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THE DEVRLOPMENT OF LEADERSHIP

15| September 1968

CAPT MOTT: General Hoilis, facullty members, students,
guests: This moruing we coms to the fourth of our lectures in the
series on executive development. The subject of thds lecture in
"The Development of Executive Leadership. '

Now, the term lesdership’ to us in the mwilitary perhbaps has
measd & certein thing., Certainly we are definitely at least familiar
with the terminology. But sorpatimes I think possibly we of the mili-
tary sctually neglect the ogy of ieaderakip iteelf, It is
entirely posaible that you and |} may not know as much about leader-

ahip aa we think we do, | )
Our speaker todey, 24 John C. Flanagan, is well qualified
mmw%,mmmu&mmmmu-
tary. Wlﬁhinﬂn&myus%@haol. ko was the ranking paychologist
in the Armed Forces. Throughout his military snd civilian career
he hac amlysed and studied peppie to determine what ia the baais
of leadership. You all bave bis biography, which you have read,
and I sy sure you can agree with me that the scope of his achievements
in the field of haman relstions|is quite large.
1 ia a groat pleasure t9 present Dr. Flanagan to this sudlence,




Gentlemen, ieadership, as you well know by this far along
this week, is a very hiyg togic: sad I have some trouble trying to swiect
those sapetts of lendership thmt | would like to taik with you about
this morning. 1 have decided to talk abont primarily what is execa~
tive leadership, and to cancenirste particularky cn half a dosen studics
uaing a new procedure called the critical incidents teckniqua, in trying
to define laadership. Theu I will discuss with you some of the appdi-
cations and {mplicstions of some of these ideas iu developing lesder-
ship; and parhaps cloee with some brief notes on a possibie theory
of leaderzhip which has come out of some of this work,

Iz trying to define the problem of what is sxecutive lenderabip,
or eny other similar problem, there are perbaps four levels of approach
which can be mades, We have besu spending quite a bit of time on
the probien. of activity and task snalysis, job requirements, in the
past ten years; and we have differentisted approximetely four levels.
I would ke to preseut these ioveis as a background, so that you can
see whers we are in our sttempt to define executive lendorsiip.

The firat of theaw lovels is simply o description of the task
performed by the persen in the job, in terms of the psopls and mater=
wwmmmmuumuyuwm This kind of thing
is done 1o lay terms, and is quite descriptive and not particularly
analytical.

The next level is quite similar except that paychological
ters which bave as much explicitnass and generaiity as possible are
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used to describe the task. The deacriptions aiso include a statement
regarding the anticipated problems and the related training thet is
required, baged on the judgment of the person doing the analysis.
Ordinarily such xs activity or task sueiysis is perfermed by & person
with training in applied paychology. But it may be thought of, due to
the paychologist's judgreent and experience, as more cbservation of
the activity,

The third level is a procedure consisting primerily of really
collecting data frows extensive cheervation of performance in the active
ity, Frequently the ohaervations are made by persoanregularly
engaged in the activity snd reported to & paychologist,

R has usually been found most useful 10 kave such reports wade
in terms of specific behavior obeerved. These reports are later
mmdmwwmhmwmwm.
The important distinction here is relisnce on actunl reports of the
performance of many persons in the activity. This addition of the
mnﬁnamﬁmemwwmmmymmwy
mmnmmm.mmwamnmmmmm-
cerning the sature of adeptabllity ecrors and judgments to skilla,

mcmwmmmuapmmwmw.
it has the advaniage of beiag 8 syvtanstic effort to bbiain a represen-
WWMWMMM%MECMWMWy
thase actions which have an importast influence on obtaining the objece
tves of the activity. Such a procedure represents s much more
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extengive undertaking than sither of the other two procedures, st
frequently it may be worth the extra affort. I will come beck tc this
procedure in & moment.

I would ke to presest now the fourth and most precise proced~
ure for obtaining an gperstionai definition of perforpiance in mn active
ity such as leaderaship, bacanse the steps iniportent to reportiog on
the offectivenens of specific sctions include controiled experimentation
on the relative sfiectivenase of the wertous possible actions. This
makes it pasaible to add to the definition of & person’s eifective per-
formance a new dimension. Thus a person who in very effective in
terms of current methods might be found to be guite ineffective when
svaluasted with respect to poasible performance by improved methoda.
{f course, such & method is not oaly expensive in termes of cost of the
experisertation, but tc & very large extent its effectiveness in improving
the procedure depends very muck on the ingenuily, imagination, snd
insight of the experimenting psycheiogist or other investigetor,

Entch of the four procedures has its place. The situstion will
determine which is most important for the specific problem.

1 would ke to give you, before I cite some of the reports from
critical incident studiss en leaderabip, & fairly typical outline of the
ideal exscutive. This one appesved in the new magasine Resesrch
and Enginesring’ in the first issue, which just came out a few weeks ago.
The pointostressed in this article srevision for future planning, ability

to make and adhare to policy decisions, organizstional ability to place
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apch worker in a place where he can produce with the greaiest offec-
tiveness, exscutive ability to get the job done snd to carry out policy,
sdroinistrative ability for preper delegution of opersticasl . repetitive
detalls, ability to evaluste the work of his stalf and stimulate high-
caliber sclentific investigstion, busiaens ability so that the work of the
staff may be integrated with the rest of the srganizetion and through
this knowiedge provide a vital asrvice to the organizstion, drplomacy,
tact or discretion, scheduling and following wp, aitsntion to details,
setive participation in organismicnal meetings, and concers with
professional upgrading and the stixmuistion of persennel.

