‘-

DOC FILE. COPY.

AN | ~
0 B G
“ / ARI TECHNICAL REPORT
- TR-78-TH2
Ne
| Yoo
- ROTC Validation Study of LEADER MATCH 1V,
T Programmed Instruction in Leadership
= for the US Army
) =
by " /

Fred E. Fiedler and Linda Mahar
University of Washington

Seattle, Washington 98105
and
Robert M. Cﬁrroll
Army Research Institute
MAY 1978 \apie coty
ana
gest PV
DAHC-19-77-G-0004
————,,

Prepared for } '} C .

® Ol !
@ﬁ—' ok s
U.S. ARMY RESEARCH INSTITUTE R
for the BEHAVIORAL and SOCIAL SCIENCES T i ey
5001 Eisenhower Avenue f Y
Mexandria, Virginia 22333 T

Approved Tor public relegse; distribution untimited.

78 07 14 056




U. S. ARMY RESEARCH INSTITUTE
FOR THE BEHAVIORAL AND SOCIAL SCIENCES

A Fleld Operating Agency under the Jurivdiction of the
Deputy Chief of Staff for Personne!

W. C. MAUS

. RALPH DUSEK COL. GS
Acting Technical Dircctor Commander
N

Research accomplished
under contract to the Department of the Army

University of Washington

NOTICES

DISTRUBUTION: Primary distribution of this report has been made by ARIL Ploase address correspondence
concerning distribution of reports to: U. S. Armiy Research Institute for the Behavioral and Social Sciences,
ATIN PERIP, SO01 Esenhower Avenue, Atesanndng, Virgona 2,333

FAINAL DISPOSITION This report may be destroyed when 1t s no longer needed. Pleaw do not retuim it 1o
tha L) S, Army Rasearch Institute for the Behaviorat and Socat Sciences

_'\_QYL The findings i this peport pre not to be constraed as an oftecial Department of the Army poaition,

antess sodeagnated by other authorized documents

Best Available Copy




Unclassified
SECURITY CLASSIFICATION OF THIS PAGE (When Data Enterod)

-

REPORT DOCUMENTATION PAGE

READ INSTRUCTIONS
BEFORE COMPLETING FORM

1. REPORT NUMBER R
}TR-78-TH2 |

2. GOVT ACCESSION NO.
'

3. RECIPIENT’S CATALOG NUMBER

s,

T4 B fond Subtitle) —~ =

pa

S. TYPE OF REPORT &4 PERIOO COVERED

"PROGRAMMED INSTRUCTION IN LEADERSHIP FOR THE

RQTC VALIDATION STUDY OF LEADER MATCH IV, )
US ARMY, }

L

6. PERFORMING ORG "REPORT NUMBER

[ B sumanssnsasnatinn

f*mnon(.) IR '~-:’ R - R
. ‘ . “

S

ot g

'Fred E. /Fledler; LlndarMahar (Un1v-Wesh)~and 2
Robert M./Carroll (ARD) {

'-»CONTRACT OR GRANT NUMBER(;)
- 4

\(5AHC19 77-G- ﬂ’ppz.

i
9. PERFORMING ORGANIZATION NAME AND ADDRESS

r/'<;£4'

10 PROGRAM ELEMENT PROJECT TASK
/ % AREA & WORK UNIT NUMBERS

o . N —
- University of Washington, Dept of Psychology .. ,29161102B7&F
Seattle, Washington 98105 e
T -
11. CONTROLLING OFFICE NAME AND ADDRESS { ::J?}Z...nma‘r DATE /
US Army Research Institute for the Behavioral and |i May !978i
Social Sciences (PERI-RS) 13. NUMBERfoAGFf] R \
5001 Eisenhower Ave., Alexandria, VA 22333 11 AP B S
14, MONITORING AGENCY NAME & ADDRESS(/{ di{ferent from Controlling Otlice) 18, secum‘rv‘c;aﬁ‘(&'ﬁﬁu report)
Unclassified
15a ls)cE:':LASSIFICATION/DONNGRADING

16. DISTRIBUTION STA\TEMENT (of this Report)

Approved [or puklic release; distributfion unlimited.

