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Leadership and Personality

Mitsuyasu 1ZUMI

In order to get a useful idea to make military officers selection test, this study is done about what
personal factors are more commonly related to succekesfdership. First of all, this problem is discussed
under following four headings; (1) Trait approach [®pological approach (3) Functional, Situational
approach (4) Social Psychological approach.

After that, | get a useful idea from Maddi’'s personality theories. Then, | summarize the main points of
his theory and try to relate his theory to leadership.

Key words[ Leadership, Personality, Core aéqgonality, Periphery of personality
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the. Table 1
According to these results, think that leadership is a

| worked ever in Japanese Air Self Defense Forcevery important factor as well as technical skill to be
(JASDF) as a personnel officer. It seems to me that afterequired as officer. Gibbalso discussed the importance of
World War I, the problem in personnel such as airmen Military leadership in officer selection.
classification test, pilot selection test and airmen Then, in the process of thinking about personal factors
proficiency test in JASDF, has reached a certain levelassociated with leadershigsyould like to get some useful
which was to be satisfied in the view of personnel ideas about personalities and leadership in making officer
administration. selection test in the future.

But,the personnel officers have many problems to solve

l. Introduction

Il. Present Concept of Leadershi
or develop in the future.l presume that how to assess and P P

train the high rank officers like Captain, Major, and The history of the “leadergh” concept highlights the
Lieutenant Colonel will be the most important in these shifting focus in theoretical orientation. Early leadership
problems. research focused on the leader himself, to the virtual
Frederiksen tried to determine what aspects of their exclusion of other variable$t was assumed that leadership
work the officers were expected to perform more effectiveness could be explained by isolating psychological
effectively as a consequence of the training in theand physical characteristics or traits, which ware presumed
Command and Staff School. to differentiate the leader from other members of his group.
Prestort’ used the Critical Incident Technique in the  But, there is considerablagreement among those who
order to get a practical simple, direct evaluation form to have given the matter extded thought and examination
provide early identification of fficers both for elimination that leadership is definitely not wunitary human
and for a accelerated advancement. As a result, heommodity™™.
suggested some elements required to the successful officers. With the fall from grace of the trait approach, the
The categories including these elements are very similaemphasis swung away from the leader as an entity complete
to Frederiksen’s results. So, | try to match the two results inunto himself. Instead, the situationalist approach came to
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Table 1. Relationship between Preston’s result and Frederiksen’s result related to elements required to successful

officers
Preston’s result Frederiksen'’s result

1. Proficiency in Handling Administrstive Ditails |. Efficient Use of Routines

II. Proficiency in Supervising Personnel Il. Evaluate data effectively

I1l. Proficiency in Planning and Directing Action Il. Foresight

IV. Acceptance of Organizational Responsibility IV. Effective Guidance of the Decision—Making function pf the
Unit

V. Aoceptance of Personal Responsibility V. Flakip, Adaptability, and Willingness to introduck
change

VI. Proficiency in Duty Military Occupational Specialty VI. Knowledge of Military

the fore. The situatioalist does not necessarily abandon thespecially related to the latter section in this paper.
search significant leader characteristics, but they attempt to (1) Height is usually found to be positively related to
look for them in situation containing common eleméhts leadership.

More recently the follower &s been systematically (2) According to many reseeners(Bellingratn,Brown,
considered as a major variable in the leadership research. Cox, Stray, and Wetzel ),leader are characterized by a

This approach focuses on pemal needs, assuming that the high rate ofEnergy out put .
most effective leader is the one who most nearly satisfies (3) Many study showed high correlation between
the need of his followers". leadership ané&luency of Speech.

Thus, we can say that leadership is both a function of the (4) In addition toSoundness and Finality of Judgment,
social situation and a function of personality, but it is a Cowley also found three factors that appeared to
function of these two in interaction. “Leadership’is a represengpeed of Decision.
concept applied to the personality environment relation (5) The general trend of many studies suggests that
to describe to the situation when one or at most a very few, leaders rate higher than followers 8alf Confidence

personalities are so placed in the environment that his or and Self Esteem.

their “will, feeling and insight direct and control others in  (6) According to Chevaleve-lanouskaia, leaders are
pursuit of a causé”. characterized by predominance Bkcitation over
inhibition.

Ill. Personal Factors associated with . . " .
(7) Fairly high positive correlations (around .50) between

Leadership Sociability and leadership are reported by many
What personal factors are more commonly related to studies.
successful leadership behavior? | would like to discuss (8) Cox also reported that great leaders rate outstandingly
these topics under following four headings; 1, Trait high in sense o€ooper ate spirit.

