f o r e  we a r e  i n c l i n e d  to s a y  The o n e s  we  s e l e c t  

o u r  s e l e c t i o n  p r o c e s s  i s  good. Bu t  we d o n ' t  know and  c a n ' t  p r o v e  it .  You c a n ' t  m a k e  a s t a t e -  
m e n t  tha t  any  c u r r e n t  s e l e c t i o n  p r o c e s s  h y p o i h e s i s  i s  the  b e s t .  

Now th i s  d o e s n ' t  m e a n  tha t  t h e r e  wi l l  no t  be good s c i e n t i f i c  s t a t e -  
m e n t s  abou t  the  s e l e c t i o n  of l e a d e r s .  T h e r e  i s  m u c h  r e s e a r c h  in  
p r o g r e s s .  T h e r e  is  no e x i s t i n g  e v i d e n c e  tha t  m a k e s  i t  p o s s i b l e  to s a y  
tha t  a p e r s o n  who h a s  c e r t a i n  a t t r i b u t e s  w i l l  m a k e  a good l e a d e r .  Bu t  
t h e r e  has  b e e n  p r o g r e s s .  R e l a t i v e l y  few r e s e a r c h  r e s o u r c e s  h a v e  b e e n  
put  in to  the  p r o b l e m ,  but  m y  own f e e l i n g  is  t ha t  we  a r e  on the  v e r g e  of 
h a v i n g  good s c i e n t i f i c  and  s e n s i b l e  s t a t e m e n t s  about  g r o u p  p r o c e s s e s  
and  abou t  l e a d e r s h i p .  We d o n ' t  h a v e  t h e m  now.  

T h e r e  h a s  b e e n  a good d e a l  of e f f o r t  i n v e s t e d  in  the  t r a i n i n g  of 
l e a d e r s .  Al l  b r a n c h e s  of the  s e r v i c e  now h a v e  l e a d e r s h i p  t r a i n i n g  
c o u r s e s .  It i s  a w f u l l y  d i f f i cu l t  to d e n y  tha t  t h e s e  c o u r s e s  h a v e  s o m e  
v a t u e .  I t  i s  e q u a l l y  d i f f i cu l t  to p r o v e  tha t  t h e y  do,  b e c a u s e  i t  i s  h a r d  
to de f ine  w h a t  i s  good l e a d e r s h i p .  

The d e f i n i t i o n  of r e a l  l e a d e r s h i p  i s  a s  d i f f i c u l t  a p r o b l e m  to w r e s t l e  
w i th  as  any  you  c a n  g e t .  Who i s  a good  l e a d e r  ? No one c a n  d e f i n e  now 
in g e n e r a l  t e r m s  wha t  i s  a good l e a d e r .  You m a y  r e c o g n i z e  i t  w h e n  i t  
a p p e a r s ,  but  t r y  to d e f i n e  i t  in  s c i e n t i f i c  l a n g u a g e  and  you  h a v e  a r e a l  
p r o b l e m  on y o u r  h a n d s .  T h e r e  is  an i n c o n v e n i e n t  a b s e n c e  of c l e a r - c u t  
c r i t e r i a .  The  a b s e n c e  of a p r e c i s e  d e f i n i t i o n  and m e a s u r a b l e  c r i t e r i a  
c l u t t e r s  up r e s e a r c h  on both i n i t i a l  s e l e c t i o n  and  a d v a n c e m e n t .  

In one  r e s e a r c h  a t  A n n a p o l i s ,  we  found  out  we  cou ld  c h a n g e  s o m e  
a s p e c t s  of m i d s h i p m e n  by a c o u r s e  in  l e a d e r s h i p .  We put  on a c o u r s e  
b a s e d  on a s p e c i a l l y  p r e p a r e d  book.  T h e n  we  r a n  an  e x p e r i m e n t  to s e e  
if the  c o u r s e  did any th ing .  We took a l l  s a n i t a r y  p r e c a u t i o n s  to  s e e  t ha t  
the  e x p e r i m e n t  m a d e  s e n s e .  We did  c o m e  up w i th  e v i d e n c e  tha t  the 
c o u r s e  p r o d u c e d  i m p r o v e d  s c o r e s  on v a r i o u s  t e s t s ,  f o r  e x a m p l e ,  t h e r e  



i m p r o v e m e n t  on a t e s t  of l og ica l  r e a s o n i n g  and on a t e s t  of soc i a l  
was  ple ~ 1 1  a f : e : r  =b~:mms in t e l l i gence .  We changed,  and I th ink  m o s t  peo 
p roved ,  the s o r t  of so lu t ions  they  ~ouna to numan  ~ v ~ , , , , o  ~ 
But  whe the r  we i m p r o v e d  t h e i r  l e a d e r s h i p  capac i ty  i s  an i n f e r e n t i a l  
m a t t e r  and no one knows.  We th ink  pe rhaps  the m i d s h i p m e n  wi l l  do 
b e t t e r  jobs for  the navy by having  gone th rough  th is  i n t e l l e c t u a l  expe-  

