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Abstract— The purpose of this review is to examine the research literature on the
relationship between persondlity and leadership, spedficdly in a military context. It
begins by looking at the asciation between personality and job performancein general.
This analysis is undertaken aaoss gvera occupations, including seaurity-related groups,
such as padlice and the military. Following this, there is a general discusson d theories of
leadership and approaches to measuring leadership. Trait approaches to lealership are
then reviewed, with the importance of the context of the situation keing affirmed. Next,
two magjor personality theories (the five-factor model and the theory of personality types)
are examined for their relationship to leadership. The evolving role of military leadership
is discussed in terms of the transition from traditional national milit aries to multi national
peacekeeping forces. Both descriptive and correlational studies reveal relationships
between personality and leadership in a military context. These results, however, are
equivoca with little consistency across various studies in terms of which personality
variables are better at predicting leadership performance Other variables are mnsidered
in terms of their potential for future research on leadership, including: horesty and
integrity, stress tolerance and emotional intelligence Two broad approadies to
emotional intelligence ae discussed: the ability and mixed (ability & personality)
models. Although there is current theorizing on the relationship between emotional
intelligence and leadership, further empiricd research requires the availability of
appropriate measures of emotional intelligence, and some initial tools have been
developed. Some of the limitations of the reseach literature on personality and leadership
are identified, including: ladk of job analyses, ethicd isaues, cultura differences, and
psychometric problems. Several suggestions and recommendations are made regarding
the use of persondlity information in the Canadian Forces for both dofficer seledion and
development.

Prepared For
Canadian Forces Leadership Institute
May 30, 2002

© HER MAJESTY THE QUEEN IN RIGHT OF CANADA (2002
as represented by the Minister of National Defence



PERSONALITY AND LEADERSHIP 2

TABLE OF CONTENTS

TABLE OF CONT ENT S .ottt ettt et e e ettt e s s et e s e ettt e s saaeeeessaseeesaaseeessaaseeesaaseeesaaseesssasssessasbesesanseaessaseeessssseeesan 2
F N O AV 1 = YA 1 LY ST 3
LITERATURE SEARCH ..uvviiiiiiiiiiitiiieeeeieeiattetteeessassatbsessasssasissbasssasssssssbssseessssssasbbssessaesssasasbesssesssassassesesesssasssreseeasseaas 3
AAREAS OF INVESTIGATION ...uuttttiieeieiiittsteeesseeiisssseessssssassssseessssssassssssssssssssssssssssssssmassssssssesssmmsssesssssssasssssssssesssnsssses 3
META-ANALY SIS IMETHODOLOGY ...ceiiuveieieeteiesieaeeessiseessassesessasssssssssesssasssssssasssssssssesssasssssssssssssssssssssassssssssssssssssssesss 5

B. PERSONALITY & JOB PERFORMANCE ...ttt ettt sttt s s st e e s s ebae e s sabae e s snnneas 6
PERSONALITY & JOB PERFORMANGCE IN GENERAL .....uvvieiieteieseeeeeessteessassseessassssssseessassssssssssssssssssssasssssssassesssssssesss 6
PERSONALITY & JOB PERFORMANCE IN MILITARY AND POLICE STUDIES......ccouvtiiieeiiieiieeiieee e s seeivseeeeeessssssneseeasseens 7
SUMMARY OF PERSONALITY & JOB PERFORMANCE .......ceeiietiteieetetesseetesssseessassssessassessssesssassssessssssesssssesssasesessssenes 9
C. PERSONALITY AND LEADERSHIP ...ttt sttt e et s st e s st e e s sata s e s snbeeessnbeeessnnes 9
THEORIES OF LEADERSHIP. ... .ututiiiiiiiiitirtieeeeeisitsaseeesssssastbaseeesssssassssssesssssasssssssssssssaassssesssesssasssssesssesssasssssesssesssnssssnes 9
PERSONALITY TRAITS AND LEADERSHIP ....cciiiiiiiittttieee e e i ieitittiee e e et seitstbeessesssassassseesesssasssssssssesssssssbsssesssssssssrenseesseanns 11
PROGRESSION OF THE LITERATURE ON PERSONALITY AND LEADERSHIP .....ccuttiiiiieeiieiitreei e e eesitreee e e s e e e sianraneeeseeenns 11
LEADERSHIP AND THE NEO PERSONALITY INVENTORY-REVISED (NEO PI-R) ....ocviiieicecece e 14
LEADERSHIP AND THE MYERS-BRIGGS TYPE INDICATOR (MBTI) ...oooiieeee et 16
D. PERSONALITY & LEADERSHIPWITHIN A MILITARY/POLICE CONTEXT ..cooiiiieeeeeeeee e 19
THE EVOLVING ROLE OF NATIONAL MILITARY FORCES .....cciccteieiieee ettt e eee ettt e s eaae e s sae e s s esaaeessenanassanraeeean 19
DESCRIPTIONS OF LEADERSHIP CHARACTERISTICS ....uveieiiettieeieeetesseeessssseesseaesessssssassassssssassssessssseesssssesssassssesssenes 21
CORRELATIONAL INVESTIGATIONS OF PERSONALITY AND LEADERSHIP ...ccceiiiiitieeiee e e eeetteeeee e e e e staereees s s s ssaneeeaes 23
SUMMARY OF PERSONALITY AND LEADERSHIPWITHIN A MILITARY/POLICE CONTEXT ....uvteiieeeeeieeeeessreeessseeessnnns 27
E. OTHER VARIABLES & FUTURE RESEARCH ...ttt ettt sttt s ve s s sva e s sbae e 28
HONESTY AND INTEGRITY ...oiiittttiiitiiiiiitttteeeeeessaitasseessesssassssssessesssasssssssssesssasssssssssesssassssssssesssssssssessesssssssssresseessennns 28
STRESS TOLERANCE .....ceiiittttiteeeeiiiitbtteeteesssassbtreeeeeesaaasssbaeteesssaaasassseaessasssbasseassessssbsaseessessabbsssessesssansbsseessesssnnssrens 29
EMOTIONAL INTELLIGENCE AND LEADERSHIP ....uutttiiiiiiiiiiittieeeeeiseititteessesssassssssessssssassssssssssssssssssssessssssssssssessseanns 31
Models of EMOtional INTEIIJENCE.........co.uiiiiireee et b e bbb 32
Measuring Emotional INEEIIGENCE ..........oi ittt b e bbb 35

Can Emotional INtelligence Be TAUGNE?.........ooi ettt et bbb e 36
g o Lo g IcT= 1o B = TR 36

F. ISSUESAND LIMITATIONSOF THE LITERATURE ......oooi ettt 37
0] NN S S, 37
EXPLANATORY IMODELS ...ccttieeeettee s st eeeeettee e seateeessaeeassasteessaasssessaaaeessasseessassesessasesessasseessanseeessaseeessassesssenseeessrenas 37
I 1102 37
CULTURAL IMPLICATIONS IN THE ASSESSMENT OF LEADERSHIP AND PERSONALITY ...covvitieiieee e eesiiereeee e e svveeeeeens 38
PSY CHOMETRIC PROPERTIES ... utttiiiiiiiiitttteeeeeeessitssseeesesssassssseessesssassassssssesssassssssessesssassssssssessssssssssssesssssssssresseessennns 39

S ool U B =S T = o] 1 T TP VRSOSSN 39
IMPOrtanCe Of MUIIPIE SOUICES........eiueeeeeeee ettt b e bt st ae et b et e b e sbesb et enee e eneas 39

e Talo [ =S i Lot (oo U UP TR URRSUSPI 39

G. DISCUSSION AND RECOMMENDATIONS ...ttt ettt e e s s s e saab e e e e s s s e saabraeeeeseeeans 40
REFERENGCES ... oottt ettt ettt e ettt e e s et e e e s etaeessaaaeessaateessastesessaseeesaasseeesasseeessaseeessasseessassesesassenessasenessanes 42

APPENDIX A: DOMAINSAND FACETSMEASURED BY THE REVISED NEO PERSONALITY
INVENTORY (NEO-PI R; COSTA & MCCRAE, 1992) ..ottt 53



PERSONALITY AND LEADERSHIP 3

A. OVERVIEW

The purpose of this projed was to investigate the genera relationship between personality and
leadership, particularly in a military context. The aithors examined the reseach literature on the
asciation ketween persondity and leadership with a spedfic focus on these variables in
military, pdice and corredions organizations. In order to summarize the results of some studies,
meta-analyses were @nducted to evaluate the relative dfed sizes of the @rrelations among
personality variables and leadership effediveness. The literature on personality and leadership
was reviewed with a concentration an a variety of measures of personality including the Five-
Fador Moded and the Myers-Briggs Type Indicaor (MBTI). As well, the anerging literature on
emotional intelligence and lealership was reviewed, and the overlap between personality and
cognitive variables in terms of their relevanceto eff edive leadership was discussed.

Literature Search

The aithors focused on the most recent studies relevant to peace and seaurity organizations
including the military, the pdice and corredions. A great ded of the literature and research
regarding leadership and persondity fall s under the broader rubric of businessand management.
As such, a broader search o the literature was conducted acrossa number of resources including
PsycLit, ERIC, the Socia Sciences Index, Business Periodicads Online, ABIl/Inform Global,
CARL: UnCover, as well as a mmprehensive seach of the World Wide Web. PsycLit is an
index of the international literature of psychology and material relevant to psychoogy in the
related dsciplines of educaion, medicine, business sociology, and psychiatry. ERIC is a
database of literature relevant to education and training, and includes unpubli shed literature such
as conference papers and government reports. The Social Sciences Index caalogues more than
342 reriodicds in the subjed areas of law, minority studies, planning and pubic administration,
pdliticd science, psychology, social work, public welfare, sociology, urban studes, and
women's gudies. ABI Inform Global and the Business Periodicds Online ae both indices of
business management and human resource journals. Uncover (from the Colorado Alliance of
Reseach Libraries: CARL) is an index of over 18,000multidisciplinary journals. A literature
seach on Psychinfo© reveded 86 articles on the spedfic topic of persondity and leadership
pubished from 1984to present. Well over 1000 articles were published during the same period
on personality, emotional intelli gence, job performance and management.

Areas Of I nvestigation

The literature on personality and leadership was divided into two mgjor topics. The first areaof
investigation explored the relationship between personality and job performancein genera. The
second topic focused more spedficdly on the relationship between personality and leadership
styles. It shoud be recognized at the outset that, similar to persondity, there ae individual
differences in management styles, and furthermore that there is no single way to be an effedive
manager or leader. For instance Kirton (1988 described an adaptor management style that is
more dfedive in times of fiscd restraint, and an innovator management style that is more
eff ective during times of organizational change. This is why researchers some have advocaed
for a multidimensional approad to research on managerial performance (e.g., Tett, Guterman,
Bleier & Murphy, 20).
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Several personality variables have been linked to effedive leadership, particularly in a military
setting, including: ConscientiousnesgAccourtability, Integrity/Honesty, and Stress Tolerance,
among others. Conscientiousness is a wmmon personality factor that has $own a strong
relationship to job performance in general, and more spedficaly to managerial performance
(e.g., Robertson, Baron, Gibbors, Maclver & Nyfield, 2000Q. In turn, this fador is derived from
one of the more prominent, contemporary theories of personality, the Five-Factor Model (Costa
& McCrag, 1999.

Asssanent of integrity in pdential leaders overlaps with some of the reseach on ethics and
leadership (e.g., Craig & Gustafson, 1998. Thisin turn may have important implications in the
Canadian military context. Although integrity and horesty are potentialy vauable in the
prediction d effedive leadership, this has been a controversial area of psychological research,
sincedeceptionis often employed in assesgng these particular dimensions of personality.

Given the nature of military operations, and particularly the prominent role that Canada plays in
peace-keeping (and peace-making), the aility to cope with demanding situations (i.e., stress
tolerance) would seem to be important for leaders, and indeed for al personnel in the Canadian
Forces (CF). There is grong suppat for the notion that coping with stressul situations develops
through pradicd experience, as documented in the research literature on stressinoculation (e.g.,
Delkis, 1983 Smith, 198B6). In addition, havever, there is evidencethat some individuals are less
susceptible to the alverse impad of stress (e.g., Rushal, 1990 Swanson, Blount & Brung,
1990. In turn, this may have important implicaions for both effedive leadership and more
expedient recovery of military personnel from paost-traumatic stressdisorder (PTSD).