Approach 2, Typological Approach 3, Functional, Stogdill after examining these leadership studies, comes
Situational Approach 4, Social Psychological Approach . to the following conclusion ; “the qualities, characteristics
1. Trait Approach and skills required in a leader are determined to a large
The total list of traits is actually long if we include every extent by the demands of the situation in which he is to
traits that have any probability at all of contributing to function as a leader”
success. If we look Stogdill’'s articlé we can get some 2. Typological Approach
perspective of traits assated with leadership. He The early stage of the study of an area of behavior has
reviewed 124 leadership studies focused on personabeen marked often by a wealth of typologist .
characteristics of following earlier similar reviews by Smith A list of leadership “types” provided by Fishérsuggests
and Kruegeéf” and Jenkinks'. that Leadership has had many meanings :
| would like to point out some traits that will be
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Conway'™: Compellers vs. Exponents vs. Representative  situations require unique leadership.

Smith™:  Cognitive vs. Authoritative Browr™ said that leader's function is to keep the

Bogardu$": Direct vs. Indirect emotional climate constant through many changing
Social vs. Mental situations, to keep the situations which seem to demand the
Autocratic vs. Paternalistics vs. Democrat  dictator or the agitator from arising. A good leader is the

Burns™: Intellectual vs. Business man or woman who is most fitted to take charge in a given

Small Group vs. Mass leader vs. situation.
Administrator 4. Social Psychological Approach
These typologies indicate an ideal leadership.A person Reviewing previous three approaches, we can conclude
sometimes has many types of these.So, by these concepthat different types of group require different type of
we can not differentiate the person who has reallyleadership .
leadership ability in the case oélecting personal, that is, it But this knowledge is not very helpful unless we can also
has no practical sense. Another problem is that these havepecify the exact conditions under which each of these
different meanings depending upon culture becausdeadership type will work best.
concepts of types are broad.These types also depend on theSocial psychological approach is fairly recently
social situation as well as trait approach. developed. | think Fiedler's articlé is a good example of
3. Functional, Situational approach this approach. Then, | would like to mention his main point
Functionalist assumes that the effects of leadership is thef view as a example of social psychological approach.
function of demands of organization (or situation ) for the In order to measure leadership effectiveness, he used a
leader. simple test which is called his least preferred co-worker
According to Tannenbauf one larger company has (LPC). Leader with high LPC scores tend to be permissive,
formally defined supervisionl¢adership) in terms of the non-directive, consideratioin their reactions to group

following six requirements (functions). members while leaders withwoscores tend to be directive,
(1) Planning : Make flexible plans regarding the work of managing, task controlling in their leadership behavior.
subordinates. Then, he administered the test to a wide variety of

(2) Organization : Make good use of allotted time. groups. These studies have vyielded high correlation
Organize the job to be done in such a manner that thebetween the LPC score of the leader and measure of actual
people doing that job clearly understand their group performance. However, in some studies the

responsibilities. permissive,considerate leaders had the best performing
(3) Controlling : See, througheffective follow-up,that groups while the managing, coaliing, directive leaders
others do the job you hay@anned and organized. had groups which yielded the best results in other case.
(4) Communication : Express yourself clearly concisely A review of these studies indicated the need for system
in written or oral communication. of classification which identify the type of leader required

(5) Delegation : Be receptivto duties delegated to you for a particular group and task.Then, he suggested a
and be assured that duties delegated out arelassification based on three major factors.

performed. Use good judgment in delegation. (1) Leader—Member relation—These involve the

(6) Acceptance  of  Responsibility : Accept the degree to which the leader is personally accepted and
responsibility of your job performance and of the liked, that is the member’s esteem for, and loyalty to,
people reporting to you. Use good judgment in areas their leader. If the leader has no the loyalty and
where responsibilities have not been defined and then confidence of his group he needs little else to
take the responsibilities for making decisions in these influence the group.
area. (2) Task structure—When the task is highly structured,

I can recall that these requirements reconcile to the the organization through its group leader can control

categories of Table 1. to a great extent. how well the task will be done.The unstructured task
Functionalist dose not say to differentiate leadership obviously presents a much more difficult situation for

because each situation is unigue,consequently each the leader than does a task which can be neatly
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Figure 1. The group-task situation in three dimensional space represented by a cube

programmed and controlled.
(3) Power of position—Finally, he considers the power
inherent in the position of the leader apart from his
personal attraction or ability to command respect and We have examined personal factors related with
loyalty. leadership at preceding section from various viewpoints.

