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This study assessed the relative degree of

association between quality of army life and perceived attributes of
different types-of leaders. Interviews with one hundred thirty lower
ranking enlisted personnel provided information about soldiers!?
satisfaction with various facets of military experience and their -
perceptions of the behavior K of superiors whom they viewed as either
foraulating (originators) or merely relaying (givers) daily orders.
Regression analyses in@cated that satisfaction with both the guality
of anay life in general and leadership in particular were related
rore closely to perceived attributes of the originator rather ‘than to
such attributes of the giver. This finding is attributed to the
originator*s greater hierarchical influence uithin the army .
structure. {(Author)
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_ that satisfaction with both, the quality of Brmy life in general and

leadersh:.p in particular were related more closely to perceived attrai-
butes of t;he orlgmator rather than to such attributes of the gaver.

« Thas. £inding is attnbuteﬁ to the originator's greater hierarchical
mﬂuem:e within the Army structure.
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The Personnel Accession apd Utilization Technical Area of the u:s,
Ayrmy Research Institute for the Behavioral and Social Sciences (ARI)
has among its objectives the improvement of military competence through
enhancement of morale and reduction of disciplinary failure. Previous
efforts had been designed to provide, overall methodology for a wide-
ranging program of systematic research as well as specific information
on dimensions underlying the idea of discipline in the Army, indicators
-of the quality of life of enlisted personnel. The efforts were also de-
signed to provide attitudinal and behavioral data on the_socialization
and adjustment of soldiers to Army 1ife.

H

This report is concerned with the development of a data base that

" reflects the social and psychological factors underlying the quality of

life in the Army, and that provides, specifically, a set of attltudlnal
1nd1cator§ that express how a broad sample of first-term enlisted per-’

sonnel evaluate the quality of their Army lives. Several of these in-

dicators appear to be predictive of reenlistment intentions.

The research was conducted under Army Project 2Q161102B74E, Basic
Regsearch in Social Sciences, FY 1974 Work Program as an in-house efifort
augmented by contracts with organizations having unique capabilities 'in
the area. Personnel of the Boston Area Academic Consortium, Inc., and
the Army Research Institute jointly conducted the present research.
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;,: PERCEPTIONS OF LEADER ATTRIBUTES AND SATISFACTION WITH: MILITARY LIFE

;?" - .
e ; ‘J/fn'h‘-

BRIEF - ' .

Requirements: N
To discover what characteristics of Army leaders dre related most
closely to sz%isfaction of first-term enlisted personnel with the
military life”in order to lsarn possible wayg to improve the guality
of Army 1ife.: Thereby more readily to attract and retain personnel for \\/
the present volunteer Army. To find out whether any aspects of the
gquality of Army life are predictive of reenlistment.

Ll

Progedure:

. A descriptive set of aspects significant to the quality of Army
life was first developed through analysis of 76 unstructured in-depth
interviews with first-termw-enlisted personnél. The resulting .16 atti=-
tudinal indicators ¥drmed the basis for a self-administered question-
naire, in which respondents could mark a 0-100 scale ("satisfaction

- " thermometer") for each of the 16 items, plus a summary item, to indicate
their relative satisfaction with each one. Three pretests with 50 sol-
dier's checked that the questibns were clear and that all -major problems,
were addressed

To study the influence of leader attributes, interviews conducted
with 130 lower ranking YE1-E4) soldiers pr0v1ded information pertaining
to their perceptions of the attributes of superiors, who the soldiers
perceived as either formulating (originators) or merely relaying (givers)
their daily orders. ' '

£ . ‘ '
Fin&ingé- - R
' '
A global measure of satisfaction with Army llfe was used as the

. primary dependent®™easure. It correlated, highly with a global index
_that included a numper of specific quality of Army life dimensions.

