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~ ~ Final Report

L
In December 1971 , the p r i nc pai inves t igator , then at Carneg i e  Me l lon

U n i v i o r o  i t  v , r e c e i v e d  a con t r ac t  f r o m  t u e  O f f i c e  of N o v a l  Recear cl i  to s t u dy

leadersh ip  styles in o r g a n i z a t i on s  as they are r e f l e c t e d  in d i f f er e n t

social processes for  dec i s ion—m aking .  W i th  t h e  exception of a four  month

i n t e r r u p t i o n  occasioned by t h e  aut h o r t s move to Yale Un iversity ,  the

f inanc ia l  suppor t  cont inued u n t i l  February 1977.

Issues of l e a de r s h ip  have long been of interest  to social sc ien t i s t s

• but  most assessments of progross have been harsh whether  the c r i t e r ion

- 

- 

has been improved unde r s t and ing  of the complexi t ies  of the process or the

generat ion of n~1L i iods  fo r  enhanc ing  the q u a l i t y  of leadership in contem-

porary o rgan iza tions .

-
~~ Our approach  to ox ; , .

, 

I n C , U  Hot  of leadership was d i f f e r e n t  in several

aspects f  i - on ~I iat  i , t -
~ i t  b& f o re . In a d d i t i o n  to focus ing  on the behavior

of the loader , r a t h e r  than personal  t r a i t s  such as dominance or intel l i-

gence , it- c ar e f ul l y del imi ted  the  realm of leader behavior to be exam ined-—

r e s t r i c t i n g  it to the leader ’s role in the decis ion—making process. We

also care fu l ly d is t inguished normative issues involved in leader behavior ,

i .e .,  how leaders should behave in order to best a t t a in  organiza t iona l

goals , f rom d e s c rip t i v e  issues , i . e . ,  how leaders do behave , including

the role of i n d i v idu a l  and s i tuat ional  d if f e r e n c e s  in determining t h a t

behavior .  L

From the  O ut S e t , the plans fo r  the research generated  considerab l e ’

i nlc i - en L an d s~ippn  i-f; 1ro~
, ’ t i t o  academic commun - i t -y - The ori g in a l r e n o , t r c h ,

pro p e) :— - I 5 0 ( ’ F k i d  t b .  , J o . ~cs N~~1L i-n C a tt e  I I  Research I 1 oo; i 7 i i  A\- ’ Ird from

- f

I) vi  s ion 14 of hi- Ai , a ’ i — i t ’~~r , 1’ .- ‘, i ’ l l F l  I’ - 
i - a l .

-

‘ . -oon:- I a t i o n  and t he  f i r s t

do c t o r a l  d .i n ~- rt a t i o n  (
~~ I t t1 ’n by ~i 

i - e l  l a b or a t o r , u l i l l  p Y e l l  on )  t h y in ,;;
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Final Repor t

2

Its CiIil (e I
~
t 0 and t--~ tttod s r~ i - i-ivi-d t h e S. Rains 1 -al lace  Doctora l  Di s — i c r t a —

tion Aw irc i I rem t b o i l  s nne so it ;ntific bod y.

Equall y i-in-oil t o g  iii
~
; h ave  been the resu l t s  of the research program

since tha t  t ime . Appendix I l is ts  the ten Technical Report  pub l i ca t ions

which have been Issued prior  to th i s  f i na l  report  under the con t r ac t .

Appendix 2 lists the publicat ions which are a l read y in pr in t  or in press .

The most s i gn i f i can t  of these works , a 230—page book ent i t led Leadershi p

J and De c i s ion—Maki rg  (co—authored  wi th  Phi li p Ye t ton )  published wi th in  the

last two years , has alread y received very favorable  reviews in such

journals  as Con t emp o r a r~~~ Psycho1ogv , A d r i n i s c r a t i v e _Science_Quar te rly ,

Personnel_ Psycho logy ,  Sociolop~ j  Rev -l ow of Books arid the Sloan  Man ;~~ er c ’n l ;

Review. It has been acclaimed as “ the most important piece of work on

leadership in the last 
- 

twen ty— five  years ” and “one of the landmarks  in

• the study of leadership in organiza tions .”

A comp lete account of the methods and resul ts  of this research is

beyond the scope of this  report and would be redundant  w i t h  the niate ’ials

shown in Appendices I and II. We will a t t empt  instead to provide an over-

view of the cont r ibut ions  of the research along wi th  a road map to tech—

nical reports  and articles d e t a i l i ng  each.