r i ence ,  

How would you t e s t  the nega t ive  hypo the s i s  that  you a r e  was t ing  
your  t ime  h e r e  or  the pos i t ive  hypo the s i s  tha t  you a re  get t ing s o m e -  
th ing out  of your  cou r se  ? It  i s  v e r y  d i f f icul t  to get s c i en t i f i c  ev idence ,  
but i t  i s  f a i r l y  easy  to make  a s ens ib l e  a r g u m e n t  that  i t  i s  v a l u a b l e .  
I t  is  a good b e t - - I  c an ' t  give you p r e c i s e  d a t a  to back  th i s  u p - - t h a t  m e r e  
r ead ing  of books about  l e a d e r s h i p  has  v e r y  l i t t l e  ef fect  on changing be -  
h a v i o r  or  i m p r o v i n g  the s e n s i t i v i t y  or  e f f ec t i venes s  of one ' s  p e r f o r m -  
ance,  And t he r e  is  good r e a s o n  to doubt a l so  tha t  l i s t en ing  to l e c t u r e s  
is  much m o r e  ef fec t ive .  The re  is  good r e a s o n  to be l i eve  tha t  d i s c u s -  
s ion  groups  a re  m o r e  ef fec t ive  than l e c t u r e s  because  they  come c l o s e r  
to put t ing you in ac tua l  s i tua t ions  f r o m  which  you mus t  l e a r n  your  way 
out. I t  i s  a good p r inc ip l e  that  m o r e  l e a r n i n g  happens  whe re  you a r e  

doing it in real life situations. 

You can't memorize formulae from books and blindly apply them 

to life situations. From lectures and books you may pick up new and 
valuable ideas, but you have to try them out in real life before you 
know they ~are any good. The discussion of the Joe Robbins' case comes 
close to real life situations. You would probably come closer to life if 
there were movies which would supplement the written account of the 
case. If you can feel Joe Robbins' tensions and emotions, if you can 
feel your way out through the case, then you probably can learn from it 

asyou can learn from real life. 

Industry is always investing a great deal in training supervisors, 
and these courses are probably worth while. People do learn. People 
do get new hypotheses. They do experiment to find new ways of be- 
havior, and if you buy at all our notion that intelligent behavior is some- 

thing likely to happen if there are alternate hypotheses in a certain sit-u- 
can bu the idea of liberal education, then you can buy the 

ation, if you Y ............... ÷h,xr " e experiences. 
idea that training courses like thiS one a-= + ...... hil _ 

Now for a change of pace and of topic. Recent work on leadership 

has focused on the operation of small groups. I am sorry I cannot 
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s u m m a r i z e  th i s  r e s e a r c h  fo r  you.  It  i s  too r e c e n t ,  and  m u c h  of the  
l i t e r a t u r e  on i t  i s  in  p r o c e s s  of pub l i ca t i on .  And t i m e  h e r e  i s  t o o  s h o r t .  
But  a l l  b r a n c h e s  of the  A r m e d  F o r c e s  a r e  now s p e n d i n g  r e s e a r c h  m o n e y  
on p r o b l e m s  of s m a l l  g r o u p s - - s q u a d s ,  b o m b e r  c r e w s ,  m i l i t a r y  t e a m s .  
G r o u p s  v a r y  e n o r m o u s l y  in  e f f e c t i v e n e s s .  W h y ?  One s q u a d  h a n g s  
t o g e t h e r ,  ge t s  jobs  done ,  and  ha s  low AWOL r a t e s ;  a n o t h e r  f a l l s  apa r t .  
Why ? T h e r e  i s  no r e a s o n  tha t  we canno t  e v e n t u a l l y  f ind out. 

The s m a l l  g r o u p  is  as  m u c h  of an en t i t y  as  the  a m o e b a  o r  the  m a g -  
n e t i c  f ie ld .  It  can  be u n d e r s t o o d ,  a n a l y z e d ,  p r e d i c t e d .  And w h e n  we 
u n d e r s t a n d  g r o u p s ,  we a l s o  u n d e r s t a n d  s o m e t h i n g  about  l e a d e r s .  If 
the  g r o u p  a l e a d e r  c o n t r o l s  i s  a p r o d u c t i v e ,  s t a b l e  g roup ,  t h e r e  i s  a 
good b a s i s  fo r  s a y i n g  the  l e a d e r  i s  a good l e a d e r .  

Th i s  r e s e a r c h  on g r o u p  p r o c e s s  i s  p r o m i s i n g .  T h e r e  i s  a good 
dea l  of i n v e n t i v e n e s s  and  p o t e n t i a l  p ro f i t  in  it. The  b e s t  I can  do now 
is  to s ay  you shou ld  wa tch  fo r  i t  d u r i n g  the  nex t  f ive  y e a r s .  The r e -  
s u l t s  of th i s  r e s e a r c h  w h e n  t r a n s l a t e d  in to  d e c e n t  E n g l i s h ,  m a y  be of 
c o n s i d e r a b l e  h e l p  to you in  y o u r  da i ly  b u s i n e s s .  

The fac t  tha t  so  m u c h  r e s e a r c h  on t r a i t s  of l e a d e r s  l ed  to n o t h i n g  
v e r y  p o s i t i v e  s t a r t e d  r e s e a r c h e r s  off in  o t h e r  d i r e c t i o n s  in  t h i s  a r e a .  
One  d i r e c t i v e  c o n c e r n e d  the  s t udy  of s m a l l  g r o u p s .  And th i s  d i r e c t i v e  
i n v o l v e s  the  s t udy  of g roup  d i s c u s s i o n .  Obv ious ly ,  if  l e a d e r s  a r e  m o r e  
i n t e l l i g e n t  in  th i s  s i t u a t i o n  and l e s s  i n t e l l i g e n t  in  th i s  one ,  and  i f  i n t e l -  
l i g e n c e  m a t t e r s  h e r e  and  not  h e r e ,  t h e r e  i s  s o m e t h i n g  in  the  s i t u a t i o n  
tha t  is  i m p o r t a n t .  Maybe  we n e e d  to look at  l e a d e r s h i p  s i t u a t i o n s  s y s -  
t e m a t i c a l l y  so  tha t  we can  d e s c r i b e  t h e m  and go back  and say ,  in  s i t u a -  
t ion  A i n t e l l i g e n c e  i s  i m p o r t a n t ,  but i t  i s  not  i m p o r t a n t  in  s i t u a t i o n  B. 
And  p e r h a p s  we can  d e s c r i b e  p r e c i s e l y  the  n a t u r e  of . s i tua t ions  A and  B. 