There has been a great ded of recent interest in a variable cdled emotiona intelligence
(Goleman, 19%). This variable is unique in that it overlaps both the personaity and cognitive
domains in psychoogy. It shoud be noted that this variable is very similar to ancther concept
that has a longer history in psychadogy, the variable of socia intelligence. It would seem that
emotional intelligence and such related concepts would play an important role in understanding
and pedicting effedive leadership, given that it largely involves the management of other
people, espedaly in a military context. The literature on emotional intelligence is burgeoning;
however some of the new assesament tods in this areamay not have been properly validated. It
was not the intention to provide an exhaustive review of thistopic, sinceit islarge enough that it
can be mvered initsown right. It was considered appropriate, however, to include in this review
some discusson d the overlap between personaity and cognitive variables in terms of their
relevanceto eff ective leadership.

The identification d personality variables for predicting effedive leadership may have important
implicaions for bath the assesgment and seledion o potentia leaders in the military, as well as
for the leadership development of CF personrel. As was previously stated, there ae many
different approaches to being an effedive leader. Through the development of a self-awareness
of an individual’s own leadership style, it may be possble to provide aleader with the personal
toadls for handling a given situation more dfedively. Indeed, it may be that flexibili ty in adapting
one's own leaership style to a given situation may itself be predictive of more effective
leadership oweral (e.g., Zaccaro, Foti, & Kenny, 1991)).
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Meta-Analysis M ethodology

In order to summarize some studies in which an extensive number of correlations are reported,
meta-analyses were undertaken. This helped to evaluate the average effect sizes for the
relationships between personality variables and leadership. The specific approach that was
employed followed the procedures for averaging correlations as described by Hunter, Schmidt,
and Jackson (1982). Both un-corrected and corrected correlations were reported, where
appropriate information for correcting statistical artifacts was available. The manifest
correlations between variables can be attenuated (lessened) by several measurement problems,
under-representing the actual latent relationships (MacLennan, 1988). Some of these problems
include: unreliable measures, restriction of range, and extreme base-rates, among other factors.
Corrections to correlations were applied for these factors, when the necessary statistical
information was present in published research articles. By employing meta-analysis to average
effect sizes (correlations), it was hoped that the variables with the strongest relationships would
be revealed, which in turn could provide direction for further research.

The procedure utilized to average correlations was to convert them into standardized Z-scores,
using the well-known Fisher r-to-Z transformation (see equation 1). [The signs of the
correlations were ignored for these analyses because the direction of effects could not be
expected to be consistent across the different variables]. These Z-scores were then averaged
(weighting for number of cases; see equation 2). The averaged Z-score was then converted back
into an average correlation using the reverse Fisher Z-to-r transformation (equation 3). The
standard error to test the significance of the average Z-score (and hence the average correlation)
is given by equation 4. A chi-squared (x?) goodness-of-fit test was also employed to test the
homogeneity of the various effect sizes used in calculating the average correlation. If thistest is
significant, it indicates that some of the effect sizes are inconsistent and the average correlation
may not be very representative of the overal effect size.

z, = L"”E#E = atanh() 1]
2 -r

Z _ (N1_3)21+(N2 _3) ZzK +(NK _3)ZK
~ (N.=3)+(N,-3)K +(N -3

[2]

_ef-e”’

P = tanh(2) [3]

Iz

E, = !
O JIN =3 +(N, 3K +(N -3

[4]
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In addition to reporting the raw averaged correlation (uncorrected), the averaged correlation was
also reported after applying the correction for attenuaion (due to the unreliability of the
variables). Although it is possble to corred for the unreliability of bath variables in a
correlation, typically reliability is only available for the predictor variable (persondity in this
case), and nd for the aiterion variable (leadership in this case). The formula to correct a
correlation for the unreli abili ty of a predictor is shown in equation 5.

! r
, =—F4 [5]

B. PERSONALITY & JOB PERFORMANCE

The use of personality assessment for the purpase of predicting job performance has been arourd
for over eight decades (Oakes, Ferris, Martocchio, Buckley, & Broach, 200). For years,
however, this pradice was debated and criticized due to aladk of empirica evidence to suppat
its value. For example, Guion and Gottier (1966) examined the validity of personality measures
in personrel seledion and concluded that: “ it is difficult in the face of this simmary to advocate,
with aclear conscience, the use of persondity measures in most situations as a basis for making
employment dedsions’ (p.160Q. The perception of personality assessment as avalid predictor of
job performance, however, has improved ower time, due in part to the increase in improved
empiricd investigations and the subsequent use of meta-analytic techniques. Currently there
exists a mnsiderable amourt of suppat for the use of personality assessment in the seledion o
employees and the prediction d job performance (Barrick, Mourt, & Judge, 20QL). This review
of personality and job performance will begin with abrief review of the literature on personaity
andjob performancein general, and then will shift in focusto military and pdicestudies.

Per sonality & Job Performancein General

Barrick et al. (2001) summarized the results of 15 meta-analyses that have examined the
relationship between the five-fador model of persondity traits and job performance
Conscientiousnesswas foundto be avalid predictor acosscriterion measures in all occupational
groups examined. The correlation ketween Conscientiousnessand job performance ranged from
the mid .20sto the low .30's. The aithors suggested that Conscientiousnessis an important trait
and shoud occupy a central role in theories seking to explain job performance. Emotional
Stability was also found to be predictive when overall job performance was the aiterion. The
correlation d Emotional Stability with more spedfic performance citeria and occupational
groups, however, was lessthan that of Conscientiousness The arrelation between Emotional
Stability and job performance fell in the mid 20's range. Barrick et al. (2001) suggested that
future research shoud investigate the breadth of the Emotional Stability construct to determine
whether or nat expanding its breadth would improve its predictive validity. The remaining three
personality traits (Extraversion, Opennessto Experience, and Agreeableness) were not predictors
of overall work performance, however, they were predictive for spedfic performance criteria for
some occupational groups.
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Tett, Jackson, and Rothstein (1991) also completed a meta-analysis examining the relationship
between the “Big Five” measures of personaity and job performance They reported an owerall
sample weighted mean correlation d .16 and when corrected for unreliability, the correlation
increased to .24. Tett et al. (1991 found ketter prediction in military occupations (weighted
mean correlation d .21) compared to nonmilitary occupations (weighted mean correlation d
.13). Agreeableness emerged as the most consistent predictor of job success among the five
fadors. Correlation coefficients of .10 for Extraversion, -.15 for Neuroticism, .22 for
Agreeableness .12 for Conscientiousness and .18 for Openness to Experience were reported.
The authors aso examined dff erences between confirmatory and exploratory studies separately.
They foundthat confirmatory studies (thase with a rationale for expeding spedfic results) were
significantly better at predicting oucome @mpared to exploratory studies (.198 . .08]
respedively). For example, correlations incressed when researchers sleded personality
measures that incorporate traits known to be correlated with job performance based on a job
anaysis.

Ones, Mourt, Barrick, and Hunter (1994 critiqued the Tett et al. (1991) meta-analysis and
identified several technical errors. They cautioned realers to interpret the findings with care, and
suggested a reanalysis of the data. Tett, Jackson, Rothstein, and Reddon (1994 completed this
reanalysis and they reported a new overal correlation d .118 and .174 when corrected for
unreliability. Tett et al. (1994 suggested that the utility of a personality measure caana be
judged solely on a arrelation coefficient, as the context in which it will be employed is also
important. The authors propcsed that a personality measure with modest predictive validity may
provide significant financia saving for alarge organization.

Personality & Job Performancein Military and Police Studies

Kilcullen, Mad, Goodwin, and Zazanis (1999 examined the individual attributes associated with
effective job performance for 314 Speda Forces ldiers (Green Berets) in the US military.
Multiple predictor variables were examined including: cognitive &oili ty, motivation and interest
measures, physicd fitness indices, and demographic fadors. The measure of effective job
performance consisted of supervisor’'s on-the-job evaluations. Although the aithors did na
measure personality variables, they did measure motivations and interests that were identified by
the soldiers as important to their job performance. Findings from the investigation reveded that
motivations and interests predicted job performance Specifically, Cognitive Flexibility (.15),
Work Motivation (.22), and Achievement Orientation (.25 were significantly related to
performance Physicd, demographic, and cognitive dtributes were not predictive of
performance The authors raised an important point with respect to the sample; the soldiers in
this dudy had previously undergone extensive screening and, therefore, the range restriction may
have limited the aility to deted the adual relationship among the variables investigated and job
performance

Barrick and Mount (1991) examined the validity of the Big Five persondlity dimensions in
employment settings across five occupational groups (professonals, pdice managers, sales,
skill ed/semi-skill ed workers). Police officers comprised 136 of the sample and findings were
reported for each o the five personality dimensions for this group. Conscientiousness emerged
as the most consistent predictor of job successamong the five fadors. Correlation coefficients of



PERSONALITY AND LEADERSHIP 8

.09 for Extraversion, .10 for Emotional Stability, .10 for Agreeableness .22 for
Conscientiousness and .00 for Openness to Experience were reported. Barrick and Mourt
reported that Conscientiousnesswas avalid predictor acrossall occupations and al performance
criteria. Extraversion was also avalid predictor of job performance for all occupations, with the
exception d palice officers. Opennessto Experience was related to training proficiency across
all occupations, while Agreedlenessand Emotional Stabili ty were unrelated to job performance
measures for any of the occupations. Barrick and Mourt combined bah subjedive and ojedive
measures in their analysis of job performance, which is problematic with resped to predicting
the differential validity of obedive and subjective measures.

O’'Brien (1996 examined the predictive validity of personadlity testing in pdice seledionin 41
published studies. O'Brien reported an owerall sample-weighted mean correlation o .19 and,
when correded for unreliability, the rrelation incressed to .25. Studies gedficdly
investigating job performancewere associated with amean correlation o .21, which increased to
.27 when corrected for unreliabili ty. O’ Brien also examined the validity of personality test scdes
based on the five-factor model. Correlation coefficients of .13 (.16 when correded for
unreliabili ty) for Extraversion, .16(.20 when correaed for unreliabili ty) for Emotional Stability,
.08 (.11 when corrected for unreliability) for Agreeebleness .12 (.16 when correded for
unreliability) for Conscientiousness and, lastly, .15 (.20 when correded for unreliabili ty) for
Openness to Experience were reported. O'Brien found the Minnesota Multiphasic Persondlity
Inventory (MM PI; Butcher, Dahlstrom, Graham, Tellegen, & Kraemmer, 1989 to be asuperior
predictor of performance wmpared to the California Psychoogica Inventory (CPI; Gough,
1987. O'Brien reported a mean validity of .38 (.46 when correded for unreliability) for the
MM PI scdes and amean validity of .27 (.32when corrected for unreliability) for the CPI scaes.

Varela (2001 completed a meta-analysis of the predictive vaidity of personality testing in law
enforcement employment settings. The typical psychoogicd screening of a palice officer
involves a multi-method assessment including measures of persondlity, intellecua ability,
psychopathology, and a clinicd interview. Assessment is geared toward screening-out unfit
candidates, rather than seleding-in preferred dfficers. Varela reported that persondity test data
are modest predictors of personnel job performance As expeded, the prediction d job
performance using multiple predictors was superior to prediction based onsingle predictors. In
the cae of single predictor studies, the California Psychdogical Inventory (CPI; Gough, 1987
emerged as the best predictor of law enforcement job performance with a @rrelation o .087,
(.152,when correded for study artifads), in comparison to the MM PI with a correlation d .057,
(.110, when correded for study artifacts), and the Inwald Persondlity Inventory (IPI; Gardner,
1999 with a correlation d .054,(.098 when correded for study artifacts). The CPI is a measure
of normal persondlity traits, whereas the MM PI and the IPI assess psychopathdogy. It shoud be
noted, havever, that approximately 50% of the 462 items on the CPl come from the MMPI.
Varela aso repoted a trend toward superior prediction in studies that used actua job
performance & oppased to using training criteria. Based on Varela's findings, it may be more
useful to focus on the prediction o job performance rather than the prediction d training
success
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Summary of Personality & Job Performance

Prior to the 1980s it was widely accepted that personality testing was of little value in predicting
job performance (Barrick, Mourt, & Judge, 2001). More recent investigations, howvever, have
indicated that personality assessment is useful in predicting job performance (Barrick & Mourt,
1991 Barrick et al. 2001 Goodstein & Lanyon, 1999 O’Brien, 1996 Ones et al., 1994 Tett et
al. 1991 Varela, 20QL). In their review of personaity assessmnent in the workplace Goodstein
and Lanyon (1999 reported that, currently, there eists ample evidence to justify the use of
personality measurement in predicting job performance The relationship between personality
asesgnent and job performance is modest ranging from .12to .25, apending on the personality
measure used and the criterion d job performance to be predicted. To date there is no consensus
with resped to which personality assessment is superior when predicting law enforcement job
performance. O’ Brien (1996) found the MMPI to be asuperior predictor of job performance
compared to the CPI; however, Varela (2001 reported that the (CPl) emerged as the best
predictor of job performancein comparisonto the MM PI and the IPI.