Along all of the quality of military life dimensions, "givers"
reteived higher ratings than Yoriginators." However, the correlations
" between quality of Army life responses and ratings of leader attributes
were higher for orlginators than for givers. These findings indicate
that efforts to heighten morale and satisfactioh with military life
. would be' directed more fruitfully toward modifying the behaviors of
eriginators than of’ givers.
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Aruitoxt provided by Eic:

Utilization of Findings: . .o . \\\

The satisfaction ratings assigned to the 16 aspects of Ammy life.
by enlisted personnel could be used in several ways. The ratings could
become a means for periodic monitoring of the guality of Army life as
perceived by the soldiers. A particular indicator could be used to
avaluate the effectiveness of a program designed to improve an aspect
of Army life. Responses to the indicators could be used as an early
warning system to'identify potential trouble spots in morals and could
aid in setting priorities in personnel programs.

* €t

a greater payoff would result from improving the actions of the leader
who formulates the duties rather than the one who merely relays the duty
orders. '

N " ) .

.

. If an effort is to be exerted in the area of leadership training. /J

vt




A
~a

i . b
'

PERCEPTIONS OF LEADER ATTRIBUTES AND SATISFACTIO& WITH MILITARY LIFE

. ¥

7] CONTENTS : .

4  CINTRODUCTION . &+ v & v v v 4 v v 4 4 v v 4 v e v o v v s« ww v 1

METHOD  + « « v v e e e e e e e 2

Sample . . . v v w e h e e s e e e e e e e e e e 2
Procedure . . . & v v 4 v e e e e e e e e e e e e e e e 2

RESULTS + &« v v v v v v e e e v e 2 e e e e e e s e e e .. &

Quality of Army Life . . . . . .

4

. Leadership . . . . . . . ¢ . v o v 0 e iee e e e e e e 6

< Quality of Army Life and Leader Behavior . . . . . . . . . . 8
- h : - i

CONCLUSIONS AND DISCUSSION . . % % v & 4« 4« 5 & w % s v o 224 o =« 9

REFERENCES . +» & ¢+ v 4 4« 4 v 4« s v « o v 5 5 4 s v s o v v o » 13

BISTRIBUTION + + « & & v« « a s s » » v u o » s 2 v 2 s « » + » 15

LIST OF TABLES

»
[ Table 1. Intercorrelations among quality of Army life indexes. . 5 .
2. Mean ratings of originator and giver attributes . . . . 7
3. Correlatiohs between the global satisfaction .
measure and leader attributes . . . . . . . L. 0. . 8

9




~ PERCEPTIONS OF LEADER ATTRIBUTES AND éATISFACTIO
WITH MILITARY LIFE .

™ INTRODUGCTION
. .
During the last two decades, much attention has been focused on

the relations between certain leader behaviors and subordinate job
satisfaction (e.g., Fleishman, 1973). Included among these supexvisor
attributes is the extent to which supervisors possess technical tompe-
tence: establish initiating Structure. and are considerate of subordir
nates. One situational condition which may moderate the relations
between such leader behaviors and subordinate satisfaction is the extent
to which the supervisor possesses hierarchical influence within the .
organizational structure (House, Filley: & Gujarati, 197i}. Pelz (1952)
found that workers responded favorably to influential leaders who
followed practices generally considered to reflect "good" supervisor
behavior. whereas noninfluential superviders who applied the same
‘techniques often failed to elicit favorable reactions from subordinates.

It has been argued that leaders who pPossess technical competence.
establish initiating structure. and show consideration to siibordinates
tend to increase the expectations of subordinates regarding important
dimensions of the suvbordinates' job experience (Likert. 1961: Pelz,
1952} . These dimensiéns may involve the quality of working conditions,
fringe benefits, promotions. and the like. The fulfillment of such
potential outcomes is presumed to be contingent on the ability of -
leaders to control resources necessary to achieve the desired goals of
the work group. Such control is assumed to be derived rot only from the
Supervisor's influence with his immediate superior but also with the
supervisor's ability to represent the work unit in the broader
organizatiéﬁal system {House et al., 1971). According to this logic: .
persons of “marginal“'organizational status are especially.sensitive’
to ‘their leader's upward influence due to tMe greater dependence of
"marginal” status workers on others to achieve work goals.