T h e r e  has  b e e n  a good d e a l  of s y s t e m a t i c  w o r k  done  in  t r y i n g  to 
d e s c r i b e  s o c i a l  s i t u a t i o n s  in  d e l i n e a b l e ,  d e f i n a b l e ,  
We can do t h i s  wi th  i n d i v i d u a l  p e r s o n a l i t i e s ,  a f t e r  quan t i f i ab l e  t e r m s .  

25 o r  30 y e a r s  of 
s c i e n t i f i c  r e s e a r c h  on t r a i t s .  We canno t  ye t ,  however . ,  ta lk  in t e r m s  
of the t r a i t s  of g roups .  But  if  we could ,  we m i g h t  be  ab le  to say ,  f o r  
e x a m p l e ,  tha t  a g iven  g r o u p  has  a c e r t a i n  " p e r s o n a l i t y "  o r  p r o f i l e :  It  
i s  l a r g e ;  i t  i s  h o m o g e n e o u s ;  i t  has  h igh  v i s c o s i t y ,  in  tha t  the  m e m b e r s  
a r e  r e a l  c l o s e  t o g e t h e r ,  i t  h a s  g r e a t  d e n s i t y  and g r e a t  po t ency .  In  a 
g r o u p  of a c e r t a i n  p r o f i l e ,  the  f u n c t i o n s  of the  l e a d e r  a r e  one way;  
w h e r e a s  in  a g roup  w h i c h  i s  s o r t  of l o o s e  in  o r g a n i z a t i o n ,  a h e t e r o -  
g e n e o u s  g roup ,  one  wi th  low d e n s i t y  and low p o t e n c y ,  the  l e a d e r s h i p  
f u n c t i o n s  a r e  d i f f e r e n t .  You can s e e  tha t  p e r h a p s  a r o u n d  th i s  a p p r o a c h  
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there is potential sense to be made. Good declarative sentences may 
come out of this sort of thing, but there are none I can give you now. 
This is an approach you may find useful in thinking about your own 
problems, • The general hypothesis is that the adaptive function of the 
leader varies according to these aspects of the situation in which leader- 

ship occurs. 

I will leave that point there unless somebody makes the mistake of 

getting interested in it and wants to come back to it later. 

Another approach is one we adopted in doing some research under 

the sponsorship of the Office of Naval Research in Philadelphia some 
years ago. We took a very simple line of approach that, since studying 
the leader hasn't really paid off and since the studying of the situation 
is awfully complex, why not study leadership by studying the follower. 
He is the guy who follows or not, vigorously or with feet dragging. Let 
us study him. Maybe he is one of the real keys to understanding what 

happens when leaders and followers get together. 

We went about this in a number of ways but the fundamental one 
was based on the notion that followers are followers only so long as 
there is psychological profit in it for them. That is a straightforward 

sort of thing but it has some implications. A man will stay in a group 
andgo in a certain direction only so long as he sees more advantage 

than disadvantage in it. 

• Another way of thinking about follower response--if you want to 
try it on for size,-is who gets what out of what in a leadership situa- 
tion? This leads to another statement, equally pious and general, that 
the good leader in a situation is one who maximizes psychological income 

for the members of the group; a poor leader minimizes it. Such a 
statement must be complicated by a consideration of the "official" func- 
tions the group is supposed to carry out, but let's leave it as is for the 

m o m e n t .  

P e o p l e  m a y  w i s h  fo r  m a n y  t h ings .  Of t en  peop l e  d o n ' t  d e s i r e  wha t  
t h e  c o m p a n y  o r  the  c o m m a n d e r  wan t s  t h e m  to want .  Bu t  the  good 
l e a d e r  s t i l l  i s  one who f inds  a way  to m a x i m i z e  i n c o m e  fo r  f o l l o w e r s  

wh i l e  ge t t i ng  the  job done .  

If we cou ld  u n d e r s t a n d  m o r e  about  A m e r i c a n  f o l l o w e r s  in  g e n e r a l ,  
we  wou ld  a l s o  know m o r e  about  l e a d e r s h i p  in  A m e r i c a .  What  w i l l  
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A m e r i c a n s  a c c e p t  a n d  w h a t  a r e  t h e i r  i d e a s  a b o u t  l e a d e r s h i p  ? W h e n  
t h e y  c o m e  i n t o  t he  a r m e d  s e r v i c e s ,  w h a t  do t h e y  e x p e c t  ? W h a t  r e a d i -  
n e s s e s  do t h e y  h a v e  to r e s p o n d  to w h a t  s o r t  of l e a d e r s  ? T h e y  do c o m e  
w i t h  t h e s e  r e a d i n e s s e s .  T h e y  h a v e  s p e n t  19 o r  20 y e a r s  l e a r n i n g  f r o m  
t h e i r  p a r e n t s  a t t i t u d e s  t o w a r d  a u t h o r i t y .  T h e y  h a v e  l e a r n e d  a c e r t a i n  
s o r t  of w i l l i n g n e s s  o r  u n w i l l i n g n e s s  to  f o l l o w  s q u a d  l e a d e r s ,  p l a t o o n  
l e a d e r s ,  c o m m a n d e r s ,  o r  a n y b o d y  e l s e .  