1 am guing te cite those becsuse there are, of course, hundreds
of such reports on whnt makes an executive, I think they are valmable.
fach onse is based on st least the individual experience of one executive,
if nct, as in the case of thia artiele, on interviews with a aumber of
exscutives and pooled experisnce. However, this is fairly subjective,
and the critical incidents technigue tyies 1o be a little more cbjective
and systematic in the collection of data, [ would like 10 have you note
scane of the Sifferences as we go through some of theae critical incident
studies and see the pusaible gresier pin-pointing of the problew: that
one can schiseve through & more systematic spproach.

I wonld iike to mention thres particlar studiss~-1 guses there
are achually four. The first of thees that 1 wonld like to mention is a
new sindy, to be published in the next issue, I belteve, of the Harvard
Pusiness Review, by Lyle M. Spencer, using the critical incidents
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tachrique. It is a study of young presidents, doue for the Young
Presidents Crganisation; and I think it is particulariy pertinent to

our discussion Uds worning.

The second study is & study of Alr Force officers done by cur

organiasstion, the American Institute of Ressarch, a foew ysars ago.
A third study is & study of Army officers; and, ciossly relsted to that,
» study of Navy officers of reistively junior positicas carvied out tor
the personnel Research Brasnch by the American Inatitute of Research
and in the Kavy for the Burean of Personnel by the Americen Institute
of Research. The last of the studies is one on foremen in a wanuface
turing piant.

These studies are at somewhat different levels, snd I thought
I would start off with the tpp level and work into some of the other
details lster.

The critical incidents coliected in the case of the presidents
were contributed by the preaidents themaelves. Thers were abhout five
hundred of them., A youny president is a president before the age of
forty. They contributed incidents that keppened during the past yesr,
of both positive and negstive veristy. They are something which hap-
pened of which they mid, "This reaily helped cur crganisstion” or
something of which they said, 'This one was really tough on ocur
orgenisation, interfered considerably with our effective operation.

Now, in the critical invidents techrigue we carmot get awey
frone smes judgmvent; but we try to make the judgment not an over-all
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jwdgment on 2 man on the vague carrying out of his job, but scme
specific thing which mppened, some incident which was observed to
heve 1 either a positive effect or a negative #ffect on achieving the
gosl or mission of the organization.

The incldents of the executives fall under about five madn head-
ings. One could put them under thres larger headings. The first
one, and by far the largest, coming from this group, was the importance
of perscamel selection, develcpment, snd evaluation, including learning
kow to delegate Buthority to the pecple under them. Although this is
& fairly troad area, ans of the tkings which was really pin<pointed
in this particular study of incidents wag tha fallure o get rid of & man
who was hurting the organizstion, & man in & key spot.

The seiection of your key men is porbaps one of the most
importast activities which an executive, certainly a top-level execu-
tive, has. < course, one can't overiook develcpment, evalustion, and
izproverment of those key people there. But it ia sort of like & foothall
toar: or & baseball teax. It iz pretty tough when we have a group of
second raters, Ko matter how much tine you spend coaching them,
or how wmany naw plays you give them, or other thisgs of that sort, it
is still tough. 30 that the salection of the key peopie and their evaiu~
ation and development ia very imporant.

Now, this group found that eight times an frequently they kept
& man in an important spot when they knew they ahould fire him, or
hmd made an exrer in aslection in the first piace.
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I might just read you & couple of these incidents to give you
a little bit of the flavor of this kind of approsch. Cne of these men seid:
"Our plant menager was capable personally, but he could not
gt hiz men to work together. My fallure to remove hine was
demoralizing the men, but | conid find no apecific reasos for
fiving him. After twe years I finally made up my mind and fired
hiw without apparent canse. Since then productior das gone up
narkedly and the supervisory and lHne pareconel are not
aeariy as restiess as they were. " 1
Baving ast in oh some of your discussion in the case of Joe
Robhing this moming, I have ax fdea that some of you migin be a little
eritical perhaps of these presidents for some of these remarks which
Saggeat some iack of insight inic what was going on. Bul we are accept-
wymmuummmdﬁem@um“m
hig report of the situstion.

Another similar example is:

“Cur pales hed been declining reiutive to the rest of the
industry. I knew for & loag time that the core of the probler was
iack of lemdership iz our sales depavbment. X was the herdest
decision of my whole life, but I finally fired my close perscanl
friend who was alse my sales manager. This act revitalized the
whaole organisstion, '

There were slso examplen of positive sction of some in thase
graws~-illustrations of sclving the problam thet dida't involve fHring
8




anybody. Have is onse;

"1 had two competent vice presideats, one in sales and cae
in manwfacturing, who were feuding with each other, After
weighing botk mven carefully, 1 promoted the one whom 1 thought
had most growih potential to executive vice president, and éld
the best salea job I've ever done on the other in order to sutialy
hie ogo. We now have resl company harmony. "’

S0 that here is whst these sxecutives aay 1z ons of their big
probiems, that is, iz general gotting the right key men loto that jeb,
evaluating him, and teking prompt sction to try te develop hiwm aod
redefine his duties, or, i cecessary, to fire him. Thixs last one is
what these people rveport to us who are in key positions in industry
throughout the comstry as their biggest mistake--procrastinsting in
flring a man when they inow it would be very much to the yood of the
organisation to do .

The second srea in whichi the incidents reported by these pres-
idents fell was in defining and re-analysing the purposes of the organisne
tion. This might be termed the plaoning roie of the leader. I think
that one of the things which we have found from our studies is that, as
you go up the Indder in sxecwtive positions, ons finds - st the top o
planning, ldess, jndgment becorce relstively much mere important
than gome of the smaller things, such an hendiing details, snd sven
Such things as tacl, dipiomecy, sod wmany of thess others, which you
wiil find are quite imporéant at the lower leveis.
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The executive must speud time thinking through ~What is the
mission of this organizeticn? What are we trying to do? Has it
changed in the past few monthe or years 7 How can we best accom=
piish it?” sad keep his eye on the main geals, pot on just little [actors
of “How do we do what we did yestarday a Mttle better?”