2 1. Normat ive  Models of L eade r sh ip  Sty l e .  A p r inc ipa l  ob jec ti  

-

‘c of

the research program was the development and r e f i n em e n t  of a normative

model c o n t a i n i n g  a sys temmatic  i-j ay of choosing f r om nr~ong  a f i n i t e  set of

d e c i s i o n  j i ) -ssc-: lao-it ’d on L i i i ’  I -a -H r ’ s d i n g n c o i s  of p i o b i o n ,  a t t r i i i t  

The ear l . i t ; ,  t fo r t of t his Tl ;iI(bI
~l i - pr . - : e  ii t t 1 i n  ‘i c- c-~ nical R ep o r t  / ) 1

Vi a -- 1973 ;  and V r c . - , ; i  ‘m ci ‘1 I t o i i  1 0 , -LIt ) Ch I t ; 1— 3. The n ’del ilili ;

w i d l - r 1 - , 000 ~ev~~r a i  c c v i ; .  i i  end :-.i t i - i o n s , t h e  f i t  . ;t  o f t I l l - a c -  1 :1’

1
~
: _

I ~~ -. ~~~~
‘
‘ 

-

~~ -.
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in Vroom and Yetton 1973b Chapte r 9; fo l l owed  by a modest  change

(Technical  Repor t  115, Vroom t in d  •l ago  197-c ) . I t  is  shown in i t s  l a t e s t

form in Vroom l97Ga and 1976b , and iii T e c h n i c a l  Repor t  #7. The model

is most f r equen t l y dep ict-i ’d i i i  the form of a decis ion t ree but  has also

been represented  as a b a t ter y  o p e r a t e d  black box and as a computer program

opera ted from a remote L i-n i t - n i .

2. Empirical_ V a l i d a t ~~e n o f_ t h e  L a d e l .  Whi le  t i m e  models developed

have been consis tent  w i t h  ava i l ab le  c a p ir i c -a l  evidence , we r ecognized

both the  def ic iencies  in t i i ;t t  e v i d e n c e  and the  need to de t e rmine  c n S i r —

• ically the v a l i d i t y  of t ime model ant i of i t s  sc p ar a t e  comp on c -nt s .  ‘l’li’o

f i r s t  such e f f o r t , a lb e l L  an inconc lus ive  one , was r epor t ed  in Vroom and

Y e t t o n  l973b , Chapter  9 . A more conclus ive  i n v e s t ig a t i on  is contain&-d in

Technical Repor t  f l 9 .  i t  shc’-’,-j i
~ that  a c tua l  d e c i s i o n s  which I S V - a  emp .l ’ n, c-d

processes consis tent  wit  h i those of the normat ive  model  are s ub - : t n nt i a l l y

more e f f e c t i v e  than those which ,  depar t  f rom t h e  model .

3. New Methods  fo r_ S tu d v i n g L c o d e r s i m i p .  In order  to carry out our

descrip t ive  research ob jec t ives  it was necessary  to develop nov me thods  f o r

the stud y of leader beh avior i n c l u d i n g  s i t u a t i o n a l  f a c t o rs  which impinge

upon iL .  The I Ia St of these i ’c-tho ds , ‘‘r eca l l ed  prob i enis ,‘‘ has b c-en d o scr  1 ) 1 - li

in Technica l  P 1)o r t  ~- ‘ 2 and in \‘ruom ~iic1 Y e t t o n  1973b (Chap t e r  4) . T i e

q u a l i t a t i ve  r epo r tt ;  of a c t u a l  dec i s ion  mal: i i t i ~ s i t u a t  ions  o b t ain e d  fr cnn

the use of t i m i  s C’. t 1~~d p r ov i d ;  1 t h e  basi s  fo r  the deve lopment  of p r o l i l i

S i - t O , I i .  , Si t; - . (If s tan d ar d i z e d  cases const rurt cd it -i accordance wi t i i  a

rmii l I i-- I ,- , c - t o r i,-- ml i ’ - - -
~
.- r i - ’ - n t ; i 1  des I- , ;. Scv

~~
t d .j f f i i

~~
nI p r o b ’ l c - i  sot :- ; I~~~

ci

i ; — - ’:- t ,  d cn - ci i I 
~d in I - - ’, hi I I .  J o  ( I i  ~, ‘. 

~— on c-o . Fee l ,  
~
‘ ‘

~ 
107 I t o  I - i i -

, i - ; 1 ; i - a : . i ’ I i - , ,t  of ’ I ‘ ‘ . 1 l v i  dii. 1 < 1 .1 i f  on  - e -  -, , -n t i  - i t  s i t t - i t  i on  i i  I n f l  u - ‘ m i  ;; on

1 ~ ,i• ml I~ a t  y I t -  as wi -Il a.- ; a d t  r c i  O O t 0 lS I  r i - -i of 0 i - i  I s r i  i t - ; ;  a i d
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di f f e ren c e s  between a given l eade r ’s l e I i ; i v i o r  and the no r mom at  lO~ model .