. -

It is conceptually relevant to test the relation between leader .
behavior and worker satisfaction in a military context in view of tie
hierarchical leadership structure.@f the Army and the holistic nature
of the soldier’s work role. A pilot study revealed that enlisted
personnel distinguished betweer leaders according to the soldiers' .
perceptions of the leaders’ responsibility for formulating everyday
duties. In particular. some superiors were seen as initiators
(originators) while others were perceived as relayers (givers) of
daily duty orders. since the originators held higher positions of .
authority than the givers, this dichotomy corresponds to two classes of ?
superiors who differ hccordiqg to their hierarchical influence within
the Army structure. Y

L

s




-

. ’ -
. *
On the bhasis of previous work. satisfaction Wth the qua’lity of
Army life we predicted to be related to the hehavior of bhoth originators
and givers. However. the association between satisfaction and
originator behavior we expeéted to bhe relatively greater than the
corresponding relation for the giver. fThe.rationale fpr the latter
hypothesis is that originators would be viewed as having more influence
than givers: due to the originators' greater responsibility”for determin-
- ipng Srders and their higher positions of authority in the Army tommand.
As in previous work (Holz & Gitter, 1974), quality of Army life was
defined in terms of the sum of soldiers' positive and negative attitudes
regarding the various components of their daily military experiences.
In a military organization, quality of 1ife encompassés reactions not
only to the work environment but ather facets, such as living quarters
and food.

]

N . . : METHOD »

Sample ,

’

- The total sample consisted of 130 first-term enlisted men from a

combat engineer battalion located in the United States. All respondents
received pay at one of the four lowest grades (i.e., E1-E4) and held
* nonadministrative jobs. fThe mean age of respondents was about 20 years
and average length of service was approximately 18 months. Of the
sample, 80% had enlisted, 75% were single., and 80% were Caucasians. While
S0% had at least a high school education. only. 15% had some college
'edugation when they entered the service. Also:, zespondents were equally
‘divided by the types of community from which théy came (i.e., about 25%

each from rural areas. small towns.: suburbs:. and large cities}. All .

soldiers participated individually in €0-minute interviews during which
they cdmpleted a series of pencil-and-paper tests. e

*

Procedurs .

Quality of Army Life Items. During the initial part of the inter-
view, subjects s iven 17 Quality of Army life jitems which had been
used in a vious studyN\(Hblz & Gitter, 1974). The instrument 'nclqud
signed to assels specific dimensions of military servi
limate (e.g., rules and regulations), b
enefits {(e.g.r post facilities) and aw
item that tapped the overall satisfaction of enlisted personn
life. This gldbal measure asked, "All things considered,
satisfAed are you with your 1life in the Army at your preseﬁf post?’
to each of the 17 jtems were made on a "satisfaction the
h ranged in value from O (completely dissatisfied) to 10
satisfied), with 50 rgpresentiqg.@ neutral point_

food) , and fringe

eter" whi
{completel

» "?-
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. . Functional Differentiation of Leadership.. After completing the~
quality of Army, life items, subjects were asked with the following
question to name the originator of their orders: "Who do you think :

“really decides what your daily duties are. or in other words, who ) ‘
actually determines most of the time what your work is?" Subjects .also

, were asked with the following question to identlfy cheir giver: "Who

. . tells you what your work will be everydayb-thﬁt is, yho actualdy gives
you your orders?" About 80% of the sample nominated different non-
.comh§§sionéd or commisgioned officers as originators and givers. while

., the rest irdjcated the same.person as both origindtor and giver.

While the givers were mostly either squad leaders (52%) ‘or platoon
’\\_sergegnts (45%) , the originators were platoon sergeants (33%), platoon

*  leaders (35%), or company commanders (15%). The perceived impact of -
both types of leaders on satisfaction was assessed directly by having
~ w»{ the subjects estimate what petcentage of their perceptions of the )
’ ) quality of Army life was influenced by ‘each type of leader. ’ .
LR .
Leaderéhrp Behavior Scales. A set of 10 scales-was, administered s '

using first the originator and then the giver as the target pers®n.
Elght of these scales were from Stodgill's (1963) Leader Behavior
Descrlptlon Questionnaire««Form XII, These scales werd used because
- ‘*they represented the items that loaded highest and second highest on |
e , four leddership factors found in previous work (Vaughan, Xrjner, &
:Haf ’ Reaser., 1973). . Descriptions of these four factors and their two
highest loadlng items follow: . . R
-
‘Task Professionalism factor. Pertains to the provision of o
- structure in terms of scheduling, task allocation: task achieve- ’ g
*ent, communication abbut task requirements. competency, and a -

«» DPositive approach.