17. DISTRIBUTION STATEMENT (of the abatract entered In Block 20, it different from Report)

18. SUPPLEMENTARY NOTES

T

BeszvaHable Copy

19, KEY WORDS (Continue on reverae side !{ necessary and ldentlfy by block number)

Leadership Programmed instruction
Training Organizational Effectiveness
ROTC Contingency Model

2 ABSTRACT (Continue ean reverse oide /f neceesary and identily by dlock number)

college.
control condition. In the other nine schools ROTC
read the LEADER MATCH manuals carefully.

for one day each.

A self-paced leadership training program, LEADER MATCH 1V, was tested in
the ROTC Advanced Summer Camp for cadets at the end of their junior year of
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ROTC VALIDATION STUDY OF LEADER MATCH 1V, PROGRAMMED INSTRUCTION
IN LEADERSHIP FOR THE US ARMY

Atield experiment was conducted to test a new leadership trainineg
propram, Leader Match 1V Programmed lnstruction in Leadership tor the
U.S. Army (Fiedler, Mihar, and Chemers, 1977), published as Technical
Report TR-77-TH3 by the Army Rescarch Institute tfor the Behavioral and
Social Sciences (ARL).  The program is based on the Contingency Model
(Fiedler, 1964, 1967). 'This theory states that the pertformance ot a
leader or a group depends on two interacting factors: (1) the leader's
motivational structure indicated either by a primary concern with the
accomplishment of the task or the development of close interpersonal
relations, and  (2) the degree to which the leader has situationatl
control and {nfluence.

This approach represents a radical departure from other major methods
of leadership training. Thus, McGregor's Theory X/Theory Y (1967) secks
to modify the leader's value system; Argyris and Schon (1974) attempt
to teach new problem-solving behaviors; Blake and Mouton's (1964) Man-
agerial Grid seeks to develop ideal behavior patterns; and the more
orthodox leadership training programs attempt to provide specific skills
in dealing with subordinates, e.g., Stogdill (1974, pp. 177-229)., As
reviews of the literature on leadership training by Stogdill (1974) and
Campbell, Dunnett, Lawler and Weick (1970) have pointed out, there is
little empirical evidence that previous training methods improve leader-
ship performance to a substantial degree.

The Contingency Model states that we must teach leaders how to modify
thei{r situation to match their motivational structure. This stand has
led a number of writers to argue that this approach cannot work. For
example, Arpgyris (1976) contends that the theory cannot be effective
stnce "ft represents too much information for the practitioner to use,"
and Schriesheim and Kerr (1978) claim that the theory's shortcomings
and problems "seriously impair its usefulness” (see also Behling and
Schriesheim, 1976, and McMahon, 1972). 1t is, therefore,'a matter of
theoretical as well as practical importance to test a leadership training
program based on the Contingency Model,

Four previous tests ol oh earlier version of Leader Match training
involved civilian organizations, namely volunteer public health teams,
middle managers of a county goverument, police sergeants, and supervisors
and managers of a public works agency (Fiedler, Mahar & Schmidt, 1975).
In each of these studies significantly higher performance ratings were
obtained for trained than for untrained leaders after a two- to four-
month period. However, such factors as voluntary attrition and the
possibility of rater bias could not be adequately controlled. This was
remedied in two studies in which Naval officers and petty officers were
randomly assigned to a training and a control group. The performance
of these subjects was rated at the time of training and again six months
later. In addition to reading the manual, the trainees saw a film and
participated in discussions. 1In both of these studies, the trained
leaders' performance increased significantly while that of control group
leaders did not (Leister, Borden & Fiedler, 1977).
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Csoka and Bous (1978) conducted a tleld expertiment at West Point in
which a wgroup of 154 student wilitary leaders were assigned vandomly to
one trafning and two control counditions prior to beilng seut to various
Fleld unfts as acting platoon leaders.  These leaders then were evaluated
by superior oftficers {n the tield units who did not know which cadets had
received lLeader Match traintong. Tratned leaders were rated as sipnitft-
cantly more eftfective than untrained leaders within the same unit. Later,
Csoka and Bons randomly selected one of three student platoon leaders in
each ot 27 companies to receive Leader Mateh training. At the end of the
school term, the trailned students were rated sfgonttficantly more often
than the other two platoon leaders as befug the best in thelr company.