We c o u l d  go a b o u t  s t u d y i n g  t h i s  A m e r i c a n  r e a d i n e s s  f o r  l e a d e r s h i p ,  
bu t  in  n o t  t oo  c o m p l e t e  a n d  s y s t e m a t i c  a way .  We h a d  a l i m i t e d  a m o u n t  
of m o n e y  to  s p e n d  on  t h i s .  I w i l l  g i v e  y o u  o n e  e x a m p l e  of  how we  w e n t  
a b o u t  t h i s  a n d  one  s p e c i m e n  of the  r e s u l t s  we  got .  I w i l l  g ive  y o u  s o m e  
m o r e  i f  y o u  l o o k  b r i g h t  in  the  e y e  a t  a l l .  B u t  i f  y o u  w a n t  to  h u r r y  a l o n g ,  
j u s t  l o o k  b o r e d  and  w e  w i l l  s k i p  the  d e t a i l s .  

We u s e d  a s  p a r t  of an h o u r - l o n g  i n t e r v i e w ,  w h a t  we  ca l ]  t he  p o o r  
m a n ' s  p r o j e c t i v e  t e s t .  We t r i e d  i t  ou t  on  a t h o u s a n d  d o o r s t e p s  i n  P h i l a -  
d e l p h i a - - w e  u s e d  a n u m b e r  of  c a r t o o n s ,  l i n e  d r a w i n g s  l i k e  t h i s  o n e ,  
f o r  e x a m p l e  ( s h o w s  l i n e  d r a w i n g ) .  H e r e  i s  a p i c t u r e  of a l e a d e r  s a y i n g  
s o m e t h i n g .  W h a t  do y o u  t h i n k  a p e r s o n  in  the  g r o u p  s a y s  ? T h e  r e -  
s p o n s e  a p e r s o n  g i v e s  i s  an  i n d i c a t i o n  of w h a t  h i s  r e a l  a t t i t u d e  i s ,  g o t -  
t e n  a t  w i t h o u t  the  e d i t o r i a l  f a c t o r  of  c e n s o r s h i p  t h a t  c o m e s  in  if  he  i s  
e n g a g e d  in  t a l k  w i t h  a s t r a n g e r  on  h i s  d o o r s t e p .  We f e e l  t h a t  we  ge t  
r e a l  a n s w e r s ,  no t  f a k e s .  T h e  l e a d e r  i s  s a y i n g ,  " S i n c e  I a m  h e a d  of  
t h i s  g r o u p ,  y o u  h a d  b e t t e r  do w h a t  I s a y .  " H e r e  i s  a s t a n d a r d  A m e r i c a n  
o v e r  h e r e - - w h a t  i s  h i s  a n s w e r  ? K e e p  i t  c l e a n ,  now.  You  c a n  e d i t  w h a t  
w o u l d  be  the  m o s t  f r e q u e n t  a n s w e r  to  t h i s :  " S i n c e  I a m  h e a d  of  t h i s  
g r o u p ,  you  h a d  b e t t e r  do a s  I s a y .  " 

CLASS: Oh,  y e a h !  

DR.  SAN'FORD:  Ou t  of  a t h o u s a n d  r e s p o n d e n t s ,  t he  m o s t  f r e q u e n t  
one  w a s  l i ke  y o u  s a y - , 4 7 1  s a i d  " N u t s , "  o r  s o m e  v a r i a t i o n  of i t ,  d e -  
p e n d i n g  on  i n d i v i d u a l  d i f f e r e n c e s .  T h i s  t h e n  i s  w h a t  we  c a n  t e n t a t i v e l y  
d e s c r i b e  a s  t he  s t a n d a r d  A m e r i c a n  r e s p o n s e  to  t h i s  s o r t  of  l e a d e r .  I t  
i s  n o t  a t  a l l  s u b t l e  o r  s u r p r i s i n g .  W h a t  i s  s u r p r i s i n g  i s  t h a t  o n l y  471 
o r  47 p e r c e n t  of o u r  p e o p l e  g a v e  t h i s  r e s p o n s e ;  o t h e r s  g a v e  w h a t  s e e m s  

"to be  an  u n - A m e r i c a n  r e s p o n s e ;  31 p e r c e n t  g a v e  a n s w e r s  i n  t he  " w e  wi l l  
o b e y "  a r e a ,  i n d i c a t i n g  a c c e p t a n c e  of  d i r e c t i v e  l e a d e r s h i p .  T e n  p e r c e n t  
g a v e  w h a t  I t h i n k  a r e  m o r e  m a t u r e ,  r e l a x e d  r e s p o n s e s .  T h e y  s a i d ,  
" W e l l ,  w a i t  a w h i l e .  " " L e t  u s  t a l k  t h i s  o v e r .  " " T a k e  i t  e a s y .  " T h e s e  
p e o p l e  c a n  a c c e p t  o r  r e j e c t ;  t h e y  d o n ' t  h a v e  to  go e i t h e r  way .  T h e y  g a v e  
w h a t  s e e m s  a d i s c r i m i n a t i n g  r e s p o n s e .  F o u r  p e r c e n t  g a v e  a p o u t i n g  
r e s p o n s e ,  m e a n i n g  "I  qu i t .  " " L e t  m e  g e t  ou t  of  h e r e .  " We h a v e  s o m e  
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e v i d e n c e  tha t  t h i s  s o r t  of s i t u a t i o n  i s  t h r e a t e n i n g  to s o m e  peop l e  and  
tha t  t h e y  wan t  out,  tha t  t hey  h a v e n ' t  the  c o u r a g e  to s t a y  t h e r e  and  
r e j e c t ,  n o r  can  t h e y  accep t ;  t h e y  h a v e  to get  out.  The A m e r i c a n  r e -  
s p o n s e ,  P h i l a d e l p h i a  t y p e - - w e  d o n ' t  g e n e r a l i z e  o u t s i d e  P h i l a d e l p h i a - -  
is  "Nuts  to you.  " T h a t  i s  the  m o s t  f r e q u e n t  th ing.  We do f ind  peop l e  
a p p a r e n t l y  who r e a d i l y  a c c e p t  t h i s  s o r t  of th ing .  O t h e r  p e o p l e  do not  
r e s p o n d  v i o l e n t l y  e i t h e r  way  i m m e d i a t e l y  o r  d i r e c t l y .  T h e y  say ,  
"Wha t  i s  t h i s  about  ?"  " K e e p  y o u r  s h i r t  on. " " L e t  us  t a lk  t h i s  o v e r .  " 

A few w i t h d r a w  in  s o m e  k i n d  of pou t ing ,  e s c a p i s t  way.  