Preguently we Dind that the gotting of & new idea as to what
to do is very much more important than sil kinds of increasing sffic-
iency 'n carrylag out older procsdures. This iz & very importast
function for bigh=level exscutives,

The last group bas to de with juigment and decision particulariy,
That is the financial respossibility of the exeontive, his fuoction a9 a
bargainer and negotistor, either internslly with his pecpie or si higher
levels with the poople for whom the orgacisstion worka., Included in
that aiso ia the executive's ability to came through in & difficult emer-
gpency. Hitting in the elwich to use & basebull expression, seema to
be very importait for executivea sspecially at high-levsl positions.

Teo give you an exaple of a cowple of these othey saria:

“We bought 8 compeny whose production was spresd over ten
small plants, After analyzing the probiem carefully, I became
convinced that we would never be shie to campats profitably
price-wise in these small, inefficiant, high-cost milis. My
board thought I was completely nuts when | decided to sell off
nmine of the plaxts, tear down moat of the teth, snd with the money
wlld one big raodern pinat with all the latest squipment. We're
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doing fine now and have, I think, about the lowest costz in our

competitive tndumtey.

This is an example of the planning ides type executive, where
ane doesn®t just go through the motions of rumaing an crganizaticnal set-
up, but does some basic thinking about the main purpose of the organ«
izstion and what the conditions are for succeasful operstion.

I thaught thet perbaps ancther exmmpie of the role of the pres-
ideat which fits in with sowe of the mutorial perbaps that you lmve been
working on in the past fow weoks ia given by this exampile of & president:

"The wion waa pressing us for recognition, We felt that
they would lose this particular consent election, if beld now, bt
that it wss only a qeestion of thine before they would succeed.

I detided to agres to immediate recognition, but in return

Wmmmwmmmmwve

aystem. This new system bas resulted in lowering unit costs

ss much as 40 percent, and we're all getting along fine now. "

Arether one on this hitting in the clutch:

"My morning's mail brought me a 80-day notice of contract
termisgtion, We are a distributor. This cantrat represented

25 percent of our gross. it was necessary to decide whether we

should saivage what we could and cloge down. I decided to fight,

In the next 80 days I wrote over &, 000 letters, traveled over

6,000 miles, and secured for cur organization, products of

squal or better potentisl than the one we lost, ”

Ji4




Well, 8o much for the high-level executivea, This littlie study
1 don*t think solves the problem of just what are the requirements for
a top-~level executive. R is porbeps the first sffort at using the critical
incident techmique on this levei of study sl uging the presidents as
the judges. Ferbaps the chatrmen of bosrde would be another group
that might have a little dilferent view on some of the aspects. Ferhaps
ﬁnuga&mmﬂlgudmﬂm;i, for instance, the vice pres-
idents of sone of these companies, we might also have gotten & quite
ditferant aut of incidenta, But [ think it ilustrates the spproach to this
kind of prodlem,

The next example I would like to give you is our study of Air
Farce officers, done by the American Institute of Besgarch a few yoars
agoe. One of the reasons that 1 think this is particularly reievant is
that we have a bresk-out of about 3500 incidents from officers below
the rank of colonel and Seneral, and about 400 incidents from: the rank
of colomel and general.

This reveals some roal differences in the Guportance of various
sctivities involved in wiat might be called leadership at ditferent levels,
The tngs which came cut as being the really importent things st the
higher levels are: preficiency of planaing and directing sction, which
ia responsible for 40 percent of the incidents reported at the tup level,
but for only sbout 15 percest of the incidents for the group as a whole,
Stmilarly, efficiency in supervising persaunel, especis)Certain types
of profeciency, & re responsibis for angther 30 perceit. 50 thet between
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these two they are responsibie for about 70 percent of the incidents
reported by this group, but only 10 percent iz the other groups at
the lower level of officers in this Alr Force study.

1 am just guing to indicate briefly what some of the important
items were that came out, espacially in the higher~ievel groups.
Proficiency is handling administrative details was relatively unim-
portant for the higher-iavel people. Getting cooperation was of
soma importaxiCe, sithough it is reslly relatively minor in comparison
with some of the others. Uslegnting suthority was a fairly large
area. Developing team werk, seiting a good exarple, svalusting
subordinates’ work, looking out for subordinates' weifare, taking
responaibdlity, sciving problema. This is iz the ares sspecially
of planning and directing action; that is, wisdeom, hulgment~-that
kind of thing. Long=range planning, taking prompt action, making
correct docisions, shoorbing materisis.

%eﬂymmmmrmdocmgarwm
responsibility, accepting persousi responsibility, and proficiency in
thelr cccupstional epecialties, which showed reistively large for the
group, was taking responsibility for the acticns of subordinstes,
which came out larger for the senior officers.