The essence of the method and the exper imenta l  de s i ;~i i u n d e r l y i n g  the

cons t ruc t ion  of problem sets nay be f o u n d  in Technical  Repor ts  i°3 and

// 5 and in Vroom and Yet ton  1973h , C h a p t e r  5; Vc oom :i and Jago 1974. Con-

cerns tha t  the problem net  measures  behaviora l  in ten t  in h yp ot h e t h i i c a l

s i tua t ions  ra the r  than actual  behav ior  have be -n reduced by a recent

stud y (Technical Report  #10) examining t h e  constr ,-ct .  \ a ] i d i t y  of th ;i s

measure .

4 .  Descri p t I v e  Mode l s  of Leaden- B e h a v i o r .  The evidence , n ow base d

on a stud y of many thousands of managers  in over t h i r t y  coun t r i e s  and a

larger number of organizat ions , r ad i ca l ly  un d u- rc.i 1;c-O t ime t i : L h i i . i o n ; I p erspec-

t ive of leader behavior  as under the contr o l , c f  a g e i t o r ; i i i z u d  t r a i t

( a u t o c r a t i c — p a r t i c i p a t i v e ) .  Instead t h i s  r e o c - a r e h i  h i gh l i g h t s  t i - a  ro le  of

s i t u a t i o n a l  fac tors  both alone (main o f f e c t s )  and in i n t e r a c t i o n  i-~i t h i  in-

dividual  d i f f e r e n c e s  as the major  sources of var iance in leader b e h av i o r .

The nature  of these s i tua t ional  var iab les  and of i n ter a c t L o n s  is exp l a ined

in Technical Reports  ~t 3 , #5 , and f 7 ;  and in Yet ton  1972; Vroom and Ye t ton

1973b , Chapters  5 and 6; Vroom and Jago 1974. D i f f e r e n c e s  in beh avior

4 among situations are three to five I mcmi as l ar g e  as mean d i f f e r e n c e s  in

behavior  among i n d i v i d u a l  rnar la ~
-e r s .

5. Pe ee~~~n a l D i f f e r c n c c n in L e a d er s h i n  S ty l e .  As a by—produc t :  of

* r e ’n - a i t ’!l described in 114 above , we i d ent i  l i t . ci syst enat i ,c  d i . f f e r e n - -e ; b —

t Wc d - O  the v~mv in i-ih f el, a leader  pet - cc i yes h i s  or h er  c a-n beh - ;- .ii,or arid I. h o e

way in wh ich t h at  b m l , ; i v h t , r  It’. perce i\ ’ c 1 1 si h o r c i  m a t e s  (i-cO ‘I ecb ; i t  i~~

~6 ; , ‘ m . l  •l~~p i ,  ;an l 
~~

rc i i r i  .19 7 5 ) .  S~ d 1 0,~J i 1 - 1 t 

-

- - di - ; i - r i b - a  1 1 . - i r s l f l i c r i i i t s

as - i l ’  t a l l  i n  l i y  ‘; . ;r e  a u t  o c r o t  ic i n  t h e i r  1 1- n g i - r ; j I 1 i- l o c h -  t h ’ , m m  i l  tl,~ r