To go on wi th  t h i s ,  we do no t  h a v e  c o m p l e t e  da ta  on A m e r i c a n  
o r i e n t a t i o n  to a u t h o r i t y ,  but  I can  g ive  you s o m e  of the  f a c t s  we u n -  
c o v e r e d .  What  about  t h e s e  peop le  who say ,  " Y e s ,  s i r "  as  c o m p a r e s  
wi th  the  peop le  who say ,  "NUTS" ? A r e  they  d i f f e r e n t  s o r t s  of p e o p l e  ? 
We wen t  in to  the  p e r s o n a l i t y  of p e o p l e  l ike  t h i s  by a l i t t l e  p e r s o n a l i t y  
t e s t  and  we can  m a k e  a d i s c r i m i n a t i n g  s t a t e m e n t  abou t  w h a t  s o r t  of 
p e o p l e  s e e m  i n c l i n  ~d to bow i m m e d i a t e l y  to  d i r e c t i v e  l e a d e r s h i p  and  
wha t  s o r t  of peop le  r e j e c t  t h i s  k ind  of l e a d e r s h i p .  We can  d e f e n d  the  
s t a t e m e n t  tha t  an i n d i v i d u a l ' s  r e a d i n e s s  to a c c e p t  any f o r m  of l e a d e r -  

sh ip  i s  b a s e d  on h i s  p e r s o n a l  n e e d s .  

If you know wha t  a f o l l o w e r ' s  p e r s o n a l  n e e d s  a r e ,  you  can  p r e d i c t  
p r e t t y  w e l l  h i s  r e s p o n s e  to the  f o r c e f u l ,  d i r e c t ,  d o m i n e e r i n g  l e a d e r -  
sh ip  o r  to n o n d i r e c t i v e  and  m o r e  d e m o c r a t i c  l e a d e r s h i p .  .By l o o k i n g  
in to  i n d i v i d u a l  p e r s o n a l i t i e s ,  we  can  s e e  wha t  t h e i r  n e e d s  a r e  wi th  r e -  
s p e c t  to l e a d e r s .  T h e n  we can  p r e d i c t  wha t  s o r t  of l e a d e r  t h i s  p e r s o n  
wou ld  a c c e p t  in  o r d e r  to e s t a b l i s h  a m u t u a l l y  s a t i s f y i n g  r e l a t i o n s h i p  

b e t w e e n  l e a d e r s  and f o l l o w e r s .  

We w e n t  in to  a n o t h e r  s e g m e n ~  of i t  and sa id ,  "If  we can  u n d e r s t a n d  
the  A m e r i c a n  r e a c t i o n  to one l e a d e r  t h e y  a l l  know,  we wi l l  know a lo t  
about  t h e i r  r e a d i n e s s  to fo l low l e a d e r s  in  g e n e r a l .  " We f e l t  t ha t  a w i d e  
s e g m e n t  of the  p o p u l a t i o n  wou ld  know about  F .  D. R o o s e v e l t .  So we 
d e v i s e d  q u e s t i o n s  to get  t h e m  to t e l l  us  t h e i r  f e e l i n g s  about  h i m .  F i r s t ,  
we a s k e d ,  " W a s  R o o s e v e l t  a good o r  a poor  l e a d e r  ?"  N i n e t y - s i x  p e r -  
cen t  of the  popu la t i on  in  P h i l a d e l p h i a  of our  s a m p l e ,  w h i c h  was  a r e p r e -  
s e n t a t i v e  one ,  s a i d  he  was  a good l e a d e r  and  gave the  r e a s o n s  why.  
Th i s  c l o uded  up our  d e s i g n .  We only  got 6 p e r c e n t  n e g a t i v e  r e s u l t s  
w h i c h  w e r e  not  f r e q u e n t  enough  to do any s t a t i s t i c s  on. 

We a l s o  a s k e d  our  peop l e  to n o m i n a t e  the  g r e a t e s t  p e r s o n  l i v i n g  
o r  d e a d  w h o m  t h e y  a d m i r e d  m o s t .  F o r t y - t w o  p e r c e n t  of ou r  popu l a -  
t ion  in  1950 n a m e d  R o o s e v e l t  and  gave  t h e i r  r e a s o n s .  By the  p r o c e s s  
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of s n e a k i n g  up o n  good,  g e n e r a l  s t a t e m e n t s ,  we  did  ge t  j u d g m e n t s  
we  cou ld  put in to  p s y c h o l o g i c a l l y  c o n s i s t e n t  c a t e g o r i e s .  The  f i r s t  
and  m o s t  f r e q u e n t l y  g iven  c a t e g o r y  of r e a s o n s  was  tha t  he  w a s  a w a r m  
h u m a n  b e i n g  who l i k e d  peop le ;  th i s  w a s  the  way  he  was  p e r c e i v e d  by 
m a n y  peop le .  He was  f r i e n d l y ,  he  was  a h u m a n  beLug, he  g r i n n e d ,  
had  h u m a n i t y  in h i s  s y s t e m .  