)

_«....ri:.:-_.‘-_Jl

b . R Leader establlshes and maintains a hlgh level of
discipline. °
' o 2. Leader is technicali&(énmpetent to Qerformkown dutles.
. Task-Oriented Consideration factor. Pertains to structure . -
with respect to setting an example, reduction of ambiguity
in the work situation, supporting subordinates, and prgviding
e positive rewards.’

LI é '
E v, "y
1. Leader bdcks up subordlnates in their actlons

L ‘ 2. Leader is,. easy to understand.

.
- -
.o : . 2, .
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+ Person-Oriented Consideration factor. Pertains to exhibiting
consideration for members of the group, being concerned for group-
welfare and morale, and openhanded relations wlth group members.

. - . '
1. Leader refuses to explain actions taken.-.. -
2. Léader treats people in an impersonal manner, 11ke ‘coys

L

in, a machine. A -

1

Personal/;nterpersona} Professionalism factor. . Pertaing to
leader's behawior in terms of maintaining functional relationships--
vertically and horizontally in the organization-—and flexibility
in active fulfillment of responsibilities as a leader.

. 1. "Leader seeks ,responsibility and accepts respon51b111ty
. for actions taken. .
. 2. Leaﬁgr is willing to make changes in ways of d01ng
things
5
The foregoing factors correspond closely to dimensions identified in
earlier industrial (Bowers & Seashore, 1966} and military (Halpin &
Winer; 1952; U.S. Army War College, 1971) research. Also, .these factors
have been related to ratings of "reputation for getting the job done,"
"receiving recognifion for a job well done,” and overall leader peérfor-
, mance {Downey & Medland, 1974). For each of the eight scales, respondents
“indicated on a, 100-point continuum (ranging from never to always) the
fregquency with which tRe leader evidenced the behavior described by the
scale. The remaining two scales dealt with the leader’'s perceived v
fairness and overall leadership quality., Along these two scales, .
responses could range from 0 (most negative) to 100 {(most positive).

1

H

?

guality of Amy Life

*

Because the global measure of satisfaction with Army life was ‘used
as the«primary depgnéent measure in subsequent analyses, it was '
important to know which individual components are most and least
represented in this measure. Intercorrelations among the 16 specific
gquality of Army life items and the global measure are given in Table 1.
‘A factor analysis of the 16 individual items was performed using the
principal components method to reduce the complexity of the data to a

few ynderlying dimensions. This analysis preduced four initial factors
(wifﬁneigenvalues exceedlng upity) which were rotated orthogonally
according to the varimax criterion. While one of these factors explained
30% of the variance in the quality of Army life measures, the other three
factors combined to account for only 13% of the variance., Thus, only
one factor can bg considered to have any importance for the present
purposes. This factor had high loadings with the follewing facets of