At this point 1 would like to streas that we have one fairly
unique study of how the importanca of various typea of leadership
activities changes as one goes up the scale, Ve gathered 10, 500
incidents from infantry combet units in Korea whils the fighting wes
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goiag ¢m. This group of incldenis indicsted that if you go from the
infantry squad member (o the infantry squad lesder level and the
other aon-com s in the group, there is only a 20 percemt overlap.
Inmm::heﬁn&o(m;nﬁmm fmportant 1n the seuad
Leader and the piatoon laader or noa-commissioned officer leader,
only 30 percent are represented in the activities of the ordinary
squad mewber. So thet one camnot frow cbservisg the squed wmem -
bers in their day-to-day dutles reaily get much of a notion of how
they are going to perfory: on that 0 percent of their job which they
don’t ordinarily have any call to perform,

There is more overiap between, say, the squad iceder,
pistoen leader, and the compeny corumandsr. But aiill there are
certaio new sixphases timt develsp even at these relatively junior
levels. This is of importence from the point of view of the problan:
of trying to select from lower echelons these wive can perform: duties
at the higher echelons.

Too frequently, I think, it is sassumred that all you have to do
iz watch there and you can find out. But if you den™t waich then: in
the right activities, it is not going to really do you very much good
to chserve then: unless you are & better paychologist than most of the
psychalogiets, because one just doesn®™ get an tppourtuaity to ohserve
the kinds of behaviors or the kinds of potantial in the every-day per-
formance of peaple at the luwer schelona.

The Havy study we did was to get critical incidests from:
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ahoard destroyers. We got about 1700 incidents in that instance.

The final study that I wamt to mention is a study done in a
manuéacturing concern. This happened to be Westinghouse. R was
m.o6tly foremen and supervisars, This particuiar stusy we have
formalized to some extent. I would Mhke to read yor the main
headingas.

We came wp with ten lmpertant requirersmts for ithe job of
supervisor &t the moderate, intermediate level, you might call ite-
oot the top lavel but the istermediate level. Thase are orgacized
under two headings, One is "Dealing with employees” and the other
one i8 " Performing managemaent functions, ™

The five points we buve under “'Dealing with expioyees’
include, first, 'Responaibility in directing the work of the empicyesa’;
second, 'Helping employees Lmprove their job performance’; thind,
"Giving employees reasons and explanstions {or actions”: fourth,
‘Alert to empioyees’ special problems’; and, fiftn, 'Seeing that
employees sre treaied fairly. ’

Now, under ench of theae five main headings there are frem
five to eight subbendings giving quite specifically the kinds of things
wiich have besn observed to be particularly offective or insffective
with respect to thiz ares of supervisory activity.

Cn 'Performing mansgement functions’ the five traits are:
"Planning and acheduling work,” “Showing judgment and resourcefulness
in gettlag work done,” " quetity and guality of work done,




"Taking respoasidility and initiative, and *Coopersting with staff
and others in higher masagement.,

This schedule 15 based on seversl studies apd ia being published
this monih by the Association of Research Scientiets along with mimilar
M@munmﬂﬂm?wmaﬂaﬁtdempkm. This is
a performance record of foremen and sspervigors.

Those of you who are interested might find useful as reference
an article by mysolf and Dr. Barns in the curvent issue of the Harvard
Business Review descriddung our sxperisnce in developing these proced-
wies with the General Motors Corporation.

1 would ke to go on to the problmx of, granted thet we have
some good indicetion of what are the requirements of executive leader-
ship, how can we use these In getting better londers on the job. This
breaks Jown isto perhaps three problems, which are, selecting,
evalustion, and development. .

The first one, seloction, is one which a3 psychologists we feel
we haven't made as much progress in as might be made. Receat
studles have indicated that 8 general intelligence test halps a lttle;
that & supervissr judgment test, where you have a pencil-and=paper
situation, perhaps of the kind uaed in some of these case sindies we
ars dealing with, helps a )fitle aizc; bat the main reliance bas to be
placed on observation of what the person bas done in the past.

Now, at the dround evel this is eapecially difficult, because the
person bas dons bardiy any superviaton. After yeu Mave a man in a
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aupervisor's job, you can begin to evaluste what he has done in dealing
with employees, plasming, scheduling, getting the job done. But at

the first level it is quite difficalt to locate the people among the rank
and file that will stgp out in front. Research is going on in that area,

Typical, perhaps, are scme of these studies that we are doing
for the Persoanel Reasarch Branch of the Adjutant General ‘s Office
mmmmmmm%awcms
Depot, where we are studying two groups of foremen which are differe
ent in their performance. Une is a very good group of foremen and
ane & very mediocre group of foremen. They are matched with respect
to irdeliigence and suparvisory testa and performance. We ars working
with panel interviews, performance tests, and procedural iasts to see
how weli we can distinguish baiween thase two groups with interviews
and such svelusation procedures,

Cn the probiesa of evalustion, which ls very difficuit, we are
usiog & procedure theve which 1 mentioned here. We are using perfore
mance records ag & procedure of getting better information. m
performance recerd kept by the geuersl faremen in these plaxts ia
a daily record of all of the importent things, critical thinga, that is,
criticel incidents in other words, which he cbaerves. They are
marely records put down st the time, with later the particular
hehsvior, and one or two ustes ldentifying the incidents, This plves
the person st the end of & period of thme an indication of the strengths

and weaknosses of this particular foreman, which is used primerily
17




a8 & procedure for improving hs performance.

We use what we call the performaace review., We bring the
man in st the end of six monthe or some such pericd and talk with
nir, net too generaiized, as to whether he 18 lasy or industrious or
something, bet, rather, abowt specifica~-that st such-and-such time he
did this,

Now, in some situations one dossn't have to parade specifics.
Une can cite similar cases. COpe has in mind & particwlar kind of
performmance where he hma shown you some waakness, and can illuae
trate, by pla-pointing this type of thing with other incidems and other
cases, what the problem is and what it leads to in other situstiona,
and how this might be an area in which he might have some idees
for improvenent,

This is quite & field in itael!. K seems to us that it is essen-
tial to svaiunte accurstely before one can develop. H one just iries
to develop people in geceral, a lot of the shoiz are scattered and
Mmﬁmﬁmgm1MMmeemﬁmm
pin~point the needs and weskness, and go after those particuniar weak-~
ancsses in this particular sypervisor in a much rore intelligent way.