Having measured or juddeeach of the group-task In order to guide the research in the future, or to select
situations on the three dimensions, he located the groupthe most appropriate methoddsystematize or generalize
task situation in three dimensional space represented by the finding results, we must have some idea about
cube (Fig1). personality theory to understd leadership more fully.

Each dimension of the cube represents a vital factor | think Maddi's personality theofy' is most suitable to
affecting group performance. Groups falling into cell 1, understanding leadership behavior. Therefore, | try to relate
have good leader—-member relations, high task structurehis personality theory to leadership in this section.
and leader has a powerful position. In contrast, group cell 8, In organizing personality theory, he proposed to
has low task structure, the leaders are weak and haveistinguish between the corad periphery of personality.
relatively poor relation with the group. The core of personality is common to all people and

Then, he can ask whether difficult situations require discloses the inherent attributes of man. These common
different types of attitudes on the part of the leader. Thisfeatures do not change much in the course of living, and
was done by plotting the correlation between the leader'sexert an extensive, pervasive influence on behavior.

LPC score and performance of group for each type of group On the other hand, the periphery of personality is much
task situation. The result shows that managing, controllingmore concrete and close to behavior that can be readily
directive leaders tend to be most effective in the situationsobserved. These attributes aengrally learned, rather than
which are either very favorable for them or which are inherent, and have a relatively circumscribed influence on
relatively unfavorable. Non-directive, permissive behavior.

considerate leader tend to perform best in situations of He also thought that the link between the core and
intermediate difficulty. periphery of personality is usually assumed to be

Fiedler showed for these results to fit everyday development.
experience and also tested the various hypothesis by. The core of personality
administrating the model in multi-lingual military group of ~ Fiske and Maddi said that core personality is that the
the Belgian Navy. person will attempt to maintain the level of activation to

which he is accustomed. Accong to them, activation is a
neuropsychological concept, referring on the psychological
side to the common core of meaning in such terms as

IV. Personality Theories associated with
Leadership
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alertness attentiveness temsi and subjective excitement, activation level is below that which is customary, impact-

and on the neural side to the state of excitation in aincreasing behavior occurs.

postulated center of the brain. | think that the theory of Fiske and maddi is a good
Having offered a rough definition of activation, Fiske example of what is called a homeostatic position.

and Maddi concern themselves with the determinats of the2. The Periphery of Personality

state of excitation. They implicate three dimensions of Elaborating upon the core theorizing he and Fiske have

stimulation and three source of stimulation. offered, Maddi has developed a view of the periphery of
The three dimension of stimulation are intensity, personality, including anemphasis upon both concrete

meaningfulness and variatiohntensity, to be defined in  peripheral characteristics and their organization into types

term of physical energy, is an obvious attribute of of personality,.

stimulation.M eaningfulness is defined as the significance The first consideration is the characteristic curve of

or importance of a stimulus for the experiencing organism.activation. Activation customarily rises sharply after

In consideringvariation, they make a number of points, waking, then more gradually to some point in the middle of

with in brief they are change, novelty, unexpectedness. the day, then begins to decline gradually, and finally

The three sources stipulated by Fiske and Maddi aredecline more rapidly as sleépapproached. But maddi and
exteroceptive, intemeptive and cortical.Exteroceptive Propst hold out the possibility that there may be differences
stimulation involves chemical, electrical, or mechanical among people concerning the sharpness of rise and fall, and
excitation of the sense organs sensitive to events in thehe point during the day when the shift from rising to falling
external world. In contrastnter oceptive stimulation refers  takes place.
to such excitation of the semrgans sensitive to events  The second basic consideration of similarity and
within the body itself. Bycortical stimulation, they suggest difference between people involves the average height of a
that the cortex itself be considered one of the actual sourceperson’s characteristic curve of activation. It is the
of stimulation by reviewing the recent discovery that the distinction between high-#gation and low-activation
cortex not only receives, but also sends nerve fibers to thgeople. high—activation people will spend the major part of
reticular formation, which is the implicated subcortical their time and effort pursuing stimulus impact in order to
center. keep their actual levels fro falling too low, whereas low-

Having considered actual level of activation, which is activation people will spend the major part of their time and
given at any moment in time by the total impact of effort avoiding impact so as to keep their actual activation

stimulation, they turn to the customary level of activation. level from getting too high.