Secor~d, he  was  p e r c e i v e d  as  a s t r o n g  p e r s o n .  He had  a l l  t he  
a t t r i b u t e s  of s t r e n g t h - - t h e  p r e s t i g e  of e d u c a t i o n  and  m o n e y  i n  the  bank;  
he  w a s  a p o w e r f u l  publ ic  s p e a k e r .  He cou ld  a t t e m p t  to pack  the  Su- 
p r e m e  C o u r t  and  he  cou ld  run  h i s  pa r ty .  T h e s e  a d d e d  up to a g e n e r a l  
i m p r e s s i o n  of s t r e n g t h .  

A n o t h e r  f a c t o r  w a s  tha t  he  did  t h ings  tha t  w e r e  m a t e r i a l l y  b e n e -  
f i c i a l ;  he  got  U n c l e  F u d  a job; s a v e d  g r a n d p a ' s  bank  and did m a n y  t h i n g s  
y i e l d i n g  m a t e r i a l  b e n e f i t s .  T h e s e  t h r e e  f a c t o r s - - w a r m t h ,  s t r e n g t h ,  
and  m a t e r i a l  u s e f u l n e s s - - s e e m  to be the  i m p o r t a n t  o n e s  in  the  o r i e n t a -  
t ion  of A m e r i c a n  p e o p l e  to n a t i o n a l  l e a d e r s .  

P u b l i c  o r i e n t a t i o n  to  any  n a t i o n a l  l e a d e r ,  we th ink  i n v o l v e s  the  
n e e d  fo r  p e r s o n a l  w a r m t h  f r o m  above .  Th i s  i s  p r o b a b l y  a c u l t u r a l  
t r a i t  wi th  m a n y  A m e r i c a n s ,  t o  wan t  a p p r o v a l  f r o m  above .  We t r a i n  
ou r  c h i l d r e n  tha t  way.  The  A m e  r i c a n  p i c t u r e  of the  good  f a t h e r  i s  
tha t  of a ~ d c e  f e l l o w  who l i k e s  m e ,  a c c e p t s  m e ,  i s  in  f a v o r  of m e ,  
wan t s  m e  to g r o w  up,  and  w a n t s  m e  b a s i c a l l y  to  be  m e .  

Th i s  f a c t o r  i s  p r o b a b l y  i m p o r t a n t  in  a l m o s t  any  l e a d e r s h i p  s i t u a -  
t ion .  But  i t s  i m p o r t a n c e  wi l l  v a r y  wi th  the  si tuation. .  F o r  e x a m p l e ,  
w h e n  guns  a r e  b e i n g  f i r e d  in  a n g e r ,  i t  d o e s n ' t  m a t t e r  to  an i n d i v i d u a l  
w h e t h e r  h i s  l e a d e r  i s  a n i c e  guy. He wan t s  s o m e  o t h e r  a t t r i b u t e s .  

I a m  b u i l d i n g  up h e r e  to  the  g e n e r a l  no t i on  tha t  the  n e e d s  of the  
f o l l o w e r  v a r y  a s  the  s i t u a t i o n  c h a n g e s ,  t h a t . f o l l o w e r s  in  d i f f e r e n t  
s i t u a t i o n s  put d i f f e r e n t  d e m a n d s  on l e a d e r s .  

Now l e t ' s  look  fo r  a m o m e n t  a t  t he  f a c t o r  of s t r e n g t h .  The  b u s i -  
n e s s  of s t r e n g t h  i s  an i n t e r e s t i n g  s o r t  of th ing .  It  h a s  b e e n  s u r p r i s i n g  
to m a n y  p e o p l e  to f ind  tha t  A m e r i c a n  p e o p l e  want  s t r o n g  l e a d e r s ;  t h e y  
do. Bu t  t h e y  d o n ' t  wan t  l e a d e r s  who h a v e  s t r e n g t h  a lone .  I th ink  tha t  
i s  a good h y p o t h e s i s .  

You can  go b a c k  in  r e c e n t  p o l i t i c a l  h i s t o r y  and  f ind  p o t e n t i a l l y  
n a t i o n a l  l e a d e r s  who s e e m  to h a v e  a l l  the  a t t r i b u t e s  of s t r e n g t h  but  
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w h o  l a c k  w a r m t h .  T h e y  h a v e n ' t  done  v e r y  w e l l .  And  you  can  f ind  
t h o s e  who h a v e  n i c e ,  m u s h y ,  w a r m t h ,  who  love  e v e r y b o d y ,  but  do no t  
h a v e  the  p e r s o n a l  ab i l i t y  to do t h i n g s - - t o  ge t  jobs  done ,  who do not  
h a v e  p r e s t i g e ,  o r  p e r c e i v e d  s t r e n g t h .  T h e s e  h a v e  not  done v e r y  we l l .  

So in  A m e r i c a ,  in  n a t i o n a l  p o l i t i c a l  s i t u a t i o n s ,  we can  m a k e  the  
t e n t a t i v e  g e n e r a l  s t a t e m e n t  tha t  wha t  p e o p l e  wan t  i s  a l e a d e r  who h a s  
w a r m t h  and  s t r e n g t h .  His  w a r m t h  i s  t h e r e  f o r  m e  and  h i s  s t r e n g t h  i s  
t h e r e  fo r  m e  b e c a u s e  he  l i k e s  m e .  A m e r i c a n s  w i l l  buy tha t  s o r t  of 
l e a d e r .  Th is  i s  a g e n e r a l  p o l i t i c a l  h y p o t h e s i s .  