The cofy ether tMag which I would like to mention in the way
of traicing is the use of role piaying through procedures in a sopewhat
differert way than has bewn previoasly done. On the basis of atudies
we have dene for the Army, the Alr Porce, and most recently the
Ravy, we have made a faw actual tesis with this roie playing, case
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study method, which thus Inr Jooks very promising to us as » training
procedure,

Vie have & series of problems in which the person is given &
cage very miuch like your Joe Hobbina cese, but not in guite as much
detail, becaude we want to get & Lot of problems in a fairly ahort
period of thwe, We put some actors in the situstism. Our training
approach is thet the members of the group are structured, not into
groups of twelve as is done here, but into groups of four, with one er
two actera, osne person playing the key role, and the fourth person in
the group acting as & sort of exuminer or teacher,

These situations are very carefully structured to provide
an apportunity to show the forty critical behaviors revealed as impore
tant for leadership in junior officers on demtroyers. These forty
critical behaviors are structured into these situstions in these fifteen -
problems,

Take the wun, plus the role, and we have 3 detailed, fairly
objective check list including anywhere frow twelve to twenty iten s,
The exaniner dossn’t reslly have to be a good judge of whether this
is the right thing or the wrong thing. He merely records that the
mmmm“m%mmmmmmmmmmm.
Then there ia discusaion mwaterial right afterward as to, "Well, what
ammmum;smmmmtmht&dmg?"w“%yme
the things that \ve did right probably the best things to do under these
circurustansces?’ Then, of courae, the growp switches and semebody
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else playa the role in o ditfersnt problee. This has the advantage
of a lot more experience.

1 would like to report one or two things on this, Cowe is that
in recent studiss we have been working with Commander Rule of the
Bureau of Fersonnel and Lieutenant Mott of the Uffice of the Adwminiss
irator, using some of these procedures. Lieutenant Mott plays the
part of an actor, aad they get & typical naval officer from one of
the offices to piay the lsad role. After having gone through the probe
ien: and polated out just what his ervors were and why they were
errors, to his groug, then they will ask somebody else from the
group to pley a similar rols ia anocther problem.

Une of the interesting things is that these habit patterns
are instinciively fized, 80 that this new man is very apt to make
the same errors after he s just seen this other psrson do it, dis~
cuased ther:, and 8¢ on. The habit patterns just don't change by five
mimites of chserving how those seen: to be the wrong things to do,
ot are much more persistent than that,

1 would suggest for this reason thet 2 ict wore actusl practice
in playing rodes, handling problems, immediate critiquing, getting
geod idess, and working ther: oul again, is eseential if there is toc be
any real change in people's behvior patterns when peopie get back
on the job, with respect 10 their leaderakip behavier. You can®t
change the hagie attitude and habit paiterns overnight, but we hope
they can be changed, and we hope that some of these procedures
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may provide a basis for doing so, afler & good deal more resesrch
and daveiopwent and evaluation of some of the procedures hes gone on,

1 wouid like to cloge with & somewhat more scademic note,
Some of this work has led to the formulation of a tsatative theory of
group behavior. This is rather abstractly phrased, ss theories
uwoally are. Eat it is hoped that a theory of (his kind will lsad to
certain conclugions snd aypotheses, which we can then teat. And we
hope--in fact, we have now one project at the American Institute of
Research, sponsored by the Olfice &f Rawvai Essearch on tamting
patterna of leadership hehavior and saying: “'Well, we will try to
find owt in an actual simulasted lesdership attantion if this pattern
actuslly gets better reounits than this pattern, ’

Ve level thet thia kind of research may enable us to really
break through into & betier insight into what the most effective patterns
of lendership bebavior really are, not just the critical incidents lovel
of spproach of uhet are the best things being done now, bul, greamed
a completely open fleld, what sre the things which we could use which
would get ua the best results.

We bope to simulate closely snough in the laboratory the
ficid situstion so that the results obtained in the laborstory wiil
be generalizable. That has been one of the chief weaknesses ol
leadarehip resesrch--the fallure to simulate & practical leadership
situation snough so that the results cas be generalived to the actual
situation,




The theory of greup hehavior that I mentioned has five points.

The lirst one is that man is naturally greogarivas. He sesks
buman companionahip and wants 1o be 2 mewdber of a greap.

The secend is that be tends to accept the sbligutiona of the group
that are represented by decistons of the majority in the group. Owdi-
aarily he is a meanber of several groups at the same time, and
theso groups have varying infiuences on his betuvior in accordance
with the attractivenesa of the groups themaelves.

Third,” where a choice is presated, he tends t0 prefer that
group which will satisfy his parsonal needs most adequately. These
aeeds wnry with the reiative sirength of the individual's inherent and
acquired drives, bia values, Ms interesis, and his immediste goals,

Fourth, persons with experience ln groups tend 1o recognize
that au axecutive ie needed to coordinate and direct the activities of
the group members; that the schievament of ansigeed group functions
wmnmmmyam’?mmm M&M»
tion of the asaignments; and that the effectiveness of the growp will
wary proportionally to the lender's sidll in carrying out this role,

Fifth, the grouwp lender will be accepted and given respon-
aibility by the group members to the extent that he sids them in
satisfying their personal needs, regurdiess of the group's effective~
nese in achioving the assigned soals,

This theory is one which I kope may be fruitful in developing
hypotheses.