LALA
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Table 1

Intercorrelations Among Quality ‘of Army Life Iniﬁxes

Idﬁexes 1

13 ‘14 1% 16- 17

satisgaction

2 3 4 5 6 77 8 9 10 1 12
. Q . / X - . ' .
' . =\ '
\ 1. Getting things > . . . .
done - L31%* .40% _B0* .43% ,18 ,40*% .27* .55% ,40*-:50%* .21 ,31* ,31* 13 .26* .63*'
2. Hair 218 4d4* .28% .23 :20% .22 .34% .31* .32* .08 .13 .25 .00 -.28% .40*
3. Food L41% .25 .17 .33% .31% _31% _33% 3587 39% 35x 49 38% |18, .44*%
4. Rules and ) - v
‘ regulations L47% .28% [36* .27% .38% .53% ,50% .27% .31* .29% .11 .25 .45%°
5. Meaningfulness . ’ ) R
of .work .22 .13 .21 .26% ,26% ,32% .23 .31* ,26*% .04 .22 .40*
. 6. Tour of duty 14 .29% 13 24 .23 .14 .28k L3 ar 147 .27t
n 7. Holsing-barracks .15 ,39% ,34% _37% .19 ,33% .24 .43*% .40* ,49*
8. Pay . : - .26* .17 .21 18 .12 .29% .18 .18 .34*
a9, Opbortunitﬁ to -t . ' . & o
1 . get ahead : _ ; : .39% _45% .23 ,31* .22 ,27* ,30% .58+
“ : 10. Treatment as ' oo ’
" individual : o : L61% ,28% ,30% .29*\;%9 A - .54
) 11. Leadership - . .28*% .25 ,38%w20 .28% .49+
12, Equal treatment g © .24 .18 .30* .21 .18
< 13. Pacilitieg on . ‘.
post é . L27% .23 ,33% ,31%
. ¢ 14. Personal frgzﬁom .15 .37% .38%
! 15. Educational . . R .
. ' opportunities ot L33 15
. ' 16. Medical/dental . .
- v care o R £ 4
\ - . 2.
| 17. Overall . . : -~

o
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Army life; (a) being treated as an individual (.63), (b) getting

things done (.63), (cJ»leadershlp (.63),  (d) rules and regulations ‘
{.64), and. {e) opportunity tq get ahead (.55). This factor was labeled
Ogganizational Climate since it seemed to reflect this dimension of!

Army life as opposed to either bas;Qs {e.g.* pay} or fringe bgnefits. . . -
(e.g., medical/dental care) . , o

- e . L N + S
I1f the global satisfaction measure. fis a representative index of-
the quality of Army life donstruct, theg it should correlate hlghly
with the items thdt load on the Organizptional Climate factor and also

2 with the factor created from the combinkd scores on theae items.. The
o corre:Etlons between the overall meas

e of quality of Army life
(M 32, $.D. & 23.23) and the five components that comprise 'the Organi-
zational Cllmate factor were all abagvef .45 (see Table 1). Moreover,

the correlatlon between the global satfigfaction item and the Organiza-
tional Climate factor was .66 {(p<.001). These findings indicate thats

in the presbnt circumstantes the global satisfaction measure is most -
elosely idertified with the ‘organizatjonal climate of the Army.

Legdersh?' . . ) - /
. . oow I
Two approaches were taken to as ﬁss the reldtion between leaéer
behavior and qd@llty“of military lifgq., The direct approach 1nvq1ved
asking ‘enlisted personnel to estimat the relative influence of their
two leaders on the sbldiers’ percept ons of the guality of Army life. )
The ;ndlrec approach (correlational) method involved determining the
proportion of varlance in the globalfsatisfaction measure that was .' .
explained by subordlnate ratings of both orlglnator and giver behavlaral
tendencies. ;

" . S *
L

Direct Assessment of Perceived Leader Impact. The mean percentages
of estimated impact of origametors and givers on the gquality of army
life were 32% for each type of Mgader. The mean perdentage for the -
combined estimated influence of both superiors--53%--did not equal the
sun of each taken separately because about 20% of the soldiers hﬁd -
indicated that their originator’ and their giver were the same pgrson.
These results show that enlisted personnel’ percelve their origjinator and
their giver as exerting eqhal and.substantlal lnfluence on th? pleasant-

ngss-of the ml:.tary experience.

Perceived Behavior of Leaders. Mean ratings along each of the 10.
leadérship dimensions are presented'ln Table 2. Inspection of the means
‘indicates that orlginators were rated less favorably than were givers in . R

* terms of all nine specific leader behaviors and the eyerall evaluation

of lsadership ability. A univariate t test was performed to compare

" subordinates® ratings of their superiors in terms of overall leadership

quality. The results of this @nalysi§ indicated that originators were
¢ -
* J
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evaluated significantly (p<.0S5) less favorably than were givers. It
would be inappropriate to perférm a series of univariate t tests for
statistically comparing ratings of the two types of leaders along the
nine specific leadership dimensions. since the number of tests and
correlations among the responses would lead.to erroneous alpha probabil- |
ities (Morrison, 1967). A Hotelling T4 statistic indicated that the

vector of specific originator ratings differed from that of givers

{p<.05). . ’

» .
“ .