Furthermore, there are discrepancies with respect to the personality traits that are most predictive
of job performance. For example, Barrick and Mount (1991) reported that Conscientiousnesswas
the only trait to correlate with job performance across occupational group and job performance
criteria; however, Tett et al. (199]) foundthat Agreedlenesswas most strongly related to job
performance. A more recent review by Barrick et al. (2001 also suppated Conscientiousnessas
the fundamental persondlity variable in studies of workplace behaviour. Despite contradictions
with respect to which personality measure or which dmension d personality is most predictive,
the aurrent consensus is that persondity is predictive of job performance. Furthermore, when
persondlity is used in conjunction with cognitive aility (the best predictor of performance
acwrding to Schmidt and Hunter, 1998, it can improve the successof performance prediction.

C. PERSONALITY AND LEADERSHIP

Theories of Leadership

On the basis of the anount of literature dedicaed to the topic, leadership appeasto be one of the
most important isaues in applied psychaogy (Hogan, Curphy, & Hogan, 1994 and it is one of
the most extensively reseached topics in the Social Sciences and Industrial/Organizational
Psychdogy (Hogan & Hogan, 2003. Despite this fad, it appeas to be one of the least
understood constructs in the literature, and there is littl e cmnsensus on what constitutes, and what
contributes to, effedive leadership. Within the leadership literature, concrete definitions of the
construct being measured are often limited or absent. Additionally, there has been comparatively
little dtention dedicated to the investigation d the relationship between leadership and human
nature in genera (Hogan & Hogan, 2003. The following literature review is not intended to be
exhaustive, bu rather highlights much of the pivotal research that has direded the study of
leadership in the past century.

As gated, a ommon dfinition d leadership is ladking in the literature. Hogan, Curphy, &
Hogan (19949 as<erted that leadership invalves persuading others to pu aside their individual
concensin order to pusue a ommon goal for the good d a group. Leadership is nat thought to
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be &in to daninance in the aggressve sense. There gpeas to be agreement that a ruler who
reigns through impaosing fea of reprisal is nat leading, per se. Rather, leadership occurs when
individuals willi ngly adopt the goals of a group and form into cohesive teams in arder to med
those goals (Hogan, Curphy, & Hogan, 1994. Similarly, Chemers (2000 page 27) defined
leadership as “a process of social influence in which ore person is able to enlist the aid and
suppat of others in the accompli shment of a comnon task” . For the purpases of this discusson,
use of theterm “Leadership” will refer to the genera definitions outli ned above.

Notwithstanding the previous discusgon, there ae many definitions and theories of leadership.
Thomas (1999 and Walker (1997 reviewed the many theories of lealership that have been
proposed ower the last century including the “grea man” theory, trait theories, situational
theories, and person-situation theories. The great man theory is based on the ideathat leaders are
born and that no amourt of educaion or motivation can change an individua’s predisposition.
Trait theories, similar to the “great man” theory are dso focused onspedfic traits (e.g., physicd,
mental, and psychological) that can dfferentiate leaders from foll owers. In situational leadership
theoriesit is propaosed that diff erent leadership styles are required depending on the situation and
the followers' ahiliti es, leading to the ideathat diff erent kinds of leaders or leadership strategies
are needed in various stuations. Walker (1997 suggests that leadership ability is relative to the
situation. Proporents of person-situation theory examine bath the role of the person and the role
of the situation in determining eff ective leadership, suggesting that both contribute to leadership
performance

In their review of personality measurement and workplace behaviour, Goodstein and Lanyon
(1999 reported that most of the research on leadership hes nat dedt solely with leadership bu
has aso included supervisory management. The literature in this area is very unclear, with the
interchangeable use of the terms management and leadership. This paper will attempt to focus
primarily on investigations of leadership. There aurrently exist a number of questionraires to
assess leadership abilities, for example: the Leadership Assessment Inventory (LAI, Burke,
1994); the Multidimensional Leadership Questionraire (MLQ, Bass 1985); the Leadership
Pradices Inventory (LPI, Kouzes & Posner, 1987); the Lealership Behavior Questionreire/ The
Visionary Leader (LBQ, Sashkin, 1996; and the Campbell Leadership Index (CLI, Campbell,
1991). A significant number of investigations, however, have utili zed nonstandardized measures
of leadership. Rasor (1995) suggested that defining leadership is a difficult task because of the
numerous ways in which the term could be measured. In fad, it iscommon for studiesto use ay
or al of the following definitions: an arganization's own measure of leadership; saary indices;
supervisor, subadinate, and peer ratings, measures of productivity; and level of income
generated. As Bradley, Nicol, Charbonreau and Meyer (2002 reported, it is aso common for
studies to employ multidimensional performance or lealership constructs. These authors
explained that personality may be related to spedfic dimensions but when multidimensional
constructs are used, the correlations between the predictor and the aiterion can be obscured.

Currently, the most prevalent theories of lealership are the Transadional Theory and the
Transformational Theory. Transadional |leaders operate on a reward-based approach. They
reward foll owers when agread upon olpectives are met and they intervene only when problems
arise. Thus, the majority of interadion between leaders and followers is corredive in neture. A
growing body of literature suppats the assertion that transformational leadership more
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effectively optimizes performance acrossa variety of contexts than does transadiona leadership
(e.g., Barling, Weber, & Kelloway, 1996 Geyer & Steyrer, 1998 Yammarino & Bass 1990.
Transformational |leaders, also known as Charismatic leaders, gain the resped and trust of their
followers. They motivate their subadinates through setting challenging goals, stimulating
credivity, and dedicaing persona attention to each individual (Bass& Avolio, 1994. There ae
four dimensions of transformational leadership: Idedized Influence, Inspirational Motivation,
Intell ectual Stimulation, and Individual Consideration (Bass 1985. Idealized influence involves
providing a charismatic role model for followers. This charaderistic is thought to be the most
prototypicd of leaders and is often the most important dimension (Judge & Bono, 2000. The
leader behaviours of presenting a clear, appeding and motivating vision to followers make up
the inspirational motivation dmension. Although charisma and vision are different concepts,
research has fourd that they are highly correlated (Chemers, 2000. Within the Intelledual
Stimulation dimension are behaviours such as chalenging the status quo and questioning
asumptions. These behaviours are linked to stimulating thought, problem awareness credtivity,
and leliefs and values in followers. Individual consideration involves being aware of and
attending to the concerns and needs of followers. In general, the literature suppats the assertion
that subardinates are more receptive to, and productive under, the transformational style of
leadership in today’ s market place

Personality Traitsand L eader ship

There are severa areas of concentration in research that investigates effedive leadership. The
focus of severa theories is onthe interadions between leaders and their followers[e.g., the Path-
Goal Theory of leadership (House, 1996; Transformational Theory (Bass & Avolio, 1994; and
Leader-member Exchange Theory (Graen & Uhl-Bien, 19%)]. Other theories have focused on
spedfic capabiliti es that leaders possessthat allow them to be dfedive in the leadership role.
Trait theories of lealership have long been used as a model for understanding leader
performance, with leadership being attributed to charaderistics of the individual, such as
intelligence or dominance. This approach to the study of leadership has waxed and waned in
popuarity over the past century. Although a variety of methods to assess lealer charaderistics
have been used across these studies, they all sought to identify persona characteristics that
differentiated leaders from followers. One of these methods involved observers rating the
behaviour of individuals in situations that permitted the emergence of leaders independent of
assgned leader authority or an official leadership role. In ather studies, participants were asked
to identify the person whom they would prefer as alealer, or how they felt leaders differed from
followers. Other research focused onidentifying the persona attributes of thase in pasitions of
resporsibility. Yet another method involved the analysis of the biographies and case histories of
leaders. These methods refled the general diredions of the aurrent literature on personality and
leadership. As will become dea in this discusson, the results of much o the research on
persondlity traits and leadership are anbiguous at best, given the lack of a common language
with resped to the personality characteristics being measured.

Progression of the Literature on Personality and L eader ship

Stogdill (1948 examined 124studies that were condicted between 1904 and 1947in an attempt
to identify traits and charaderistics that were assciated with leadership. He foundthat speech
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fluency, originality, ambition, sociability, likeability, and cooperativeness were the personality
attributes most strongly related to leadership. He dso nded, havever, that the presence of these
traits did na guarantee leadership success There were severa methoddogicd limitations to
Stogdill’s gudy; however, it served to pave the way for years of reseach in the aea of
personality and leadership. In 1974 Stogdill completed a second comprehensive review of the
leadership literature vering the period between 1948 through 1970. He investigated
characteristics as they were related to four criteria: leadership eff ectiveness; holding a leadership
pasition; traits that differentiated eff ective from ineff ective leaders; and traits that differentiated
between higher echelon and lower edhelon leaders. He found that the following persondity
characteristics were mnsistently supported: high level of energy; adjustment; origindity;
dominance confidence; sociability; achievement; and resporsibility. Stogdill aso naed that
persondlity traits interad with situational cues acossa variety of contexts thus necesstating the
consideration d bath of these aeasin making selection deasions or leadership predictions.

Dominance & a personality trait has recaved considerable suppat across a variety of studies;
however, the definition d Dominance in these studies is nat always congruent or clarified. In the
meta-analysis condwted by Lord, DeVader, and Alliger (198) it was concluded that
Masculinity and Dominance were significantly correlated with leadership perceptions. Nyquist
and Spence (1986 found that dominance scores predicted the tendency of individuals to assume
the leadership role. Smith and Foti (1998 also explored daminance, bu more specificdly they
explored the relationship that dominance intelligence, and general self-efficacy had with
emergent leadership. In their study, Dominance was measured via the Dominance subscae from
the Personality Reseach Form (Jadkson, 1987. Intelligence was asessed with the Wonderlic
Personrel Test - Form A, a self-administered, paper-pencil test of general intelligence (WPT,;
Wondelic, 1983. Seventeen items from the 30 item General Self-efficacy Scde were used as
the measure for general self-efficacy (Sherer et al., 19829. Leader emergence was assessd via a
manufaduring game task that involved the building of jegps, robds, and bats out of Lego
pieces and selli ng the finished products for the greaest amourt of profit. Zaccaro and coll eagues
(199)) tested this task and foundit to be significantly related to leadership style. Smith and Foti
(1998 foundthat al threetrait variables were significantly associated with leader emergence
They also investigated the relationship of patterns of these traits with emergent leadership and
foundthat individuals who were high onall three traits emerged as lealers more often than dd
al other individuals. Those who scored low on all three traits emerged as lealers lessfrequently
than dd any other individuals. The aithors siggest that these results suppat investigating
leadership on the basis of patterns of traits, rather than solely investigating the relationship
between independent traits and leader emergence

Hogan, Raskin, and Fazzini (1990 found that those who emerged as lealers in a sample of
padlice gplicants sored highly onintelli gence, ambition, and likeabili ty measures. Gough (1990
foundthat emerging leader criteria were highly correlated with the foll owing traits. cgpaaty for
status; dominance empathy; and independence on the California Psychadogica Inventory (CPI;
Gough, 1987. Morrow and Stern (1990 found that individuals who performed better on a
management assesgment centre exercise known as the leaderless group dscusson scored higher
on the personality traits of ascendancy (dominance), intelligence, and sociability. Northouse
(2001 summarized the literature on persondity and leadership and found that five traits
consistently emerged in the major studies: Intelligence self-confidence; determination; integrity;



PERSONALITY AND LEADERSHIP 13

and sociability. Bass (1998) found traits such as self-acceptance, ascendancy, sociability, and
internal locus of control to be associated with effective leadership. Kickul and Neuman (2000)
found that Extraversion, Openness to Experience, and Cognitive Ability were predictive of
emergent |leadership behaviour. They also found that Conscientiousness and Cognitive Ability
were related to team performance.