1 would like to just tlose by saylng thet (o the lesdershiy fleld
we do not believe that we really hove done enough experimentstion and
évalustion to have the anawers yet. 1 ihink that some anawers are
quite obvious, eves 0 the insxpevienced peracn Who s done no
systemstic collection of information. But I think that if we are going
to go forwmrd aud get the idenl paiterns of isadership, we are golng
to have to do a good deal more rescarch from carefully cantroiled
unalysis of problems and testing of hypotheses to find ot what are the
most elfactive patterns of leaderahip bebavior,

Than¥ you.

CAPT MOTT: Dr. Fianagan is ready for your quesstions,
QUESTION: You said that man iz xatarally gregaricus. Do
you tiiak that saxe statercent would spply if yon had oppoaite groups

of other aations, =y, Caxnsdisns, or particuiariy #rench or Germans--

some of the viher nations besides Americens ?
DR, FLANAGAN: Yes. | think that basically this appliss to
all groups. 1 think there are factors in the eariy trainitug and customas

in varicus culiures and societies which prodece a little overiay on them,

But  think that essentially mau is & gregarions animal and that no
amoeunt of culture overiay can resily chenge that.

RUESTION: Doclor, you said that sight times mors often
Mmm:dmmﬂaumymiﬁtmw
should bave fired paopls that weren't sstinfactery. Do § undevstand
that they made vary lidtie sttempt toward rebabilitation or correction
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before they reached thia decision in which they sliniinsted the
individusl 7

DR, FLANAGAN: MNo. I thiok thin: In spite of 8 good deal
in the way of attempiing to develop and rehabilitate, as you say, and
Although in some instances they were able te work cut decisions, these
pecple were presidenta and they ware talking sbout peopile right under
them on the top level--the vice presidunt level and the key personnel
iewel. R is pretty difficult to move oue of those down in the orgeni-
zation. He eithar has to stay or get ouwt, usunlly.

Nu.inmm,u!mn.ammmuam;:&n
there were twe vice presidents, one was given a superior role, which
aesmed to solve the problem. But in the case of competence to per-
form the jobs, thore alov is the possibility of redefining the job, of
reshulfling the responsthilities.

I think all these people were talkicy about pecple whe were
in positions of kay importamce to the organisation, who could not
periormc in thoae positions, Now, one could srgue as to whether you
should try te find a spot for them or got rid of them. I have shserved
persepally siteations along this line, and it is very difficult to just
cutright get rid of these individuals, sithough prebably in many instan~
ces that is the best thing for the organieation.

QUESTION: I wondler if you have compersbie statistics on
the experisnce with the sentor military people corresponding to
difficyit choices for the presidents,

M
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DR, FLANAMGAN: I don't have the breskdown in the ineidents
from: the military in this way. The incldents ot the digher levels were
aot as frequent, s large a aample; and 5o | just don't have that partic-
wlar aort of thing. 1 know 1 the militery It {5 wmuch more diffienit,
mwmmm:mmmummm'tweut.
But it is a difficult situstion.,

1 recall one very outstanding exsmple of this kind, which 1
used before as an illusiretion, where in Sardinia, Generul Webster
hod & greup commander who was just not doing the job. What he did
was to past hisa on his ows #aff, pall him out of the group commander's
spat and pot kis bost aguadyon commamnder there, They chaxged from:
the worst group to the best group inaide of ter duys, and astayed thore
for over » year. This i in terms of actual performance--in strikes,
destroyed bridges, bombing scouracy=~as wall as OWOL's and & whale
lot of other things.

Here wasd & case where changing one musp changed the offact
on & thousand or ao peopis. Here we had an absciutely worthioss
group+-they might just as weil have been sent home at the poirt where
he tosh over--and within & week or ten days they were the best outfit
in the thester, or at leest they bad that record for the next three
mcnthe period after that, and coutinued 1o hold it for some time,

QUESTION: 1am a little confused with this "eight times more
frequestly. * 1s that tha frequency with which you try to save & wan

eight times where you probably should have smployed firing & little
2




sooner? Do you mean sx eight-to-cme frequency of {rylng to save
him or rebebilitate him instead of getting him out?

DR, FPLANAGAN: I think we shouid be & little cautious in
asing i “elghteto-cne, ' All I mennt to say by this eight=-to-one”
is thist, when they wers ssked for incidents where they made sn {mpore
tant mistake during the past your, they mentioned sight times as
Ireguetiy that they had & man in & job that they now fesl they definitely
should have fired, but they procrastinsted and kept bine in the job
loager then they should have; thiat thay really feli now that thoy had
the information sariler and that it cost the particular company a iot
of mouney and troabie t0 hold the man in the job when they felt at the
present time that the information aveileble for his removal was there
eariiar.

Now, that eight tirmes wee in contrest with the selection of
the right man in the job in the first place. 35c thet eight times an often
they kept him wheo they should not have, when their presest jwdgment
ia Gunt they made a mistake in the originel sslsction.

Sometimes--and this is irportesd=-the error that they made
most frequently, that they were most concerned about, the gituation
or the srror that made them fesl the most gailty, wes not waking the
change souner,

QUESTION: In your list of good paints of an ideal suscutive
you memticned attention 10 detall. lsn't there a difference of opinion
adbout whethar st many levels, exsentives pay too much attention to
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detatl ?

DR, FLANAGAN: I think that is u good point. I would like
to clarily it.