With  r e s p e c t  to t h e  m a t e r i a l  payoff  th ing ,  we found  tha t  the  s t r e n g t h  
of t h i s  s o r t  of f o l l o w e r  n e e d  d i f f e r s  a c c o r d i n g  to e c o n o m i c  l e v e l s .  Bu t  
i t  i s  d e f i n i t e l y  t h e r e .  P e o p l e  do h a v e  m a t e r i a l  n e e d s .  T h e y  wan t  l e a d -  
ei~s t o  f u r n i s h  t h e m  wi th  m a t e r i a l  b e n e f i t s .  O t h e r  t h ings  b e i n g  • equa l ,  
t h e y  w i l l  fo l low Huey  Long ,  o r  R o o s e v e l t ,  o r  E i s e n h o w e r  if  he  d o e s  the  

t h ings  t h a t  t oday  a r e  m a t e r i a l l y  i m p o r t a n t .  

If f a r m  p r i c e s  s tay  u p - - o t h e r  t h i n g s  b e i n g  equa l ,  t he  P r e s i d e n t  i s  
good; : f f  f a r m  p r i c e s  go down,  he  i s  bad.  If  b a n k s  fa i l ,  the P r e s i d e n t  
i s  bad ,  and  so on. T h e r e  i s  not  n e c e s s a r i l y  l og i c  in  t h i s  s o r t  of th ing ,  
bu t  w e  w e r e  t r y i n g  to ge t  i t  down to the  f e e l i n g s  of the  peop le .  

Now,  w i t h  r e s p e c t  to n e e d s ,  we c a n ' t  t e l l  you  f r o m  t h i s  r e s e a r c h  
w h a t  they  a r e  in  any  s i t ua t i on .  We can  s e t  up s o m e  c r i t e r i a ,  h o w e v e r ,  
and  th i s  i s  in  Yine wi th  m y  a t t e m p t  to g ive  you  a few of the  t h i n g s  t ha t  

m a y b e  u s e f u l  to you.  

F i r s t ,  the  p a t t e r n  of f o l l o w e r  d e m a n d s  on t h e  l e a d e r  w i l l  v a r y  f r o m  
s i t u a t i o n  t0 s i t u a t i o n .  You can  s e t  up h y p o t h e s e s  to t e s t  by e x p e r i m e n t  
in  the  l a b o r a t o r y ,  if  you  w i s h ,  a r o u n d  th i s  g e n e r a l  s t a t e m e n t .  As  the  
s i tUat ion  b e c o m e s  m o r e  of an e m e r g e n c y ,  f o r  e x a m p l e ,  t h e r e  w i l l  be  
m o r e  n e e d  f o r  s t r e n g t h  and f o r  t e c h n i c a l  c o m p e t e n c e  on the  p a r t  of the  
l e a d e r  and  l e s s  n e e d  fo r  h i m  to be a n i c e  f e l l ow who wi l l  m a k e  you f e e l  
a p p r o v e d  and  wan t ed .  In  an  e m e r g e n c y  s i t u a t i o n  y b u r  l i fe  d e p e n d s  on 
h i s  do ing  a job. If he  d o e s  i t  we l l ,  he  can  be  a p r i m e  SOB and you w i l l  
fo l low h i m .  • B u t  a p r i m e  SOB wi l l  no t  do v e r y  w e l l  in  a P e n t a g o n  o p e r a -  
t ion ,  w h e r e  t h e r e  i s  l e s s  e m e r g e n c y  and m o r e  n e e d  fo r  d e c e n t  h u m a n  

r e l a t i o n s .  

You can  e l a b o r a t e  on th i s  s o r t  of no t ion .  F o r  e x a m p l e ,  i t  i s  a 
good b e t  tha t  the  m o r e  c o n c r e t e  the  g o a l s  to be a c h i e v e d ,  the  m o r e  
i m p o r t a n t  b e c o m e  the  t e c h n i c a l  c o m p e t e n c e s  of the  l e a d e r .  And the  
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m o r e  v i s i b l e  the  g o a l s  to be  a c h i e v e d ,  the  m o r e  i m p o r t a n t  t h e  t e c h n i -  
ca l  c o m p e t e n c e s  of the  l e a d e r .  On the  o t h e r  hand ,  i f  t h e r e  a r e  no 
c o n c r e t e  and v i s i b l e  g o a l s ,  p e o p l e  c a n ' t  t e l l  w h e t h e r  y o u  h a v e  c h e m i -  
c a l  c o m p e t e n c e .  In g r o u p s  w h e r e  the  g o a l s a r e  not  c l e a r  and  not  p a r -  
t i c u l a r l y  i m p o r t a n t ,  the  l e a d e r s  f u n c t i o n  i s  m o r e  of a h u m a n  r e l a t i o n s  
func t ion ;  he  m u s t  c r e a t e  a f avo rab le :  w o r k  a t m o s p h e r e ,  m u s t  s e e  to i t  
tha t  m e m b e r s  of the  g r o u p  f e e l  r e a s o n a b l y  s a t i s f i e d ,  r e a s o n a b l y  d e c e n t  
abou t  c o l l e c t i n g  h i s  pay;  he  m u s t  do w h a t  h e  c a n  to s e e  tha t  e a c h  m e m -  
b e r  i s  g e t t i n g  s o m e  i n c o m e  out  of the  r e l a t i o n s h i p  wi th  h i s  f e l l ow  w o r k -  
e r s ,  i s  g e t t i n g  s o m e  a p p r o v a l  f r o m  the  l e a d e r ,  and  s o  on. 