Dubinsky, Yammarino, and Jolson (1995) examined the relationship between the persondl
characteristics of supervisors and four dimensions of transformational leadership (charismatic
leadership, inspirational leadership, intellectual stimulation, and individualized consideration) in
a sample of sales managers. These dimensions were assessed with the Multifactor Leadership
Questionnaire (MLQ; Bass & Avolio, 1989). They explored seven personal characteristics:
emotional coping; behavioural coping; abstract orientation; risk taking; innovation; use of
humour; and experience. Only the abstract orientation scale was consistently related to all four
dimensions of transformational leadership; however, it was in the opposite direction to that
predicted. The authors speculated that these results were largely a function of the work
requirements of the sales manager sample. Given that sales work is often very concrete and fast-
paced, the need for, and appropriateness of abstract skills in this work environment is low. This
certainly highlights the importance of completing a job analysis to formulate a clearer picture of
which leadership skills are required in particular settings. Nilsen (1995) has asserted that a
fundamental lacking in the literature on personality and leadership is the examination of
leadership as a global criterion and proposed that the relationship between traits or characteristics
and aspects or dimensions of |eadership or job performance should be the focus of investigation.

According to Yukl (1994), decades of research have suggested that the presence of certain
personality traits may increase the probability that a leader will be effective, but it does not
guarantee such. Yukl (1994) examined the relationship between personality traits and specific
aspects of leadership performance among managers. He found that particular traits can be related
to some aspects of leadership, but are not related to others. Energy level, stamina, and stress
tolerance were related to managerial performance. These traits appear to assist managers in
coping with fast-paced, stressful situations. The more self-confident managers were, the more
likely they were to engage in and persist with tasks that were difficult, to attempt to influence
others, and to set challenging goals. Leaders who were self-confident were also likely to have
increased commitment from their subordinates. On the basis of empirical research it has been
determined that maturity and adjustment were related to managerial performance. Managers who
were well adjusted were better able to maintain co-operative relationships with subordinates,
peers, and supervisors. Having integrity and being trustworthy are traits necessary to facilitate
fostering the loyalty of followers and the support of supervisors and peers. The desire to
influence people and the presence of the ambition to hold positions of authority are related to
managerial performance, especiadly in the areas of organizing and directing group activities,
advocating and promoting change, imposing discipline, and lobbying for resources. However,
ambition must be of the appropriate intensity; ambitious managers tend to emphasize task
objectives, take initiative, act decisively, and assume responsibility. Managers who are too
ambitious may focus on their own achievements over those of the group, may lack the ability to
delegate and thus to develop the abilities of their followers, and they may lose their influence
over their subordinates. Conversely, managers who are highly concerned with being liked may
avoid conflict and difficult decisions, and may reward subordinates as a means of gaining
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popdarity rather than optimizing the performance of the work unit. Yukl’s (1994 findings
advance the knowledge of the relationships between persondity traits and leadership by
illuminating many of the ways that traits may influence different aspeds of a leader's
performance It is of nate that while many of hisfindings are enpiricd, some ae speculative and
thus further empirical reseach is required in arder to confirm his ideas (Nilsen, 1995 Y ukl,
1994.

L eader ship and the NEO Personality I nventory-Revised (NEO PI-R)

The Revised NEO Persondlity Inventory (NEO PI-R; Costa & McCrae, 1992) is a persondlity
inventory that measures the five dimensions or domains of personaity: Neuroticism;
Extraversion; Openness Agreeableness and Conscientiousness (see Appendix A). This slf-
report inventory is used to assess these personality dimensions in normal, adult samples. It is
comprised of 240 items, ead on a 5-point scde, from strongly disagree to strongly agree In
brief, Neuroticism is the inclination toward expressng anxiety, anger, depresson, self-
conscientiousness impulsiveness and vunerability. Extraversion is marked by friendiness
gregariousness asertiveness energy, adventurousness and aher positive anotions sich as
enthusiasm, and ogimism. Openness is charaderized by imagination, inventiveness
insightfulness curiosity, and a need for variety. Agreeableness is a tendency toward altruism,
trust, and sympathy. And finally, Conscientiousness is characterized by self-discipline, order,
reli abili ty, ambition, and foresight (Costa& McCrag 1999.

Hogan, Curphy, & Hogan (1994 reviewed the extensive literature on leadership and persondity
traits and concluded that the data wuld best be understood by using the Big Five gproach to the
study of persondlity. Thus, they used the Big 5 vacabulary to mitigate the methoddogicd
problem of varied terms and d=finitions acrossthe literature. They foundthat leaders tended to
be high in Surgency (Extraversion), Emotiona Stability (low in Neuroticism), and
Conscientiousness as well as Intell edance (Openness. Hogan recommended seledion shoud be
based on a spedfic group d traits, in addition to the results of a job analysis. He further
suggested that leaders houd be screened for less favourable traits using the criteria for
Personality Disorders, as set out in the Diagnostic and Satistical Manual for Mental Disorders,
the most current version keing the DSM-1V Text Revision (DSM IV-TR; APA, 2000.

Judge and Bono (2000) conducted a study investigating the links between the Five Factor model
of personality and transformational leadership. They also explored whether or nat the five fadors
were related to leader effediveness as measured by supervisors and subardinates’ ratings of
effectiveness They found that Agreedleness emerged as the strongest and most consistent
predictor of transformational lealership behaviour. Extraversion and Openness to Experience
aso were significantly correlated with transformational leadership bu the dfeds of these
relationships dropped appredably when the other Big Five traits were ontrolled. Neither
Neuroticism nor Conscientiousness were fourd to be related to leadership. The lak of a
relationship between Conscientiousnessand leadership was not surprising given past research on
this fador; however, the findings with resped to Neuroticism were counter to prediction.
Further, the researchers foundthat the facets of the NEO PI-R did na predict transformational
leadership any better than dd the genera five factors. Findly, these aithors fourd that
transformational |eadership predicted leadership effedivenessas rated by their supervisors.
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Conwersely, Nilsen (1995) foundthat the Big 5was not the best measure to use when attempting
to predict leadership effectiveness She foundthat the five dimensions did not provide an optimal
level of spedficity for measuring personaity when the goal was to predict leadership
performance Nilsen (1995 noted that the influence of personality on lealership is not
necessarily of adirect nature. It has been suggested that performanceis a function d threemajor
determinants. motivation; dedarative knowledge; and pocedural knowledge and skill
(Campbell, McCloy, Oppler, & Sager, 1993. Persondity may affed performance through any of
these determinants. Motivation can be @nceptualized as a mbination d three dwoice
behaviours: the decision to expend eff ort; the decision abou the level of effort to expend; and the
dedsion to continue engaging in the adivity at that energy level. Declarative knowledge is the
understanding of the requirements of a given task and the knowledge that is necessary to
fadlitate the meding of those requirements. Procedural knowledge and skill result when
knowing what to dois combined with knowing how to dowhat needs to be dore. Nilsen (1995
provided examples of how motivation, cedarative knowledge, and procedural knowledge and
skill may be mediating variables in the relationship between personaity and leadership
performance. She suggested that Conscientiousness may influence an individual’s motivation
and thus his or her choices regarding how much time and eff ort to expend on work-related tasks
rather than personal tasks such as visiting with co-workers while & work. It may also influence
dedasions regarding whether or not to adhere to dfficult tasks, even when faced with obstades.

Personality may help o hinder the aquisition d dedarative knowledge. If tasks are not clearly
defined, individuals with differing persondlity traits may interpret the task quite differently. For
example, a manager who scores highly on Agreeabdlenessinstructed to provide “constructive and
timely feedback” to subordinates may respondby praising good performance and ignoring poor
performance In contrast, a manager who scores moderately highly on Agreedleness and
Surgency (Extraversion/Dominance) may interpret this to mean that good performance shoud be
praised and poa performance shoud be crreded through pasitive encouragement. A supervisor
who scores low on Intelledance (Opennesg may treat all of her employees aike and nd be
aware of the different fadors that might be motivating her subordinates (Nilsen, 1995.

Personality may also influence aility or skill and procedura knowledge. An individual who is
naturally dynamic, enthusiastic, and confident (scores highly on Extraversion) will li kely have an
easier time trandating the dedarative knowledge of effective puldic spesing or inspiring
subardinates into the procedural knowledge and skill of pulic spe&king or leadership. However,
the presence of traits that appea to be related to effedive pulic spe&ing performance do nd
guarantee that this will transfer into good performance Similarly, na scoring highly on these
traits does not mean that the related skill s canna be taught (Nilsen, 1995.

In sum, using the NEO PI-R as a personality measure for the purpases of leader selectionis not
unanimously supported. There is, however, strong evidence for the validity and reliabili ty of this
measure (e.g., Costa & McCrag 199) and the persondlity traits that recaved support in the
majority of the literature ather capture diredly, or fal under the same conceptual areas as those
measured by the NEO PI-R. Organizational heads who have a tear conceptudlization d the
neeads of their organizations would likely benefit from the use of this measure in personnel
seledion ower many of the other measures on the market given it's widespread use, and the
common uncerstanding and general acceptance of the persondlity factors it asses<s.
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L eader ship and the Myers-Briggs Type Indicator (MBTI)

The Myers-Briggs Type Indicator (MBTI; Myers, & McCaulley, 1985) is a measure of
personality based onCarl Jung's theory of psychologicd types. The MBTI uses four dimensions
to assessan psychdogicd individua’stype: Extraversion (E) versus Introversion (1); Sensing (S)
versus Intuition (I); Thinking (T) versus Feding (F); and Judgement (J) versus Perception (P).
These four different dimensions of personality reflect basic preferences that individuals have
(Hoffman, 199%). The preference of ead index is independent of the preference on the other
threeindices; thus there are sixteen passhle cmbinations or types.

Acoording to Waker (1997 the extraversion-introversion dmension addresses how an
individual reads to the environment. Rasor (1995) reported that this dimension is designed to
reflect whether a personis oriented primarily toward the outer world (extraversion) or toward the
inner world (introversion). The sensing-intuitive dimension describes how individuals percave
redity and gather information. The sensor has an interest in perceiving objects, events, and
detail s of the present moment and is interested in what is red and its applicaions. The intuitive
individual sees the possbiliti es and insights of the future and is comfortable with abstradions
and theory. The thinking-feding dimension reflects how a person makes dedsions. The thinker
has a preference for rational judgements by using objective or logicd anaysis. The feeler tends
to make dhoices based on the personal impad of the deasion and by weighing relative person-
centred values. The judging-perceiving dmension describes how individuas interact with the
world. The judger has a preference for organizing and controlli ng events. The percaver tends to
stand badk to olserve and understand events.

Rasor (1999 examined that relationship between persondity profiles and exemplary leadership
pradices of mid- and exeautive-level law enforcement and corrections leaders. The Myers-
Briggs Type Indicator (MBTI) and the Leadership Pradices Inventory (LPI) were aministered
to participants. The LPI consists of sdlf-ratings and superior and subardinate ratings of five
pradices including challenging the process inspiring a shared vision, enabling others to act,
modelli ng the way and encouraging the heart. Rasor collected data from 279 law enforcement
and 53corredions officers and foundthat the most frequent MBTI profile for this sample was
Introversion-Sensing-Thinking-Judging. There were no significant differences onthe MBTI with
resped to officer rank. Rasor foundthat there was no significant relationship between personality
types and superior and subardinate rating scores on the LPI. The eght MBTI preference
caegories did na predict leader ratings on the LPI by superiors and subordinates. In contrast,
Rasor found a significant relationship between persondity types and self-rating scores on three
of the LPI caegories including chall enging the process modelli ng the way, and encouraging the
heat. The higher an individual’s score on Extraversion a Intuition the higher that individual
tended to rate him- or herself on chall enging the process Individuals with high scoresin Sensing
and Judging tended to rate themselves higher in modelling the way. Findings aso reveded
pasitive rrelations for the MBTI preferences of Extraversion and Judging with the LPI practice
of encouraging the heart.