I listed those things that 1 bad on the list, and § guess that |
didn't adeguately point ot the deficiencien. But there were three or
four things. Theare ware tact aad diplomacy, and there was attention
to detail. There were two or three other things on that list which you
naver hoard snything more showt in all the rest of the papars, In
other worda, these wers just one man’s ides of what makes s gosd
executive, which, when you get to the incidests, just fall by the wayside.

mmmmzmmwmum. it you
take almost aaybody's lint that is just made by the armchair method,
with wisdom, experisnce, and chaervation over & period of ttmme, he
will have & lot of good poinis in it. Asy execstive who kas had a lot
of experisnce will have good points ia it. But he probably has sees
it just frow one sngle, sud he dossn't realise the relative impurtance
of some of thepe other things. There are executives with not very
much tact and diplomacy who really de achieve & remxarkabie record.
kumwumérfrum

QUESTION: Owtside of on-the-job treining, do [ understand
from your remarks that you bave found thet role playing and case study
methods and conferences with on-thevground people is the best method
of improving loadarahip traites and charecteristics *

DR, FLAMAGAN: That is & good gquestion. My expert
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judgment 1s that it is the best,

M.mMummmw.Mmm
Availabis. I would say that sy persooal apision is thet the case con-
ference wethod, aud the role-playing sttuational test type of activity,
are much more effective than other procedures. Os the other hand,
whmmymmmm.muummk«wbym
ind of resenrch that it needs to have.

Atwt%mmadm:mwmm
semething move nearly like thie case conference method, with & very
active role-playing sttwstion which coraisted almost suclustvely of
role playing with pre-set materiels. R was the situntional test kind
of tdng, mnmm.mmammmmym
groapa, with pre-set materials, We were proposing to compare that
with a It of the lurger growpa, with mwuch less role playing, more
demonstration, end more leader sctivity. Ve were aot talidug sbout
all of the ponaibilitien. We were talting about the fairiy extreme ones.
We were demonstrating und giving them the words versus & lot of
activity, immediste correction, critiquing, #ad so on. That study
m%mmamnmm.mxmmmmdm
kind will be done, and that sometime we will bave the anawer. At
mmﬁmgmmmmmmmmm
opinions.

RQUESTION: I probably should have listesed a littie more
closely to you, bat how do you define a criticsl iucident? Is there a
way to ranalste thone incidents into leadership cheracteristies?
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DR. FLANAGAN: Yes. This differs in different aitustions,
Ve will take one of these wilitary situstiens. The reguest for inci-
denis is & question iike this: "Tell me something thet has heppensd
recently, the most recent time that you have obaerved one of your
aibordinstes, or your immediate mdordinate, do something which
interfered with the offoctive performance of the mission of your
unit. Just what did he do, and why did this contribute to ineffectives
noss in the accompitshment of your mission®” That is one side.

The other gide ia: "Now, would you give me the last exnxepls
you ean think of, of something that cae of your subordinates did which
contributed in a substantial way to tha carrying out of your assigned
mission?” It is a apecial plus; thet is, the critical incident is
ordinarily sbowut semething which made as appreciaiie effect on get-
ting the job dome or proventing it from getting done, making it much
more difflcuit for the remt of the pacple to get the job done.

In & particulsr situation we might say: 'Well, this has to
be importaxt enough 5o that it would make one hundred dollars worth
of difference in production” or you might uae any other sort of critere
ion that you want-~that it would produce a complatit, or sometising.
We try to get the really important things, which contribute either
posttively or negstively io carrying owt the ubject or purpose, the
assigned mission, of the group,

QUESTION: Seversl factors which yom have menticued seen: to

foliow the patisrn of our sffectivesess reports in the military. To what
29




extent, if any, have you used effectiveness reports &8 a basis of your
comclinsions ? Emmﬁﬂm;umtﬂsmm»mm
valiaity

DR, FLANAGAR: 1 wight pick on the civilian personmal otie
first. R ia easler,

When we wert lnto the Colambus and Lexington situations,
ufmmmmmmmmMm
Fast feit that they were not reslly having anything 1o do with evalust-
ing their pecple any more, becanse, 8a they expinioed, if you say
that & paraoc ia outstanding, you bhave to write & long esany justifying
it to the extwnt that the persco is probably in line for a madal. The
person. would be congratulated by the hand maz if you put down that
he in owtstanding, Cn the other band, if you put down that he is
snsatisfactory, you practically have to bave & case all set to fire kix.
So sctually all of their retings were in the "Setisfactory’ cstegory,
snd they weren't really dolag an evalustion of the people on the job,

Wae fowad silse, however, that they were very miuch intereated
and enthmsinsiic in using performance recovds, whick we introduced to
thes and trained them: {0 use, to try 1o get & record of the performance
of their pavels in their joke, which they conld evaluste to help these
pecple improve, 1 think thet cur experiunce was that they feit a real
need of something that would heip thew develop thelr supervisors.

Thia igat quite spplicekie to the ililary sitmtion. The
wilitary situntion has changed & guod deal. | wonld hxve to confess
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that ] s not intisostely faxcilisr with any of the records that you use
now. Ibhave sxzmxined all of the enes in use by the Army, the cnes
in use by the Navy, and the canes In use by the Air Force,

From pevsaial conversstions with some of the people in
charge of developing these records, | know that some of thew feel
that something alonyg the line of the performance record would be
desirahle; jJbut they just don't think they could get the officers in the
wilitary to use it, We are glaaning a3 experiment this fall in getting
& small group of Navy officers to keep & performance recopd for a
m-wmru-mmﬂuperhduamuwmmmm
these officers with which they sre associnted.

I gather from talking with my colleagues in the military that
MMM.MMWM,MMWM
that are in use at the presant tise are much better than the ones
thet were in use, say, ten years ago; that they are getiing a little
better distribution; and that they ars of some value to the baards that
mike promotions and siher groups.

1 s afradd that you hed better turn to some of the other
people, some of waow: are in this avdience, to get 8 good answer to
that question.