The present study tested whether Leader Matceh {nstruction would sig-
nificantly increase the effectiveness of Reserve Officers” Training Corps
(ROTC) programs. More specifically, the study examined whether this
brief training program would further increase the leadership pertformance
of cadets who had already received three years of ROTC {instruction In
leadership as well as other military skills. This experiment differs
from previous studies in several important respects. The experimental
conditions could be controlled to an unusual extent. The experiment
permitted random selection of schools in which subjects were trained or
they served as controls. Even more {mportantly, subjects were assigued
to different groups and to different leadership jobs essentially on a
random basis. Earlier tests of the training program dealt with regularly
appointed leaders in on-going organizations in which situations could
presumably be modified in the course of several months to match the
leader’s personality. In this experiment, the leader’s opportunity to
employ the Leader Match principles for changing the situation was wore
limited. Subjects occupiled each of four or five different leadership
positions for short, intermittent periods during the four-week advanced
camp. This study represents, therefore, a rigorous test of the Leader

Match training program.

LEADER MATCH IV TRAINING

Leader Match IV Programmed Instruction is a self-paced workbook which
can be completed by the trainee in four to six hours. Each chapter con-
tains a short explanation of a key concept of the Contingency Model which
1s followed by a numbeggf Tprobes" or exercises that test the trainee’s
understanding of the material. The manual contains the Least Preferred
Coworker scale (LPC) which indicates whether the trainee is primarily
motivated to develop close relations with the group (high LPC) or to
accomplish the task (low LPC). Subsequent chapters provide instruction
on how to measure the three main components of the leadership situation,
that is, leader-member relations, task structure, and position power, aund
how to match one’s leadership situation to motivational structure. An
earlier civilian version of Leader Match has also been published (Fiedler,

Chemers and Mahar, 1976).

METHOD

SUBJECTS

Randomly selected from a list of 46 schools were 18 university
or college ROTC programs matched on the basis of previous advaunced camp
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}yrtuymanco. Schools with a projected temale population of less than
four for the present year's Advanced ROTC Camp were eliminated from the
selection process,

‘ The nine schools in the tratoning coudition {ncluded 156 male and 38
gvmulv cadets,  The nine control proup schools included 176 male and 3o
temale cadets, The number of cadets per school ranged trom 12 to 49 Qilh
a mean ot 205, The four-=week advanced camp falls at the end of Lh;
cadets' Junfor vear and {s intended to provide {ntensive trninhw, in
military tundamentals such as leadership, physical tituess disv}pl{nc
amd small wnit tactices,  The camp also pruviﬁos an impurtn&t nppor(un{;v
to vvgluulv the cadets for selection as commisstoned officers.  The Mmb
theretfore, s an expericnce which most cadets tend to tind physically ‘14‘
well as psvehologically stresstul, ' S

PROCEDURE

Copies of Leader Mateh 1V were seat to the Professor ot Military
Seicnce at each ot the schools in the trvainiong condition with instrue-
tions that the wmanuals were to be given to the cadets tor two weeks ot
study on theiv own time or that they could be read by the cadets Jdariog
regular class hours, Eight ot the nine schools chose to provide the
training as fadividual instruction, ALl camp-bound cadets were given
the manual with {nstrvuctions to read the book carctully and to be pre-
pared for a test on the material.  The books were returned to the inves=
tigators and checked for completeness,  The mean scove on the 15 item
test was 12.5, indicating the cadets had read and wderstood the training

program.

Upoun arrvival at Advanced Camp, cadets trom each schoo!l were ramdomly
asstigned to platoons of approximately 40 students with no more than one
or two cadets from each school in the sawme awit,  Bach of the platoons
had two military advisors, a captain or major and a sergeant tirst ¢class
or master sergeant, who remained with the wnit throughout the camp.
These two advisors also served as evaluators of cadet pertormance.  The
advisors were wot informed that a study was In progress nor were they
given the names of cadets who had received Leader Match 1V tvaioning.

RS

PERFORMANCE CRITERILA

terformance of cadets trom trafuing and control schools was measured
on four leadership criteria in the case of male cadets and three in the
case of females., These were evaluations by the platoon officer advisor,
non-commissioned oftficer advisor, and peer evaluations of leadership
skills in techunical and staff areas and a vating of combat leadership
potential for males only. The evaluations by the two platoon advisors
were made from the secoud to fourth week of camp on the basis of care-
fully kept notebooks in which the advisors recorded the cadet's military
knowledge, leadership skill and potential. At the end of camp, these
notebooks were used to rate canch cadet on the following 10 areas:



(DY Planaing/ovganicing

(2) Initiative

(3) Interaction with others

(4) setting the example

(5) Kuowledge ot military skills
(6) sound decision making

(7) Supervision

(8) Attitude and motivation

(9) Communication
(10) Command forcetfulness/contidence

Fach cadet received a separate score from the platoon officer and
pl on NCO advisor, All ratings from a given platoon advisor were
standardized with a mean of 100 and a standard deviation ot 20,

Scores ranged from 40 to o0, In addition, all platoon advisors had
been given instructions in rating performance cevaluations, The two peer
ratings tor males and the single peer rating for females were obtained by
having each member of the platoon rate cach other member. Mean scores
were then computed to obtain each cadet's total rating and these scores
were again standardized with a mean of 100 and standard deviation ot 20,
The evaluation procedures were developed by ARID in coordination with the
US Army Training and Doctrine Command (TRADOC). ARl continues to assist
TRADOC in monitoring the procedure to assure quality control,

Intercorrelations among advisor and peer ratings revealed a very
high agreement between platoon officer and NCO ratings (r = .93, N = 332,
p < .00l). These scores were, therefore, combined. The advisor's
vratings correlated .83 (N = 332, p < ,001) with peer ratings for combat
leadership, and .80 (N = 332, p < .001) with peer ratings for techuical
and staff performance., ™ rITor analysis of the raw score on the 10
rating items by platoon advisors yielded a single factor with all item
loadings above .90. The standardized total for these items, therefore,
provides an overall performance score,

To detect the presence of a possible Hawthorne Effect, performance
scores also were obtained on two individual measures not expected to be
affected by the training. The measures were orienteering, consisting
of a map-reading exercise that involved travel from one geographical
point to another by following a compass; and the tactical exercise
{TAX), which involved solving military problems in a simulated tactical
environment,




RESULTS

The mean performance scores tfor each school were obtained by
averaging the scores of the cadets from that school. The analvsis was
conducted on these 18 scores, unine from schools with Leader Mateh pro-

grams and nine from the control schools.

The mean performance of ROTC programs in which Leader Match 1V was
administered was higher than that of control schools in all measures
directly related to leadership skills: overall performance as rated by
the platoon advisors as well as performance evaluations based on peer
ratings (see Table 1). It {s equally important to note that the perform-
ance scores from the training and control schools did not differ on the
individual performance measures, that 1is, the tactical exercise (TAX)
and orfenteering. Thus the higher performance of the training schools
does not simply reflect a generalized halo effect.

Table 1

COMPARISON OF MEAN PERFORMANCE FOR UNIVERSITIES
WITH TRAINED AND UNTRAINED ROTC CADETS

Mean Mean a 2
Criterion ) Trained Untrained t-value W
Overall Performance 103.56 97. 85 2. 82%%% .28
Peer 1 (Combat leadership) 104.89 100. 67 2. 06%* .15
Peer 2 (Administrative skills) 101. 89 97.178 2. 50%% .23
Orienteering 99. 44 99. 22 12 -_
Tactical Exercise "TAX" 100. 44 100. 00 .52 -—

A Probability one-tailed, N = IS universities

** p < ,05
Axk p < .0l

Table 2 presents the results separately for male and for female
cadets. The findings for males are somewhat stronger, although not sig-
nificantly so, and the difference on peer group ratings for females for
technical and administrative skills is only marginally significant,

although in the expected direction.
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Figure 1. Comparison of tralned and untrafned schools on overall
performance.

The proportion of vartance (n the effectiveness ot the ROTC proprams
in the training and control conditions attributable to Leader Mateh IV ts
substantial. Thete s a range from 28 percent for overall performance to
15 percent for the peer group ratfugs on technfcal and staff skill tor
the total sample, and trom 23 percent for overall pertformance to 15 per-
cent for the combat leadership peer ratings for wales. The proportion of
var{ance attributable to Leader Matceh 1V {8 smaller for females, that is,
1S percent for overall ratings and 4 percent tor technfcal ad adminis-
trative potential.

Figure ! shows how many of the trafued and untrained schools fell
above the standardized mean score of 100,

The analyses by individual cadet vielded similar renults to those
by school with overall performance and peer 2 ratings (technical and
aduinistrative skills) being highly significant (&£ = 2,61, p < .0l and
t = 2,18, p < .05, respectively)., The results for peer | were only
marg fnally significant (t = 1.90, p < .10). Again, there were no sigonil-
ficant differences on the two measures not directly related to leadershiv
performance, namely, the tactical exercise and orienteering.  For {ndt-
vidual cadets, 61.5 percent of trafned cadets fell above the mean and
38.5 percent fell below the mean of platoon adviscr overall scores (o the
trained group. Exactly 50 percent fell above and below the wean of those
scores {n the control group. Oun peer ratings of combat leadership, 60.9
percent of the tratined cadezs and 50.0 percent of the contrel group cadets

~3




o1l above the mean. . On the peer ratings for technical and adminis-
trative skills, 60.8 percent of the trained cadets, and 50 percent of
the control cadets fell above the mean.