Rasor (1999 reported approximately 40 correlations between MBTI persondlity scales and
leadership variables on the LPI, so it would be worthwhile to summarize these results using a
meta-analysis (see Table 1). Given that the scales on the MBTI are bipdar (e.g., Extraversion-
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Introversion), some relationships with leadership variables would be hypothesized to be positive
and some relationships would be expeded to be negative. In this case, the diredion d the dfeds
or the sign of the correlations were ignored in these analyses. For each of the eight MBTI
personality scdes, the mean of the @solute value of the correlation (uncorrected) with the five
LPI leadership variables is reported in Table 1, as well as the @rrected mean correlation
(adjusting for the unreliability of the predictors). All of these mean correlations were
significantly different from zero, except for the mean correlation with resped to the Feeling
scde. In addition, al of the homogeneity tests for eff ect sizes were nat significant, indicating that
there was littl e variation in the dfed sizesfor agiven personality scde onthe MBTI.

Tablel

Summary Tablefor M eta-Analysis of
Rasor’s (1995 Study

MBTI Scale Mean |r | | Correctedr | Significance Homogeneity Test
Extraversion .18 .20 p <.0001 x>=4.45,d =4, ns,
Introversion .20 22 p <.00001 x>=3.85,d =4, ns,
Sensing 21 22 p<.00001 | x°=2.88,d=4,ns
Intuition 21 22 p <.00001 x>=251,d =4, ns.
Thinking .09 .10 p<.05 x?>=.817,d =4, ns
Fedling .07 .08 ns. x>=.756, d =4, ns
Judging .20 21 p<.00001 | ?=7.96,d=4,ns
Perceiving .18 19 p<.0001 x> =762, d=4, ns

Hoffman (1997) explored the relationship between persondlity traits as measured by the Myers-
Briggs Type Indicaor and schod superintendents perceved effediveness with resped to
district management and relations. Forty-nine superintendents agreed to participate. The results
indicaed that the personality dimensions of Thinking (as oppased to Feding) and Sensing (as
oppcsed to Intuition) were positively correlated with the frequent use of good management
pradices. None of the MBTI dimensions were related to goodrelations with bcard members.

The present authors also performed a meta-analysis on the results from Hoff man’s (1997 study.
The diredion d the dfects (or the sign of the correlation) was again ignored for these analyses.
The mean absolute value of the validity coefficient for the four MBTI scdes predicting use of
good management pradices was .28 (uncorrected) or .31 (corrected for unreliability of the
predictors). This mean correlation was sgnificantly different from zero (p < .001). The test for
homogeneity of the dfect sizes was not significant (x*> = 3.13, d = 3, p = .37), indicating that
there is relatively littl e variation among the effect sizes. The mean validity coefficient for the
four MBTI scdes predicting good relations with baard members was only .09 (uncorreded) or
.10 (corrected for unreliability of predictors). This mean correlation was not significantly
different from zero (p > .5). Also, as above, there was littl e variation among the effed sizes
(homogeneity test x* = .60, d = 3, p=.90).

Walker (1997 described the personality profiles of Air Force ommisdoned ofices at
supervisory, middle, upper, and exeautive levels using the MBTI. Walker foundthat based onthe



PERSONALITY AND LEADERSHIP 18

MBTI, the Air Force population is significantly different from the United States popuation at
large. Significant differences were dso found letween leadership levels. Althouwgh all officer
levels had strong Sensing-Thinking-Judging preferences, lower leadership levels tended to have
more diverse persondlity profiles, while the concentration d Thinking-Judging profiles
strengthened as the levels increased. Individuals with Sensing-Thinking-Judging profil es tend to
be tough minded, analyticd, and make dedsions based onprinciples and systems, overall effects,
and rational analysis of outcomes. Individuals with Thinking-Judging profil es, hovever, tend to
have difficulty with change and are not as concerned with the human element in organizations.
This is consistent with ather reseach that has found that Sensing-Thinking pairs is the most
common for thosein lealership pasitions (Walck, 1992.

In a study of the personality profiles of US Army Generals, Campbell (1995) aso reported that
the STJ profile was the most common. Campbell examined the persondlity profiles of 163 d
Army Generals in the US military. The author aso examined the profiles of 139 hgh-level
corporate exeautives and 1000individuals representing a normative sample of workers from
corporate, government, and pubdi c service organizations. The California Psychdogical Inventory
(CPI; Gough, 198), the Meyers-Briggs Type Indicaor (MBTI; Myers, & McCaulley, 1985,
and the Strong-Campbell Interest Inventory (SCII; Campbell, 1987 were aministered. The
three highest scores on the CPI for the Generals were on the Dominance, Self-Acceptance, and
Achievement via Conformance scdes. Compared to the other two groups, the Generas also
scored significantly higher on the Resporsibility and Socialization scdes. The Generals <ored
the lowest relative to the other two groups on the Flexibili ty scale of the CPI. Thisinflexibili ty of
military leaders is of concern given Campbell’s (1995 asertion that society is moving into an
era where diplomatic ingenuity, interpersona sensitivity, and creative vision are going to be the
essential todls for the preservation d peace. Military organizations may wish to emphasis the
importance of flexibility in leadership stylesto their officers.

The results from the MBTI indicaed that the STJ profil e was the most common in the sample of
Generals. In fad, the ISTJ and ESTJ profiles acourted for 56% of the Generals sample.
Individuals with the STJ profil e tend to be pradicd, analyticd, and to make dedsions based on
principles and rational analysis of outcomes. They tend to be resporsible and like to run and
organize adivities, they have difficulty with change and are not as concerned with the human
element in arganizations. On the SCII, the Generas sored amost two and a half standard
deviations above the mean onthe Military Activities scde (nat surprisingly). They aso had high
scores on the Adventure and Business management scdes. Their lowest scores were on the Art,
Music/Dramatics and the Domestic Arts scde. Based onthe two measures of personality and the
interest inventory, Campbell (1995 described the overal profile of an individual in the General
sample & dominant, competitive, adion-oriented, and patriotic. These individuals appear to be
naturaly attraded to physica adventure and militaristic activities and they have littl e interest in
artistic and nuturing activiti es.
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D. PERSONALITY & LEADERSHIPWITHIN A MILITARY/POLICE
CONTEXT

The Evolving Role of National Military Forces

Walker (1997 discussed the “new” military and its evolution toward a @nstabulary force. The
military of today and d the future requires unique skill s in a broad range of applicaions, from
peacekegoing and humanitarian efforts, to the employment of soldiers for war. The type of
leadership required for traditional wartime dforts is no longer sufficient or appropriate in a
peacetime military.

Gurstein (1999 discussed the required leadership skill s in the peacd&eeping army of the future.
He described a peacekeeping army as having a global resporsibility. Gurstein reported that
identifying charaderistics of lealership specificdly for peacekeeping is essentia as
peacekeegping missons typically run in conjunction with conventional military national security
mandates. Based on multiple interviews with experienced United Nations peacekeeoers and
military leaders from both the American and Canadian militaries, Gurstein formulated the
foll owing comparisons between traditional military leadership and peacekeeping leadership:

1. Nationa military leadership is concerned with “unity of command’;
peacekeeping leadership is concerned with “unity of effort”.

2. National military forces look to control a situation; a typicd peace&keguing
mandate is sSmply to provide astabili zing presence on the ground.

3. The skill s required for effedive leadership in multinational and muilti cultural
peacekeeping forces (particularly United Nations peacekeeping forces) differ
from thaose required in national and culturally homogeneous militaries.

4. Cultural badkgrourd is of less sgnificance in predicting the effedivenessof a
peacekeeping leader than it is for atraditional military leader.

5. “Leaders in United Nations peaceleeping forces are required to be
subardinate to the United Nations as a multicultural palitical body with all
that implies’.

Gurstein proposed that skill s in communicaion, human relations, courselling, and ethics are
esentia for leadership in a peac&eguing military. Leaders are required to recave and dstribute
information accurately and will increasingly have to rely on automated means for the
communicaion process In a peacekeeping context, there will be no single @rred information
source, and leaders will have to be avare of language and cultural diff erencesin communication.
New leaders will have to passessa high degree of communicaion management skill s. Leaders
will also haveto be dfectivein human relations, as siccesswill depend yoon the w-operation d
military, peace&keeqoing, civilian, government, and nonrgovernment organizations. These
relationships will inevitably raise crosscultural issues with respect to the role of the leader and
the resporsibiliti es of other groups and individuals. Courselling skill s will also be required of
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leaders as they are responsible for the overall well being of soldiers. In recent years, many
peacekeeping forces have experienced the brutality of war that was only previously experienced
in traditional military operations. As Gurstein outlined, there is atendency for modern warfare to
be moving away from such incidents, while peacekeeping is increasingly required to be involved
in such events. Given this trend, leaders will need the skills to respond to the trauma experienced
by their forces. Again, cultura issues will likely be significant when counselling multi-national
forces.

Gurstein aso describes the diplomatic, negotiation, conflict management, and media skills
required by leaders of peacekeeping forces. The ethical concerns faced by peacekeeping
missions may also be more complicated as forces will have a supra-national ethical standard that
will supersede any national military mandate in order to ensure the credibility and neutrality of
peacekeepers. Gurstein proposed that peacekeeping leadership requires many of the same skills
as leadership in other traditional military contexts, however, each requirement is performed
against a background of a highly political, multinational, multilingual, and multicultural
environment. Therefore, athough the personality types and leadership dimensions required will
be similar to those required for national military leaders, new peacekeeping leaders will be
required to demonstrate additional abilities in mediation, conflict resolution, and support of
civilian welfare. New leaders will require patience, the ability to compromise, and empathy for
opposing points of view. Gurstein sites from the unpublished manuscript writings of Major Last
(1995) of the Canadian military on peacekeeping: “ the soldier’ sinstinct to apgdy massve combat
power from the outset of an operation must be replaced by the policeman’s measured escalation
and minimum use of force’ .

Based on his interviews, Gurstein proposed that empirical research be conducted on the required
abilities of a peacekeeping leader, as this area has not been adequately investigated. Furthermore,
there is a dearth of empirical research on the relationship between personality dimensions and
effective peacekeeping leadership. Thisis essential, as Gurstein proposed that peacekeepers may
need to have somewhat different personality profiles compared to the profiles of non-
peacekeeping military.

Similar to other organizations in society, militaries are becoming much more technologically
advanced. As Walker (1997) outlined, the increasing technical nature of the military creates a
variety of leadership development issues. Many of the future military leaders will initially begin
their careers as technical specidists (e.g., informational technology managers, engineers, pilots,
etc.). Krembs (1983) addressed the difficulties of transitioning technical speciaists to leadership
positions and these include:

1. Strong identification with technical competence Technical Leaders tend to
identify with their specialty rather than their organizational leadership role.

2. Srong ahievement drive. Problem-solving opportunities attract achievement-
motivated people. The strongest achievers get selected for leadership
positions. As leaders move up the corporate ladder, internal conflicts begin
between the desire to lead and maintaining technical competence.
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3. Low relationship orientation. Due to the independent nature of technicd
problem-solving, many spedalists prefer to work alone. This does not alow
them to develop the interpersonal skill s required in future leadership pasitions.

4. Low levels of strategic thinking on organizational issues. Spedalists slected
for leadership roles have troude getting the suppat and co-operation d
others. Krembs suggest that strong achievement orientations and dstaste for
politicd ises cause technicd managers to avoid strategic thinking on
organizational issues.

5. Sdf-perception as a victim. Because tedhnical managers are reluctant to
develop their pdliti cd skill s, they often lose internal organization kettles. The
result is that they fed misunderstood, paverless and victimized. Asthis cycle
continues, it beacomes a self-fulfilli ng prophecy.

6. Fear of technical obsolescence. Technicd managers tend to define successor
failure through technicd competence. This can result in a fear that they will
“lose” their skill s that moved them up the ladder. Juggdling administrative and
technicd sKill s is difficult. Technicd managers must lean ather methods of
staying informed of technicd devel opments.