QUERTION: You mentioned that one of the important fimee
Hous or criteris in developing sxecutives ia sbility to delegats.
Delegation, as [ understand it, 15 & menus whereby an executive has
somebody elie do aome work for hm, so that he knows it ia being
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done. In my own case I find that I have a lot of troukle with the dele-
Sating probiem. I wonder if there iz & simpile rule on that widch I
haven't yet found,

DR. FLANAGAN: memmssm. At
leaat, I baven't found any. Bwt that is » very Lirportest srea. I had
hoped that some of the other lectarers would have coverwd that o
little bt more.

But | think that, i you go clemr to the top and look at the
way Ganerel Motors, Omeral Electric, and some of the other key
companies are seot up, this indicates whst you mean by delegsting.
That iz, they may have s central office for personnel or & central
office for munsgement deveiopment or something else, bat the head
of the diviajos runs his own show,

Now, of conrse, this is true of the military. The captain
aas kis ows ship. I thisk that is & good example of delegated suthor~
ity. Pecple just don't gt away with telling him: how be is going to
run it. They can tell hize what to do, Dut they can't tell him how to
run M.

Thet, 1think, is the same way that one useds to carry on
with sny smaller staff. You give the aunthority and the responsihility
to the person; but you have procedures for getting to him and evaluste
ing, through his reporis, his procedures.

For cosmple, 1 might take this ganersl that 1 mentioned thet
hed this group in Surdinis. They were geiting somae site photogrephs;
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but whan he got this group, they dide™t have adequate eite photographa.
wwmmymmmmumummwm
Thay were in all dinds of difficulties.

S0 the first thing he did was to et up wn intelligence unit
that got rigit from the groups evalnating themn, how they were doing,
sud were they really geiting the bridges or weren't they? --keeping
active records on them. K didat take very long in this cass until he
fmdﬂtmmwtutm‘twmg.

1 think that you have to stert with complete delegation. Than
you hawe to bave some way to find out whether they are cerrying out
thelr miseion or not.

QUESTION: From what we lve resd and heard from other
m:mumwmmmumm
am.m«mum.m«mmmmmﬂum
out, mm:mmwwumuummmaam
to & coriain situation tit bring forth a lesder. You have to cheange some
amm«awm-:mmm

1 am confused sbowt this incidents mothed. s the objective
M“HMMW‘G&MWMWN“M&B
mmmanmuatmmmmmnﬂ

DR, PLANAGAN: 1 thisk that iz & very good question from
the point of view of clarifytog the distinction between sets of treita=-
indasiricesness, forcefuiness, and 8o on--their relation to what I am
talking about, which we guther through the critical iucidents procedure.
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The critical incidentns method proposes to develop an opara«
tienal definition for the effective lender in torms of what he does in a
particular situstion. It doesu’t do it by applying over-sil sdjectives,
bt it axys that in this type of situstion he will perform in this way if
he i an offective leader, I he ia not an effective leader, he will
periorm in this other way.

Fow, thic is etarted by observing the lesdership process and
ita resalts and saying that, if pecple in the leadership situatioc ususlly
perform io this way, they will get bad resulty--interforence with the
sccompiishment of the missicn, and 8o forth, i they bebave ia this
other way, they will got & geod result.

Now, thiz "if they behave in thic way’' is put in quite specific
ierms as to specific actions under these particuiar clrcumatances.

# triss to avold gotting it ts the generalisation level of adjectives,
but to keep it in terms of things which peopls can be cbjective about,
where they can see 1hle man doing that and say, "Thet is ineffective. "

Dut situstions sre salflciently different that one can't be
entirely cbjective. There has to he an slement of judgment in it,
You bave to ask yourself: * Was this situstion sufficiently similar to
soms other condition to show thet this ia not effective bebavior?”

I don't think we are ever gaing tc be able to get away froo hwmen
judgments of that kind. 1 think that there are rules that we can follow
which will make ther: wmore cbjective. That meana that several
chservers ohserving the same situstion will agree that & cerinin kind

of condul' was inaffective rather than sffective.
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I would like to say just one other thing to correct an hwpression
which might perhaps arise fron: an interpretation of ks young prea=-
idents report.

Perhaps thers was a little bit tos much emphasis on the impor-
tance of sariy firing, Idon' went to leave you with the impression

that I feel thet this ix reslly an importest and & large function of the
siecutive. It seens to me that the opposite approach {0 this was that
peaple had made sxrors, that they made serious ervors probably in
aslection in the first place, although frequently one inkerits some
key parsonnel whea sne goes inte & new job,

Their arrors in development, in the second place, were Ut
perhaps these peaple could be moved into poaitions where they would
work effsctively, il you really put the time or it that 18 needed to
evalunte them.

And periaps the most lmportsst errors were in eviaustion,
in the third place, bocause, if (this president had aduguately evelusted
the siteption at the beginning, he would have bewn able to take definite

sction, hecause hw would bave had the facts ia foont of Mwm., Bet it

usuiily wan developing sort of gradually, and he was just gradually

becoming aware of the sitvation, which was very importent and vital

to the orgeanisstion: but he dida't really have confidence in bis judg-

meunt, becanse he dldn't bave the facts. |
So that 1 think that through & progrss of sslection, evaluation, |

and development, incloding in the probiem of deveicpment the proper
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assignment of key personual, and the proper astructuring of their
johs, one can avold a good deal of this situation which requires that
a person be deparated from his position.

CAPT MOTT: Dr. Flanagan, on behalf of the Commandant,
the faculty, and the student body, we thank you for an sxcellent

lecture. Thank you very much.

36