DISCUSSION

The results of this study clearly show that the schools with Leader
Match IV training performed significantly better than those in the
control condition., The proportion of variance in performance scores
attributable to the Leader Match 1V program was substantial. This was
the case whether these measures werc obtained from the platoon advisors
or from peer group ratings,-although to a somewhat lesser degree for
females than for males.

This study has several practical and theoretical implications.
First, the training is highly cost effective since the four- to six-hour
self-administered training program is seemingly capable of improving
leadership performance to a substantial degree.

Second, the training can be quickly applied in practice even when
the leader's control over the group is relatively low. The cadets
served as leaders in four or five different positions for only one day
at a time. Their formal authority was fairly weak since the groups they
supervised consisted of fellow cadets., Despite these limiting factors,
the cadets were able to utilize their training as indicated by their
higher performance evaluations.

From a theoretical point of view, these findings support the Contin-
gency Model on which the training is based. The results of this and
previous studies (Leister et al., 1977; Csoka & Bons, 1978) indicate
the importance of the leaders's situational control in determining
leadership effectiveness, as well as giving substantial credence to the
assumption that leaders are able to match situational control with their
motivational structure.

The experimental controls of this study were unusually strong. As
will be recalled, the schools were randomly assigned to the treatment
or control condition. All cadets from a given school participated, and
the platoon advisors whko.ratgd cadet performance were not informed about
the study. Moreover, the cadets were randomly assigned to different
training platoons so that no more than one or two cadets from any partic-
ular school were in the same platoon. The cadets from the schools in the
training and control conditions performed their various leadership jobs
in the same units under highly comparable conditions, and therefore were
rated on thelr performance not only by the same advisors. but also by
their peers.

The possibility that a Hawthorne Effect could have played a major
part in determining the results must be considered. That is, whether the
mere presence of a special training program could have improved perform-
ance, However, this does not seem probable in this study. First, the
Leader Match IV program constituted a very small proportion of the total
training the cadets received in the three-year period prior to advanced

-8 -



camp.  BEven more fmportant iy, ROTU programs vary somewhat n the eomphiands
they give to varfous sk{D and content arcas. For example, some schoots
may cuphasize internatfonal relations, others might cwphasiize phvstoeal
fltuess, and st others wmight provide additfonal {nstructton (o leader -
shifip.  Betng asaigaed to read an add it ional manual on teadershiip would,
theretore, not be constdered a parttcularly unusual event by wosnt cadets.
Nor woald cadets who dtd not recetve this manual teel that thevy had bheea
deprived of an especially valuable experience.

Finally, as mentloned carlfer, o Hawthorne Fttect should fucrveasc
the motivation to perform well on all measures obtatned trom the trained
cadets. This was not the case.

The most fmportant result of this experiment (s the demonstvation ot
the degree to which a short tratuing prograwm, bLeader Mateh 1V, which
teaches Individuals how to mateh thedr leadershiip situation to thelrv
personalicy or motivational structure can be successtul, The major
question which now needs to be resolved concerus the specitic manner in
which th- trafntog was applied by the subjects. For example, dd the
tratuces attempt to modify all or only certain of the three major com-—
ponents of sltuatfonal control, that {8, leader=wmember velations, task
structure, and position power? Or dtd high LPC leaders concentrate
thelir efforts on one aspect of the sf{tuation and low LPC leaders on
another? The tact that the leaders in this study occuplaed thelr post-
tions only for very short and intermittent periods of time suppests
that the sttuat{oual moditications they used must have beeun rvelatively
casy to -apply.  Since the advanced camp was a tatrly structured setting
and peer leadership weskened their position power, ft scowms Uikely
that the major woditficatfons made by the ROTC cadets wmay have focused
on changing leader=pember relations.  These are, of course, problems
which call for further research. 1o the meantime, the present {uvesti-
gation clearly shows that Leader Matceh 1V tralntug provides a promising
method for {mproving organtizational performmmce.

-9 -
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