Descriptions of Leadership Characteristics

In one of the few studies to use job analysis, Sumer, Sumer, Demirutku, and Cifci (200J)
identified the personality attributes required for officersin the Turkish Armed Forces. Interviews
were completed with 78 current and retired officers. These officers were aked to complete a
semi-structured interview on the resporsibiliti es and required attributes of officers. Based on
these interviews, alist of required attributes were compiled. Subsequently, this list was given to
500 dficers who were asked to rate on a seven-point scde the ectent that ead attribute was
relevant to the job d an dfficer, and its relative importance @& compared to ather attributes. The
authors completed a principal comporent analysis and identified five persondity dimensions
considered important for the job d officer. These included: Conscientiousness Self-Discipline,
Military Fador, Self-Confidence AgreedlenessExtraversion, and Leadership. The
ConscientiousnessSelf Discipline fador explained more than two thirds (27.636) of the
variance in the fador analysis and consisted of attributes such asjob knowvledge, work discipline,
fairness and perseverance. The Military fador was comprised of items such as respect for the
chain o command, aderliness and strength of character. The Military Fador accourted for
3.3%% of the variance in the fador analysis. Self-confidence eplained 2.13% of the variance
and consisted of attributes measuring self-assaurance, couwrage and risk-taking. The
AgreeablenessExtraversion fador accourted for 2.12% of the variance and the authors reported
that it consisted of two o the “Big Five” dimensions. Finally, the Leadership fador included
attributes of motivation and persuasivenessand explained orly 1.44% of the variance

Sumer et al. (2001 proposed that in addition to sharing attributes that are required for most jobs,
the position of a military officer aso requires unique persondlity attributes. They classfied five
fadors of personality that were related to the specific job performance of an officer. Sumer, et al.
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(2007 recommended that these fadors might be employed in the development of job-speadfic
personality tests. They cautioned, however, that the usefulnessof these persondity dimensionsin
predicting job performance would depend to a grea extent on hav they are measured and hawv
performance citeria ae as®s®d.

Nichals and Penwell (1995 reviewed 23 investigations of leadership charaderistics associated
with success in aviation, submersibles, pdar stations, and expeditions (somewhat isolated,
autonamous environments). The authors reported that despite differences in settings, effedive
leaders dhare a ammon core of personal traits and lealership attributes. The dfedive leader in
these settings is one who is committed to misson oljedives, is optimistic, has the resped of
subadinates, and in turn, respeds the aew. The dfective leader uses participant dedsion
making when passhble and makes crewmembers fed valued for themselves and their expertise.
The leaer is effective in maintaining group harmony and cohesion bu takes charge during
criticd situations. The aithors did caution, havever, that there was smeindicaion in the studies
reviewed that the leader’s level of consideration for his or her crew was positively associated
with crew ratings of satisfadion, bu negatively correlated with performance ratings from
superiors.

Vaentine (199) examined leadership and gender role styles in 660Army officers. The scales
that this author used were the Leadership Style Diagnaostic Inventory (Army version of the
Hersey-Blanchard Leader Effectiveness Adaptability Description), the Bem Sex Role Inventory,
and a questionreire developed for the study to measure officer’'s attitudes and perceptions.
Vaentine found male and female officers used the same leadership style dmost exclusively.
Valentine reported that the Army has a very homogeneous work force and that self-seledion of a
military caree may have @ntributed to the overwhelming uniformity and stability in bah
leadership and gender role style.

Cook (1992 completed a survey of 495 United States Air Force (USAF) commanding officers
and 1,205 6 their subardinates using Leadership Behavior Analysis Il surveys. The goa of the
study was to determine the leadership styles, flexibili ty, and effediveness of USAF commanding
officers as perceived by the officers and their subardinates. Cook reported that both dfficers and
subadinates rated dficers as having ore primary leadership style (Participating) and e
seondary style (Selling), as measured by the Leadership Behavior Analysis Il survey. The
officers’ leadership style flexibility was perceved by both groups as being moderately flexible
with no significant difference in perceptions. The officers’ leadership style dfediveness was
perceived by both groups to range between moderate to highly effedive. Cook reported that the
USAF offices relied primarily on ane leadership style, and cautioned that USAF commanding
officers may not recognize situations that cal for different leadership styles or they may not
possess the flexibility to apply different leadership behaviours in dfferent situations. It is
interesting to pant out that both Cook and Valentine foundthat military commanding officers
tend to rely on ore primary leadership style and were not comfortable utilizing aternative
approadies. Valentine dso foundthat Army officers, regardiessof rank or gender tended to use
the same lealership style.
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Correlational Investigations of Personality and L eader ship

Thomas (1999 examined 2,015cadets in the Reserve Officer Training Corps (ROTC) who were
required to participate in an intensive, five-week lealership training and evaluation course. These
cadets represented 150 coll eges and universiti es from acrossthe United States, and ranged in age
from 18 to 33 (22% of whom were female). As a aomponent of a battery of assesanents,
participants were administered the Hogan Personality Inventory (HPI; Hogan & Hogan, 199) to
explore the relationship between persondity variables and leadership performance For the
purposes of this investigation, orly the scales of Ambition, Sociability, and Prudence were
included. Lealership performance was measured using a list of 16 performance indicaors as
developed by the leadership assessment program. Together these 16 indicaors were used to
compute an overal cadet evaluation score. This sore was based on 1@M0 passble points and a
score of 700 was required to successully complete the murse. The cadet evaluation score was
quantified in two areas including military proficiency and leadership. The military proficiency
scores were objedive, and measure such abilities as physicd fitness land ravigation, and
marksmanship. The leadership scores were more subjedive in nature, and included scores from
the Field Leadership Readion Course axd Officer's Leadership Assesaments. Only the
leadership components of the calet evaluation score were used in this gudy.

According to Thomas, the most surprising finding was the non-significant relationship observed
between Prudence on the HPI and cadet evaluation scores. Prudence is the HPl measure of
Conscientiousness which has been found in aher investigations (Barrick and Mourt, 199,
Salgado, 19®B) to be the most valid of the Big Five personality variables in predicting
performance evauations. As expeded, Ambition onthe HPI was positively related to cadet
evaluation scores and demonstrated the strongest relationship ou of all the predictors. Sociabili ty
was aso related to the Cadet evaluation scores, more sociable calets were evaluated more
favourably. Barrick and Mourt (1991 reported similar findings, and foundthat Extraversion was
the most valid predictor of successin training.

In order to summarize Thomas' (1999 study, the current authors performed a meta-analysis on
these results. Given that positive and regative relationships both have pradicd implications for
predicting job performance the diredion d the dfeds (or the sign of the correlation) was
ignored for these analyses. The mean validity coefficient for the three HPI scaes predicting
candidate evaluation scores (CES) was .10 (uncorreded) or .12 (correded for unreli abili ty of the
predictors). This mean correlation is sgnificantly different from zero (p < .0000), bu thisis
mainly due to the large sample size enployed (N > 900 cases). The test for homogeneity of the
effect sizes, hawever, was also significant (x* = 16.72, d = 2, p < .001), indicaing that there is
some inconsistency in the variation among the effed sizes, and that the average correlation may
not be very representative of the overal effed size

Lall, Holmes, Brinkmeyer, Johnson, and Y atko (1999 evaluated the persondlity charaderistics
of 530third-year midshipmen at the US Naval Academy to investigate the relationship between
personality and military carea success The Hogan Persondlity Inventory (HPI; Hogan & Hogan,
1992 again was used to measure personality and class ranking was used as the measure of
success at the Naval Academy. The authors reported that, compared to the general popudation,
future naval officers displayed higher levels of Ambition, Sociability, Intelledance (Openness,
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and Schod Success and they demonstrated lower scores in Adjustment, Likeability, and
Prudenceonthe HPI.

Midshipmen with the highest-class rankings were reported to have higher scores on the HPI
scdes of Ambition, Intellecdance (Opennesy, Prudence, and Schod Success Midshipmen with
the highest-classrankings were dso lesslikely to be empathetic and to experience guilt. As both
Gurstein (1999 and Walker (1997 proposed, military leaders of the future will li kely require
empathy. Nichds and Penwell (1995 also described the dfective military leader as snsitive to
the needs of his or her subordinates.

Atwater, Dionne, Avolio, Camobrea, and Lau (1999 followed the leadership development of
236 mae calets from enrolment through graduation at a US military college. Measures of
personality, self-esteem, stresstolerance mora development, and physical fitnesswere oll ected
from each cadet at enlistment. The development of self-esteem, hardiness, moral reasoning, and
physicd fitnesswere each tradked over a4-yea period. Profiles on eadh of these measures were
then compared for the most and least effedive leaders in the sample. The aithors defined
leadership emergence & the level of rank attained in the military hierarchy within the institution
during the cadet's senior year. Peer rankings of cadet leader effediveness were dso obtained at
the end d the fourth yea with ead cadet ranking al other cadetsin his class(25-28 cadets). The
Leader Potential Index (LPI), asubscde of the California Psychadogicd Inventory (CPI; Gough,
1987 also was included in the investigation. The @rrelation between these two measures of
leadership was .43 (p < .001).

To measure persondity the authors administered the CPI to cadets during their first week at the
college. For the purpases of this gudy the authors were only interested in the CPl compaosite
fador representing Conscientiousness The scdes comprising this fador included:
Resporsibili ty, Self-control, Achievement via Conformance, and Sociali zaion. These four scales
were @mbined into a measure of Conscientiousness The mefficient apha value for this
compasite scde was .80. This composite index of Conscientiousness on the CPl was then
correlated with level of leadership achieved in cadets (emergence), and leadership effediveness
(pee ratings). Using meta-analysis, the average arrelation ketween Conscientiousness and
leadership in cadets was .10 (uncorrected) or .11 (correded for unreliability of the predictor),
which was datisticdly significant (p < .05). Thetest for homogeneity of the dfed sizeswas non
significant, indicating that they were mnsistent (x? = .30, d = 1, p=.58).

Atwater et al. (199) reported that cadets with greaer cognitive aility were more likely to
emerge as leaders, bu were not rated as more effedive by their peers. Schmidt and Hunter
(1998 aso reported that cognitive aoility was the best predictor of overal job performance.
Surprisingly, Conscientiousness Mora Reasoning, and Hardinesswere not significantly related
to either emergence or effedivenessof leadership. Given the fad that socia presaures and nams
had lessinfluence on individuals scoring highly on measures of moral development, it may be
more difficult for these individuals to achieve lealership pasitions in a military context. Similar
findings were reported by Lall et al. (1999, who evaluated the personality characteristics of 530
third-year midshipmen at the US Naval Academy. The aithors reported that Midshipmen with
the highest-class rankings were less likely to be ampathetic and to experience guilt. It is
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encouraging to nde, however, that cadet’s moral reasoning ability scores increased ower their
four years at the military coll ege.

Similar to the finding for cognitive aility, cadet self-esteem and pdentia for leadership, as
measured by the LPI, were positively related to leader emergence but not to leader eff ectiveness
The authors note the fad that self-esteem was not significantly related to the peer rankings of
leader effediveness which may refled a tendency for modest cadets to recave more favourable
rankings from peers. It is also interesting that cadet’s slf-esteem scores did not improve over the
course of their educaion. The aithors suggest that this may indicate that, through the training
process cadets reali ze their limitations.

Cadets with higher levels of physicd fithess were more likely to emerge as leaders and were
rated as more effedive by their peers. Finally, cadets with more prior influence experiences were
more likely to emerge & leaders and were rated as more effective by their peers. Atwater et al.
completed a stepwise regresson analysis using cognitive aili ty, hardiness physical fithess prior
influence experiences, conscientiousness moral reasoning, self-esteem, and the leader patential
index as predictors of both leadership emergence and leadership effectiveness sores. Cognitive
ability, physical fitness and prior influence experiences were significant predictors, accourting
for unique variance in leader emergence The significant predictors of leader effedivenesswere
physicd fitnessand pior influence eperiences. The aithors also oulined that a larger number
of indvidual difference measures were @rrelated with leader emergence verses effectiveness
suggesting that individual difference variables may be more predictive of who will assuume
formal pasitions of leadership rather than how leaders will be perceived by their peeas.