• ~~~~~~~ - -
~~~~~ ~ - . j



the S U F L - r i o r ; -; o r s i i l i t i c d i i m a t e t ;  dc - ’ - ,c ; r i b c ’  L 1i ~~-,;;i -lves.

6 . Org ; ‘ i i C O t i ) ’ o , m l  Si !• ilc t - i r e  : ; i - ; I l i ’ad . - i ’ o i i p  S t - - I c .  The d e sc r i p t ive

I i ; - ;; 
~ I m o  c o nt r i h u t i .- J  t o  th e  idc’imtiij catjoi of d i f f e r en c e s  in

l e a d - - r a i m  1 :1 5 1 i c - i - ;  e x h i i b ~~t e d  b y o c c u g : o m m t s  of d i f ;
~c -r ont  roles in t im e  oi - o - , a n i —

?:tt i on .  A,, c- ; r i  y stud y (L - J in i c a l  i~eport ~~
’ .5 and Vroom and Jago 1974)

sh , u~
- . - 1  t h a t  gi Ot l O ; of ic, n n g t - i ’ s o c c u py i  a’-; more homogeneous  ro l  C ;-; exhihi i t

s i g n i t  i t - itt ~
a C I :; n t - ; o  (b~~t w c o  ; persons)  in  t h e i r  l eade r sh ip  s ty les  t i tan

-

, group a of m: o iag , ers o ;r t i p Y i  tmg 1(.SS h I t i i I O h ’ . of leoci ot rolc -s . t’ore  recent  r esean -hi

( T e c h n i c a l  Rep or t  ?i
’
~~, Jago and Vroo:-; 1977 , Jago 1977) has examined in

• d ep th  the  e f f e c t s  of h ie r a r c h i c a l  l ev e l  on l e a d e r s h i p  s t y l e .

7.  L e a t h -r n l i i p  Dcvci opP.cn L an d  J r ;  
~
ni i - ,

-

. As a b y— p r o d u c t  to t i e

rest -arch end~ :.vor , an approach to i -aa . i : - r sh i .p  t r o i : m in g  was dcvc-lo i c cL

Fir i- ; t described in Vroo mn and Y et t o n  1973b ( . I m ; ’t  c r  8 , this approac l i  h a s

undergone cons iderable  dovc ’ic-go - ’nt and r ef i  n c ’a c ; : L  as shown in Vi ’on:-o I 976b .

Training u s in g  t h e  concep t s  of t i m e  n o i a t a t i v c o  i m odel  and based on t i e

- 

resu l t s  of th ii - ; r on -a ic- b program arc int c-gr Ct i parts  of the T’~ .nagc  a n t

development  programs of General  E l e ct r i c , The Army \-.‘ar Coil ege , and Be l l

Telephone Labora tories  to name jus t  a f e w .  Lar l y in 1976 , K op u e r — T r e g o c ,

9 Inc. of Pr ince ton , New J c r~- c y ,  i n t ro d u c e d  a t:i~r co  d ay  l eade r sh ip t r ;- in t u g

• program called TeLos , based on IL . - concep t s  and m a t c  v ia ls  dc v t ; h o p c d  in

the ri near c i , .  A c o , i o a - r c - a t  ive  vat im’ ;-;cc- ~-sici pl. a_ c e  t ime number  ~i f  .h t - : :ci -i -
~

;

abroad ~~ 1’c , ;c-d to so ‘e vi to ; i i i , ,  o~ Vro , - ;- , —\ ’ t t o n  t - r a i n  L u g  at  ny c-i’  35 , (100

i~~’i lii i L twi , l, i is; -~ 
T i c  no - I i ;g  dii I ‘l y .  An O ’’ n s t  - t i o t ;  to ci , t , - r u ~ J~~ - t. -

i n ; - L e n t  - i f ’ 1 -. - I  -: of t h u s I i ,  i n i n g  t m  mi ,m , , a g e r  t aT i- - -b r v aC and e f f n ~~t I ’ o & - o - . 5.;

- I ;  i ; i i i - ru - i y. I ni t i a l ri - st i l t s ar .  h i l l y  - ! ; - t - ; u r a i ; ; ; .
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Append I:: I :  ‘I’ .- c ;hn ic a l  lJ - l ’u r t s

ONi ( Tech /~l Vroo iu & Yet t on  6/ 10/72  74 i ) ,- m g c n  “ l o - , - , ; rc i  a n o r n a t i ’•c  model of

I cad c r s i  ‘i-i ’ sty le ”

ONR Tech ~2 Vro em & Ye t ton  6/ 2 0/ 7 2  52 pC~~~’i-; “ SOC e d c sc r ip t iv e  ,~~t u d l e ; of par-

t ic ip at ion  in d e c i s i o n — i - c d :  ag ’

O~R Tech #3 Vroonm & Y e t  ton 1/3 1/73 46 pages “Leadership behavior on st,-; iid a rdize d
cases ”

ONR Tech /~6 Vroom 5/2 1/73  22 pages “A m u l t i — d i m e n s i o n a l  measure  of

leader behavior ”

ONR Tech #5 Vroom & Jago 5/20/74 48 pages “D e c i s i o n— c a k i n g  as a social, p iece :

normat ive  and d e s c r i p t i v e  n o d e l i m  of

leader behavior ”

ONR Tech #6 Jago & Vrooin 11/ 18/74 38 pa geS  “Percept ions  of l eadership s ty l e :

supe r io r  ar,d s u b o r d i n a t e  descri .p --

tions of d e c i s i o n — m a k i n g  bc -ha d  u: ‘ 
- 

-

ONb , Tech #7 Vroom 11/74 27 page s “Leadersh :i~ rcvisitcd”

ONR Tech d8 Jago & Vroou 9/75 44 pages “Hierarchica l  level and leadershi p

s ty l e :  on the  r c m - oi ,iu tj o n  of a

con t r ad i c t i on”

ONR Tech #9 Vroom & Jago 4/76  38 pages “On t ime vo l  i d i t y  of the Vro~am —

Yet ton model”

ONR Tech 1/10 Jago & Vroom 7/76  20 pages “P r e d i c t i n g  leader  behavior  f rom

a measure of behavioral  j u t -co t”
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