-

fable 2

-

Mean Raflings o¢f @,r'igipator and Giver Attributes

»

A & L . Type of leader
",  Leadersaip ) 2 _ )
- attributes . . ) 4 Orlgxni}or N ..glver
* [
Discipline ) 67.48 4 /1.12
- v . b
Knowledgeability ° o 69.00 % 75.98
Understandabjility ) . 65.15 €9.35
Supportiveness ; a 61L§§ ‘ 71.09
...{ . Ad . ,
‘ . Pegsonal treatment 66,04 . 73.95
s . ™ N
) Willingnesé"to explain . ’ ‘ 59,82 “: 66,27
t - : : ‘ *
Willingness to change <! e. , S57.88 . 64, 23
Assumption of responsibility . 69.96 75.00
. L
Fairnesse — = ¢ , ' 65.81 68.06
Overall quality - J 63.90 68,98
. ,u
T -5
b "

)




Qualify of Army Life and Leader Behavior ] . -
x 7 . : .. .

o To test hypotheseéfconcerning the nature of the relatlon between

quality of Army life and percelved leader behaviors, correlational

ahalyses were performed The resulting coefficients between the global

sattsfaction measure and the 10 leader attributés are shown'in Table 3,

Thefe were highly gignificant positive relations between satlsfaction
and percéived behaviors.of the originator' {(p<.0l &n all 10 cases). In

. B of 10 cases;, s;gnlflcant relations {p«<. 05] also exlsted betwedn the
global satlsfaction measure and ratings of the giver's behavior. The
more favorable the actipns of both leaders, the more satizfied were
respondents with their présent military circumstances.

.
B - .

. Y N Table 3

. \ \
Correlatibns Between the Global Satisfaction A

Measure and Leader attributes

e " Type of leader, .
} - R . )
Leadership e .
. attributes : ” 4o . Originator Giver
- . — N r -
, Discipline ] ' WYL .23
Knowledgeability . L35k L27%%
" " . ’
ol Understandability ’ i .38 ,18*%
Supportiveness - ) .48 . L 25%%
Personal treatmerit - . S22 ‘ L27%n
Willingness o exhlain - 143%* . 16 ,
« . oL T . P
. Willingness to change . A3 ' B L '
< - . . T ,
* Assumption of respongibility - .27**\ -
. Fairness . , 26%* 11
overall guality , ’ yS2%% ’ .25%% y
% .
F — - -
Ap<.05.
**P<.010 .
. ‘ -
. a , .
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Inspection of: the correlations between the global measure and
leadership ratxngs.revealed that the coefficients were greater for the
originator than for the giver in all cases- A t test for correlated
data (BEdwards, 1967) compared the relative magnitude of the association
between the global patisfaction measure and ratings of overall.leadership
‘____Ejigﬁlgx,iar'both E?ies of leaders. The results indicated that the

' gnitude of the relatioh between the global satisfaction measure and
the percexved "abilily of the leader was significantly greater (p<.0l)
for the orxglnator than for the giver. A very similar pattern of findings
was obtained when responses to a subscale of the quality of Army life
instrument--"satisfaction with leadership"--were related to ratings
. of orxglnators and givers along the 10 leader behavior dimensions. As
. with the global satisfaction measure of quality of Army life, the correla-
B tion coefficients between satisfaction withfarmy leadership in general
ﬁgw and perceived attributes of specific originators or givers were s;gnlfl—
cant and in & positive direction. Moreover, in all of the cpmpar;sons

the strength of the relation between satisfaction with Army leadership

and leader behaviors was greater for originators than for givers.

t

- ) ~
_J/ " CONCLUSIONS AND DISCUSSION

- In support of the two hypotheses, satisfaction with the quality of
both Army life in general and Army leadership in particular was more
closely tied to perceived attributes of the originator rather than .of
the giver, even though behaviors of both leader types were correlated
with enlisted personnel's satisfaction:; The correlations between