Bradley, Nicol, Charbonneau and Meyer (2002) reported that measures of persondity are
asociated with leadership development in a military context. These authors examined the
relationship between persondlity variables and leadership in a sample of 745 Canadian Forces
(CF) officer candidates. This gudy took dace over five years and cadets were ases%d initially
uponseledion for enrolment in the CF, at the end d the their leadership course, and again four
yeas later. The aiuthors utili zed multiple sources for bath the personality and leadership ratings.
To assess persondlity, Bradley et al. (2002 used self-report, interviewer ratings, and reference
ratings of personality.

Cadets completed the Canadian adaptation o the Assesgnent of Badkground and Life
Experiences (ABLE). The US Army developed the ABLE specificdly for use in military
seledion. The ABLE measures six persondity factors including: Surgency; Achievement;
Adjustment; Dependability; Agreeableness and Locus of Control. Cadets were dso interviewed
by one or two dficer(s), who completed personality ratings of the cadets based on ABLE
constructs. As well, cadets were required to submit two letters of reference during the gplicaion
process These references were @mntaded and also asked to complete personality ratings of the
cadet based on ABLE constructs. When there were ather two dficers or two referees rating a
given cadet, the ratings were averaged. To measure leadership at the end of the @urse, Bradley
et al. (2002 used the cadet’s overal performance in the course, his or her spedfic leadership
grade, instructor ratings of leadership, and pee ratings of leadership. To measure |eadership four
yeas later, the authors examined the number of leadership appantments the calet held in his or
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her third and fourth years, a physical fithess grade, an overall military grade, and cadets’ self-
ratings on the Multifactor Leadership Questionreire (MLQ).

Cadets' overall performance in the murse was sgnificantly related to their own self-reported
locus of control (r = .15) and interna control (r = .16). No cther self-reported dmensions of
personality predicted cadets overall performance in the curse or their specific leadership grade.
Self-reported Locus of Control (r =.18) and Internal Control (r = .20) were dso significantly
correlated to instructor ratings of leadership. Self-reported ABLE dimensions of Surgency (r =
.20), Dominance (r = .23), Achievement (r = .18), and Energy Level (r = .18) were significantly
correlated with peer ratings of leadership.

Interview ratings of cadet personality were nat useful in predicting cadets' overall performance
in the @urse, their spedfic leadership grade, or instructor ratings of their leadership. Interviewer
rated cadet personality dimensions of Surgency (r =.19), Dominance (r =.18), Energy Level (r =
.16), and Locus of Control (r = .16), however, were significantly correlated with pee ratings of
leadership. Referencerated cadet personality dimensions of Surgency (r = .21) and Dominance (r
=.22) wererelated to the cadets overall performancesin the @murse.

At Time 3, four years later, the aithors examined orly those dimensions of the self-reported
measure of personality that had previously been significantly correlated with leadership at Time
2. Cadet ratings of Dominance, Energy Level, and Internal Control were dl predictive of
measures of leadership at Time 3. Dominancewas significantly related to cadets physical fitness
grade (r = .39), overall military grade (r = .28), and self (r =.48) and pee ratings (r =.31) onthe
MLQ. The athors reported the unexpeded relationship between Dominance and
transformational |eadership style. Although this relationship seems courterintuitive, following a
review of the Dominance items in the ABLE, the researchers reported that the items on the
Dominance scde ae not inconsistent with being a transformational |eader. Energy Level also
correlated with self ratings (r = .40) on the MLQ and Internal Control was negatively correlated
with cadets’ own ratings of management by exception (r = -.30).

The authors reported that the calets self-reported Dominance and Energy Level dimensions of
the ABLE were most consistently correlated with the leadership criteria. Overal, cadets self-
ratings of Dominance was the best predictor of leadership performance in the investigation.
Bradley et al. proposed that: “ the use of personality measures in the seledion process could,
patentially, contribute to developing amore comprehensive description of apgicants and ke a
useful predictor of leadership” (p. 98.

Bradley et al. (2002 employed multiple aiteria to assesslealership skillsin oficer cadets. In
order to evaluate the arerage dfed size for each persondlity variable on the ABLE, the airrent
authors undertook a meta-analysis of Bradley et al.’s results. For this analysis, ony the data for
cadets' self-ratings onthe ABLE and their performance during BOTC were considered (N = 174
cases). Effectively, the meta-analysis was performed onthe datain Table 1 from Bradley et al.’s
(2002 study (seeTable 2 below). In addition, the results were only examined for whole scales
and nd subscales. For the meta-analysis, the diredion d the crrelation (sign) was agan
ignored. Table 2 reports the means of the dsolute value of the wrrelation (uncorrected) for each
of the six ABLE scdes, averaged across $x leadership criteria. In addition, the crrelation
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corrected for unreliability in the predictors is reported. Finally, the homogeneity testsin Table 2
are dl nonsignificant, indicaing that the results for ead persondlity scde on the ABLE are
consistent aadossall of the leadership criteria.

Table?2

Summary Tablefor M eta-Analysis of
Bradley et al.’s (2002 Study

ABLE Scale Mean |r | | Correctedr | Significance| Homogeneity Test
Sugency 11 13 p<.001 | x?=2.35,d=5,ns
Achievement .06 .06 p<.05 x?=3.45,d=5, ns,
Adjustment .10 A1 p<.001 | yx?=243,d=5,ns
Agreeableness .06 .07 p<.05 x?=0.62,d =5, ns,
Dependalility .04 .05 ns. x?=0.89,d =5, ns,
Locus of Control 12 14 p<.0001 | x*=1.81,d=5, ns.

Summary of Personality and L eadership within a Military/Police Context

The reseach onthe relationship between personality traits and effective military leadership has
produced equivocd results (Lau, 1998. Studies have reported a variety of persondity traits as
important predictors of leadership in a military setting. Thomas (1999 reported that Ambition
was most predictive of overall cadet evaluation scores. Sociability was aso related to the cadet
evaluation scores, more sociable cadets were evaluated more favourably. Lall, et al. (1999
evaluated the personality characteristics of third-year midshipmen at the US Naval Academy.
Midshipmen with the highest-class rankings were reported to have higher scores on the HPI
scdes of Ambition, Intelledance (Openness), Prudence, and Schod Success Atwater et al.
(1999 reported that cognitive aility, physicd fitness and prior influence eperiences were
significant predictors, accourting for unique variance in leader emergence The significant
predictors of leader effedivenesswere physical fitnessand prior influence experiences. Bradley,
et al. (2002 foundthat cadet ratings of Dominance, Energy Level, and Internal Control were
most predictive of leadership four years later.

Lau (1998 reported that persondity traits are more strongly related to |eadership emergence than
to leadership effediveness The relationship between traits and the anergence and effediveness
of leadership is sgnificantly influenced by situational factors. Lau proposed that there is no
single trait or list of traits that alone determine whether or not someone will make a good
military leader because traits vary in thelr importance depending uponthe situation. Lau stated:
“Key leadership skill s involve the ahility to corredly diagncse relevant situationd factors and
the ahbility to be flexible in changng ore' s leader ship style to maximize performance’ (p .3).

Thereisalso asignificant amourt of research that indicaes that military leadership styles tendto
be inflexible and that leaders in this setting rely on ore primary lealership style and are not
comfortable utili zing alternative gproaches (Cook 1992 Vaentine, 194). Waker (1997 adso
reported that military officers tend to have difficulty with change and are nat as concerned with
the human element in arganizations. This finding will certainly be of interest in seleding new
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officers for leadership positions as the type of leadership required for traditional wartime dforts
is no longer sufficient or appropriate in a peacetime military. Lau (1998) reported that effedive
military leaders must be flexible in their approadcies to leading in complex and ambiguous
circumstances.

E. OTHER VARIABLES & FUTURE RESEARCH

Honesty and I ntegrity

It seems reasonable to infer that the asesgnent of horesty and integrity may be valuable for the
prediction d effective leadership, especialy in a seaurity context such as in pdicing and the
military. These two spedfic charaderistics would also seem to be comporents of a more general
domain o ethicd behaviour. In the context of employment seledion, it is worthwhil e to acually
predict counterproductive work behaviours such as: employee theft & unauthorized giveaways,
lateness unjustified absenteasm, loafing, turnover, onthe-job substance &use, driving
delinguency, sabotage, and violations of seaurity, confidentiaity, & safety regulations. Thereisa
fairly long tradition d assssng integrity in employment situations with paper-and-pencil tests
(see Jackson, Wroblewski, & Ashton, 2000for a review of this literature). Two genera
approadies have been taken, wsing either overt tests (asking dred questions abou offending
behaviours) or personality-oriented tests (predictive of offending behaviours). Both approadhes,
however, have proved problematic. Overt tests are more susceptible to faking, whereas ome
personality-oriented tests have adually employed deception to prevent faking. A more recent
approad taken onthe Employee Screening Questionnaire (ESQ) has attempted to mitigate these
problems by employing a forced-choice item format (Jadkson et al., 2000). Jadkson and his
colleagues (2000) showed that the forced-choice item format used on the EQS was less
susceptible to faking and more predictive of workplace delinquency behaviours than were
traditional integrity measures.

Given recent events in the Canadian military, such as the Somalia incident, it is understandable
that there may be some interest in assessng hanesty and integrity in patential military leaders,
and indead in military personrel in general. In resporse to this need, the Canadian Forces (CF)
has already undertaken some research onethicd isaues in lealership. For instance MacL ennan
and Rosster (1999 see also MacLennan & Rosster, 200) analyzed a survey of ethicd and
leadership isaues in Canadian military operations during the 1990s. This dudy was based, in
part, upona model of ethicd decisionrmaking in organizations developed by Kelloway (199),
also under sporsorship of the CF. MacLennan and Rosster’s (1999 analysis reveded that the
largest comporent for officers ethicad dedsion-making was a factor of individual morality. This
fador emphasized freedom to exercise individual judgment in decison-making, and was
consistent with Kelloway’s (1999 model. The items comprising this factor assessthe need and
desire to make dedsions based on one's own sense of morality and the leeway to ad on those
dedsions. Given the relative importance of individual morality in dedsion-making, it would
sean to be valuable to investigate the implicaions of individua differences on this fador for
potential military leaders.

A recent study conducted in the CF and pullished in the pee-reviewed, scientific literature may
shed light on some of these implicaions. Klammer, Skarlicki, and Barclay (20(2) investigated



PERSONALITY AND LEADERSHIP 29

the dfed of intergenerational differences on the anstruct of civic virtue. Civic virtue includes
behaviour such as. keging informed on aganizational goals, suggesting improvements, and
willi ngness to speek-out and identify potential problems in an arganization (sometimes cdled
whistle-blowing). Civic virtue would aso sean to be a onstruct consistent with individud
morality. Interestingly, Klammer et al. (2002 found that civic virtue was mediated by
generational differences between CF members of different ages. In particular, the avic virtue of
older “baby-boamers’ was influenced more positively if they felt that they were being “heard”
by the senior leadership, whereas there was no such constraint on the civic virtue of younger
“generation-Xers'.

Assesanent of integrity and horesty, as comporents of ethica behaviour, would be useful for the
screening potential military leaders, and perhaps for all milit ary personnel in general. This may
also have important implication for identifying seaurity risks in a military context. Civic virtue
shoud be encouraged in arganizations, and indeed may serve & a safety mechanism against
developing serious organizational problems. CF members refled the cultural diversity of
Canadian society and, given some commonality in ou core values, individual morality shoud be
entrusted more in dedsion-making. This may not be mnsistent with the operation d atraditional
autocratic, hierarchicad organization, bu it is more @nsistent with the views of contemporary
Canadian society, espedally for the younger generation. Potential military leaders need to have a
greder awareness of ethicd isaies governing their own and their subardinates behaviour. A
recant review of the research literature on military leadership and ethics was commissoned by
the Canadian Forces Leadership Institute (CFLI), and authored by Pfeifer & Owens (20(2). In
addition, CFLI sporsors an annual conference on Ethical Leadership at the Roya Military
Collegein Kingston, Ont., which currently isin its 4" year.