T h e s e  a r e  i l l u s t r a t i v e  h y p o t h e s e s .  O t h e r s  c a n  g r o w  out  of t h e s e .  
Once  you  f ind out  wha t  the  d e m a n d s  on the  l e a d e r s  a r e ,  t h e n  you  c a n  
go b a c k  and  t a lk  abou t  l e a d e r s h i p  t r a i t s .  We h a v e n ' t  t r i e d  to do th i s  
in t e r m s  of r e s e a r c h .  As  soon  as  I f i n i s h  m y  p r e s e n t  job of s h u f f l i n g  
p a o e r s  in W a s h i n g t o n ,  I wou ld  l ike  to go b a c k  and g e t  a t  s o m e  a c t u a l  
l a b o r a t o r y  e x p e r i m e n t s  in t h i s  a r e a .  

When  f o l l o w e r - d e m a n d s  a r e  of a c e r t a i n  s o r t ,  wha t  s o r t  of p o t e n -  
t i a l  l e a d e r  m e e t s  th i s  s o r t  of d e m a n d  ? We h a v e  s a i d  h e r e  t h a t t n  m a n y  
s i t u a t i o n s  the  f o l l o w e r  n e e d s  w a r m  a p p r o v a l  f r o m  above .  T h e y  a r e  
t r a i n e d  f o r  m a n y  y e a r s  to n e e d  i t  and  to e x p e c t  i t .  T h e y  h a v e  a p r e t t y  
k e e n  i d e a  of who is  f o r  t h e m  and who i s  a g a i n s t  t h e m .  Now who c a n  
s u p p l y  w h a t  the  f o l l o w e r  n e e d s  ? w h o  i s  p e r s o n a l l y  ab le  to supp ly  w a r m  
a p p r o v a l  ? 

T h e r e  a r e  s o m e  p o t e n t i a l  l e a d e r s  who h a v e  no w a r m t h  in  t h e i r  s y s -  
t e m s .  T h e y  d o n ' t  l i ke  peop l e .  T h e y  u s e  p e o p l e  f o r  t oo l s .  T h e y  a r e  
m o r e  i n t e r e s t e d  i n  t h e i r  own s u c c e s s  t han  in  any  job o r  any  o t h e r  h u m a n  
be ing .  Th i s  m a n  i s  no good f o r  a job w h e r e  t h i s  w a r m t h  f a c t o r  i s  i m p o r -  
t an t .  

Now t h e r e  a r e  o t h e r  i n d i v i d u a l s ,  a t  the  o t h e r  e n d  of a c o n t i n u u m  
w h o  a r e  so  d a r n  m u s h y ,  w a r m ,  and  p r o h u m a n  tha t  t h e y  c a n  n e v e r  t a k e  
r e s p o n s i b i l i t y  f o r  a g r o u p .  

Which  of t h e s e  p e o p l e  w o u l d  you  c h o o s e  f o r  a job w h e r e  h u m a n  
r e l a t i o n s  a r e  i m p o r t a n t  ? The  guy  who h a t e s  p e o p l e ,  who  i s  p a r a n o i a c  
abou t  t h e m ,  who  t h i n k s  t h e y  a r e  out  to ge t  h i m  and  he  w i l l  ge t  t h e m  
f i r s t ,  tha t  t h e y  a r e  t o o l s  to be  u s e d  f o r  h i s  own n e e d - - h e  w o u l d n ' t  be 
a n y  good.  Bu t  the  p r o h u m a n ,  s q u a s h y ,  m u s h y  l e a d e r  w o u l d n ' t  be  good 
t h e r e  e i t h e r .  He  w o u l d n ' t  d a r e  m a k e  a d e c i s i o n  f o r  f e a r  s o m e b o d y  
w o u l d  d i s l i k e  h i m  f o r  i t .  You c a n ' t  put  h i m  in  a p o s i t i o n  of r e s p o n s i b i l i t y  
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for a group. He can't be completely squashy and still get the job 
done. He can't help people very much becaus'e of his continual worry- 
ing about his own problems. Perhaps the best one for the job at hand 
is one falling somewhere between the extremes we have sketched'-one 
who i s  fond of peop le  b u t  who can  s t i l l  a c c e p t  r e s p o n s i b i l i t y .  T h a t  i s  
t h e  s o r t  of  h y p o t h e s i s  y o u  c a n  s tudy .  T h e s e  s t i l l  can  s e r v e  as  v e r y  
good,  though  not  w e l l ' d e f i n e d ,  m o d e l s  f o r  y o u r  t h i n k i n g  in  y o u r  e x p e r -  
i m e n t s  t o m o r r o w  or  n e x t  y e a r ,  a s  you  go abou t  y o u r  b u s i n e s s .  

Now t h i s  h a s  b e e n  a v e r y  " o n c e  o v e r  l i g h t l y "  s o r t  of e x p o s u r e  to 
s o m e  a s p e c t s  of l e a d e r s h i p  r e s e a r c h .  Some of i t  I hope  h a s  b e e n  of 
s o m e  i n t e r e s t  to you .  And m a y b e  ' s o m e w h e r e  a l o n g  t h e  l ine  you  h a v e  

an  i d e a  t h a t  w i l l  be  u s e f u l  to you .  

I t  i s  to m e ,  a s  a p s y c h o l o g i s t ,  an  h o n o r  to be  h e r e .  As  a t a x p a y e r ,  
I f e e l  r e l a t i v e l y  g lad  about  c o n t r i b u t i n g  s o m e t h i n g  to y o u r  m o n t h l y  pay ,  

a n d  as  an  A m e r i c a n  c i t i z e n  of the  p a t r i o t i c  t y p e ,  a w a r e  of the  g r i m  

r e a l i t i e s  of 1954 and  1964, I a m  glad  you  e x i s t .  

Thank you. 

(3  Dec 1 9 5 4 - - 7 5 0 } / e n  
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