« satisfaction and leader behaviors could reflect merely methods variance
(Campbell & Fiske, 1959) rather thaﬁ'ep inherent association between the
two variables. That is, because these correlations involved perceptions
by the same persdon, response bxaséggpld account for the shared variance
between satxsfactxon and percep of leader behaviors. This argument,
however, would‘not be applicabfe to the major finding that satlsfactlon
is differentlally related to attrlbutes .of the originator as compared to
those.of the giver. - i .

s *

"The differential magnjtude of the relation between satisfaction
and the behavior of originators as opposad to givers derives from the
originatgrs' greater hierarchical influence within the Army chain of
‘command. Presumably, enlisted personnel perceived their originators as
having greater responsibility for establishing the organizational climate
. in which the soldiers' daily activities occurred. Because organizat:roffal
’ . climate was relatéd-closely to the quality of Army life for the present
sample; it is not surprising that behaviors of the originator rather
. " than Sf the giver are more strongly, linked to subdrdinate satisfaction.
Moreover, due to their higher positions of authority in the Army, or:igi-
" nators were most likely perceived as having potentially greater control
over the acquisxtxoﬁ)and distribution of resources necessary for :
satisfying the goals and expectations of their military units.

- . . L




" -
P . * -
' | ¥

The direct and lndlrect methods of assessing the relation

. between quality of Axrmy life and leader behavior yielded somewhat

discrepant findings. Specifically: enlisted: personnel .estimated ‘that
53% of their.perceptions of the quality ‘of their Army 1if¢ was .due to
the tombined and egual "influénce of their two superiors. However,
separate multiple corrélations between the global satisfactiop

measure and (a) the originator leadership scales: (b) the giver leader-
sh;p ratings, and “{c) both sets of measures ‘showed that 27%, 7%, and
29% respectlvely of the variance was explainkd. Thus, the combined
percelved behaviors of both leaders accounted for only 29% of the

. varlance in satisfactién scores, with originator attributes having a

d;sproﬁortionately greater influence than those of the giver,

. Two possible explanatjons can be cffered for the obtained
discrepancy. between tﬁe two, methods of analyzing the magn;tude of the
relation between leader behavior and quality of Army life. First.

_the correlational approach may have yielded an underestimation because
"it did not take into account all possible leader behaviors that potenti-
ally could be related to the guality of Army life from the perspective

of enlisted personnel. BAlternatively, ‘the direct estimation of

influence may have included other aspscts of military life that were
highly related to leadership Re.g.: the cdorrelation between being treated
like an individual and satisfaction with leadership is .6l). )

1

.

It is harder to explain the discrepancy between the two methods in
assessing the strength of the relation between overall satisfaction and
" behaviors of originators as compared to givers., One can speculate that
from the view of enlisted personngl, the formulation and the implementa-
tion of thger orders are two equally important stages in the organiza-
tional prodess by which their daily activities are determined. Thus,
usihg the direct.approach; originators and givers were rated as equal with
regard to their perceived influence in the resolution of daily duties.
On the other hand, the correélational method tapped soldiers' reactions
to Aaily orders in terms of the orders' consequent impac¢t on the quality
of their lives. 1In_this regard: the actions of the originators would
be more closely linked to the perceived quality of such orders.

The present findings have important implications for policymakers
who try to, improve the pleasantness of Army life for enlisted personnel.
At least fbr the predent sample, qua*ityvof Army life is most closely
identified wi4h thg organizational ¢limate: on & Therefore, efforts
to heighten morale and motivation would be directed more fruitfully '
toward modifying the organizational facets of day-to-day existence rather
than either improving the basics {e.g.. pay) or providing more fringe

1“qbenefits {e.g., post facilities). BAlso., while the behavior of originator$

was viewed less favorably than that of glvers: attributes ‘of* the origi-
nators are morg closely tied to subordinate satisfaction,_ 1In other words:
the "management" and not the "foremen" play the critical role in
determining the nature of the rank and file's military experience.

-




v
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The inference for policy is clear. If effort is to be exerted

in the leadership area, a greater payoff wquld result from focusing on
improving the actions of the leader who formulates the duties rather
than the one who mereli relays the orders.

4
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