Fiske and Maddi assume thdle levels of activation The third consideration involves the anticipatory and
experienced by a person over the course of many days tencorrectional techniques used for maintaining actual
to be fairly similar. Over time, the person should come to activation at the characteristic level. We can recall that
experience a particular level of activation as normal orimpact is considered a joinfunction of the intensity,
usual for a particular part of the day. These normal, usualmeaningfulness, and variety of stimulation from
customary levels of activation can be roughly measured byinteroceptive, cortical, rad exteroceptive sources. The
averaging the actual activation curve for a person over ehigh—and-low activation grsonality types are both
period of some days. Such measurement was accomplishesbdivided into three parts reflecting this distinction
by Kleirtman™, who found a regularity which he called the concerning preference for gmular stimulus attributes.
“cycle of existence”. High — activation  people who favor intensity ,
Their core tendency refers to the attempt on the part ofmeaningfulness or variety are considered to have an
the person to maintain actual activation at the level which isapproach motive for intensity, meaningfulness or variety,
customary for a given time of the day. If actual activation respectively. Low—activation people for whom intensity,
deviates from customary level, impact-modifying behavior meaningfulness or variety, is most salient are considered to
is instituted. Two kinds of deviation are possible. When have an avoidance motive for intensity, meaningfulness or

actual activation level is above that which is customary, variety, respectively.
impact-decreasing behaviooccurs, and when actual At this point, it should be clear that Maddi is offering a
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Active ——- Passive
Figure 2. Maddi’s personality traits expressed by cube.

typology of peripheral persofity including three high—-and  whereas another way is to turn within the organism
three low—activation types, with the three sub-division of (focusing on anything from thoughts or daydreams to pain
each major types bearing content resemblances. So, faor dizziness). The former orientation is called external trait
example, the high-activation—need for meaningfulnessand the latter the internal trait, with the term trait being used
person would spend most of his time and effort in in the manner of McClelland to emphasize habitual rather
instrumental behavior aimed at the goal of increasing thethan motivational behavior.
meaningfulness of his experience, with this concrete Moreover, Maddi offers yet another distinction that must
directionality serving the overall function of keeping his taken into account in understandithe activation position
actual activation level fmm falling too low. Just the on peripheral personality. It is the distinction between the
opposite would be true for the low-activation fear of active and the passive trait. The person with the active trait
meaningfulness person. has the habit of initiative, such that he influences his
In order to gain further understanding of the activation external and even internal stimulus environment, whereas
theory position on peripheral personality, it is necessary tothe person with the passive trait is habitually indolent,
introduce additional distinction. One has to do with the permitting himself to be influenced by internal and external
favored source of stimulation. Here Maddy, Propst andstimuli over which he has no subjective sense of control.
Feldinger collapse the three distinctions offered by Fiske Then Madd’s personality types make total of 24 in all.
and Maddi into tow, the internal and the external. As the Again | would like to express his personality traits by cube
distinction between cortical and interceptive sources(see, Figure 2). For example, personality falling into cell 1,
postulated by Fiske and Maddi will undoubtedly be quite presents the high—activatiomson with active and external
hard to make in practice, in simplification suggested by trait. Each cells also have three different types respectively
Maddi et al. seems reasonable. In any event, it is consideredccording to motive for intesity, meaningfulness, and
important to know whether the person is oriented towardvariety.
internal or external sources ofiulation. This distinction So for, Maddi’'s presentation of the typology has been
recognizes that one way of regulating impact is to look tovery abstract. It lacks vividness for us. Although he tried to
sources of stimulation essentially outside the bodydescribe the types a little more fully, | have no room to
(anything from thunderclaps or wind to music or pictures) write details of those. If you have interest in those, please
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read the Madii's article (22). | have to hasten relation Now | have no concrete idea what kind of test use in

between this theorgnd leadership. order assess successful leader in JASDF. But if | can
3. Relation  between Personality Theory and combine Maddi's idea with earlier theoretical efforts of
Leadership other researchers that | have mentioned in this paper, | think

| think there is the most suitable personality for leader inthat it is possible for me to make some selection test for
these 24 personality types demling upon the his situation. JASDF.

For example, Maddi described about the personality of
the high—activation person wittictive and external traits. It
will be a “go—getter”, seeking out challenges to meet in thed O Frederiksen, N. Saunders, D. R. & wand, B. “The In—-
physical and social environment .He will be energetic and Basket Test” Psychological Monographs 1957.
voracious in his appetites. Interested in a wide range ofd 00 Preston, H. O. “The Development of the Evaluating
concrete, tangible events and things, he will be a hard man officers in the United States Air Force” Pittsbourge :
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