Stress Tolerance

On May 4th 198 shortly after 11 am, during the Falkland Islands war, the
British destroyer HMS SHEFFIELD was druck by an Exocet missle fired by an
Argentine Super Etendard jet aircraft. Hitting amidships, the warhead did na
explode, bu the impact and unwsed fuel started uncontrollable fires onboad. The
SHEFFIELD’sfire control main had dso been breached ard all power was |ost.
Petty Officer (Marine Engineeing Mechanic) David Richard Briggs was in the
vicinity of the After Section Base and set in motion the initial manud fire-fighting
effort. He then moved forward to his action station & the Forward Sedion Base,
but at this gage personnel were being evacuated from this area on to the
forecastle. However, he led his team back to recover important equipment, which
was necessary to continue the fire-fighting operation. Unalde to wear breathing
equipment due to restricted accessthrough a h#ch, Petty Officer Briggs and hs
team re-entered the smokefilled forward sedion. In condtions of increasing
smoke and dmost no visihility, Petty Officer Briggs made seveaal journeys to the
Forward Sedion Base to pass out much valuable equipment. Sady on the last
attempt he was overcome by smoke and rendered urconscious, subsequent
attemptsto revive him proving ursuccesgul.
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Petty Officer Briggs demonstrated leadership, bravery and devotion to duy in
trying to save his ship and crew. He was posthumously awarded the Distinguished
ServiceMedal by Queen Elizabeth. [Excerpted from the atation for the DSM].

The aility to cope in stresdul situations is the hallmark of an effedive military leader. Military
personrel are often involved in life-and-deah situations, either through engagement with other
combatants or even accidentaly through “friendly fire”. During times of crisis, subardinates
neel to be ale to turn to their superiors for effective leadership and expedient, dedsive adion.
As can been in the @&ove accourt, these daraderistics very much describe the leadership
qualiti es of Petty Officer Briggs, who made the ultimate saaifice with his efforts.

A major question with resped to coping with stressis whether or nat it can be learned, or if some
individuals are inherently resistant to stress(stress tolerant). There is now extensive reseach in
the scientific literature indicaing that mechanisms for coping with stressul situations can be
leaned through pradicd experience One classc study by Lazarus and Alfert (1964) ill ustrates
how cognitive-regopraisal through stress inoculation can lessen the impact of a stressor. They
showed a group d male college students a film on a passage-of-rite ceremony for a primitive
aborigina group, which involved a painful and Hoody circumcision procedure. The film was
shown under three ondtions: (1) no rarration, (2) concurrent narration, and (3) prior narration,
where the passage-of-rite was fully explained and it was aso indicaed that the boys involved
were honoued to participate. Physiologicd stress of the viewers was highest under the first
condtion d no rarration, and lowest under the last condtion d prior narration. Being provided
with prior information helped the viewers to anticipate the stressor and to cognitively cope with
it better.

A meta-analysis of research on stress inoculation training has reveded that such training is
generdly effedive in reducing anxiety in stresdul situations, as well as enhancing task and job
performance under stress (Saunders, Driskell, Johnston, & Salas, 1996. In a military context,
stress inoculation training has been found (1) to better prepare Isradi male aloescents for
compulsory military training (Israglashvili & Taubman, 1996, (2) to help a single undergraduate
pilot better cope with training stress (Baken & Mahonre, 199), (3) to be an effedive stress
management toadl for palice (Digliani, 1999, and (4) to prevent post-traumatic stress disorder
(PTSD) following military operations (Armfield, 1994. Some studies have not yielded
statisticdly significant results for stressinoculation in military popuations, however, this was
attributed, by the aiuthors of the reports themselves, to the small samples employed in these
studies (e.g., Cigrang, Todd, & Carbone, 200Q and Crago, 19%).

In addition to training military personnel to better cope with stress some individuals may have
internal dispositional factors that better enable them to cope with stress inherently. In the
schdarly literature this has been referred to at various times as. ego strength, psychological
hardiness, stress resistance, and stress tolerance. In a longitudinal survey, Holahan and Moaos
(1986 identified some factors that make individuas more resistant to stress including:
competence & problem-solving, self-confidence, disinclination to use avoidance @& a @ping
medhanism (perseverance), avail ability of socia suppat (from family & friends), an easy-going
disposition, and a sense of humour (sometimes even using “black” humour to cope).
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There have been several research studies on stresstolerance in military settings, espedaly with
pilots. O’ Hare (1997 foundthat €elite soaring pil ots performed better on a computer-based test of
stresstolerance designed to assess coping with informational overload (cadled the WOMBAT),
than did a group d average pilots and nonpilot control subjeds. In two studies of Finnish Air
Force pilots, Leino and h's coll eagues foundthat student pil ots who showed less physiological
arousal (as asessd by severd indices) than ather pil ots, performed better on psychomotor tasks
and duing adua IFR flight performance (Leino, Leppaeluato, Ruokoren, & Kuronen, 19%a;
and 1999h. Two ather studies have employed the Rorsadh Inkblot test to investigate the role that
stresstolerance played in the development of PTSD in Vietham War veterans (Goldfinger, 1999
Swanson, Blount & Bruno, 1990. Most recantly, stresstolerance has aso been considered an
important comporent of emotional intelligence, as asessd by the Bar-On Emotional Quotient
Inventory (EQI; Bar-On & Parker, 200Q also see following sedion). Further research on stress
tolerance may aid in identifying potential military leaders who may be more dfedive in
performance of their duties, espedally in dealing with crisis stuations. In addition, stress
tolerance may be an important variable for identifying individuals less sisceptible to developing
PTSD from military operations.

Emotional Intelligence and L eader ship

The role of intelligence in effedive leadership is a question that has been researched as far back
as a least the 1920's (Hogan & Hogan, 2003. The question d whether or not more intelli gent
leaders were more dfedive has been asked for many yeas. The early reseach suggested that
intelli gence did contribute to leadership; leaders were foundto be more intelligent than their
followers, and intelligence onsistently correlated with perceptions of leadership (Bass 199Q
Lord, DeVader, & Alliger, 1989. However, the scope of this investigation has snce shifted to
include the variable of context. It is now known that context must be considered when examining
the role of intelligencein leadership ability. For example, Holli ngworth (1926 foundthat if the
differences between leaders and followers intelligence were too great, followers did na
identify with the leader, which presumably interfered with the dfedivenessof the leader. The
ealy research grealy emphasized the role of academic intelligence such as the traditional 1Q-
based naions of intelligence however, this literature was notoriously ambiguous (Aditya &
House, 20032).

Also considered important in the investigation o leadership ability were the concepts of social
insight, tad, and emotional maturity (Bass 1990). Emotional maturity has transformed into
Salovey and Mayer’s concept of emotiona intelligence (Mayer & Saovey, 193; Saovey &
Mayer, 199). In the present it is widely accepted that there are multiple facets of intelligence
(Morand, 200). Socia intelligence, pradicd intelligence and credivity are thought to play a
role in mediating successful leadership; however, research exploring the conredions between
multi ple intelligences and leadership has only begun recently. This sdion will i ntroduce the
construct of emotional intelli gence (EI) and will focus primarily onthe contribution o emotional
intelli genceto the understanding of effedive leadership. Given the formative stage of this areaof
investigation, this discussonis predominantly theoreticd rather than empiricd in nature.

The investigation o emotional intelligence has largely been fuelled by the inability of
Intelligence, as measured by 1Q tests, to account adequately for the variability in successcriteria
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in bah educaional and aganizational contexts. One of Goleman’'s (1995) centra contentions
was that individuals who have astrong balance between IQ and emotional intelligence ae more
succesdul in their chosen fields than are those who have outstanding 1Q but less developed
emotional intelligence Goleman (1995 described emotional intelligence & having three ©re
comporents. (1) an awareness of one's own emotions and the ability to nd become
overwhelmed by them; (2) the &bili ty to motivate one's sf to complete tasks, to be aedive, and
to perform at her or his pe&; and (3) the aility to sense what others are feding and to hande
interadions and relationships effectively. The cncept of emotional intelligence is stated to be
based onextensive scientific and reseach evidence (e.g., Cooper, 1997 Cooper & Sawaf, 1997
Goleman, 199§. However, Dulewicz & Higgs (2000) report that the majority of the research has
been based on physiologicd research developments, educationbased research, and
developments in the field of therapy. There has been minimal research conduwcted in the
organizational context; however, there gpearsto be asoundaaceptance of, and undrstanding of
the link between emotiona intelligence and leadership effediveness The following models
asgst in clarifying the relationship between these two constructs.

Models of Emotional I ntelligence

There are two fundamental, broad approaches to emotional intelli gence an Ability Approad and
a Mixed Approach. From the Ability perspedive, emotional intelligence is viewed as a set of
cognitive capabiliti es or competencies. In the Mixed Approadh, emotional intelligence mmbines
abiliti es with a broad range of persondlity traits. Mayer and Solovey (1993) define emotional
intelligence as the aility to perceive anotions, to access and generate emotions that asgst
thought, to understand emotions and emotional knowledge, and to regulate emotions o as to
promote emotional and intelledua growth. Thus, there ae four branches of the Ability Model:
(1) Identifying Emotions; (2) Using Emotions; (3) Understanding Emotions; and (4) Managing
Emotions. Identifying emotions involves sveral skill s including the aoility to identify feelings
and to express them accurately, and the aility to judge the authenticity of expressons of
emotion. Using emotions invalves the aility to redired attention to important tasks, to generate
emotions that fadlit ate deasion-making, to use different moods to examine different points of
view, and to use different emotions to facilitate different approaches to problem-solving.
Under standing emotions invalves the aility to understand nd only emotions, but also emotional
chains, or how emotions evolve from one form into ancther. Understanding emotions also
involves reagnizing the causes of emotions and hown different emotions are related to eath
other. The fourth and final branch of the Ability Model, Managing Emotions, invalves the aili ty
to have an oangoing awarenessof one's own emotions, to determine whether or nat emotions are
ressonable, and to solve emotion-laden problems withou necessarily suppressng negative
emotions. An examination d emotiona intelli gence using the Ability Model would invalve the
asessnent of performanceon all aspeds of these four branches of emotional ability. The Abili ty
Model of emotiona intelligence is a skill-based model that focuses on how emotions can
fadlit ate thinking and adaptive behaviour. There is no dred focus on dsposition a personality
traits from this theoretical perspective; however, this model aff ords the objedive measurement of
emotional intelligence & conceptualized as a set of abiliti es. There is some evidence to suppat
this model and some authors believe that it provides insight into the understanding of, and the
prediction d effective leadership (Caruso, Mayer, & Salovey, 2000.
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The Mixed Model of emotional intelligenceis based uponthe Ability Model but includes other
psychdlogical attributes as well. Goleman’s original conceptualization d emotiona intelli gence
included five comporents. knowing one’'s emotions, managing emotions, motivating one’s <lf,
recognizing emotions in other people, and handing relationships. His ideas were expanded to
include 25 competencies subsumed undx the same five domains, athough these domain
caegories aaqquired new labels. The first category was Sdf-awareness, and included
competencies in the aeas of emotional awareness, acairate self-assessnent, and self-confidence.
Sf-regulation was the sewmnd category and included the abilities of self-control,
trustworthiness conscientiousness adaptability and innowation. Motivation, including the
competencies of achievement, commitment, initiative and ogimism, was the third caegory of
competencies. The fourth category was Empathy, which involved understanding others, helping
others develop, service orientation, dversity, and pditi cd awareness The final category, Social
dlls, included competencies in the aeas of influence communication, conflict management,
leadership, change cdayst, bulding bondg, collaboration and co-operation, and team
cgpabiliti es.

Goleman, Boyatzis, and McKee (20®) further refined these comporents into four domains and
18 unarlying competencies that are key to emotional intelligence Table 3 lists these domains
and their related competencies. The self-awareness and self-management domains of emotional
intelli gence invalve personal competencies, thase ailiti es that determine how people manage
themselves. Self-awarenessinvaves being aware of one's emotions, being able to assessone’s
strengths and limitations, and being aware of one’'s values, goas, motives, and sense of self-
worth. Self-management involves a variety of abiliti es that ultimately contribute to a focused
drive to achieve goals. It is hypothesized that leaders who have strong self-management skill s are
able to control their own disruptive emotions and impulses, display honesty and integrity, and to
be adaptable and flexible in situations that cdl for change. They are driven to improve their
performance in order to med an inner standard of excdlence are ready to seize oppatunities,
and are ale to see the positive side of difficult situations (Goleman, Boyatzis, and McKee
2002.

The socia-awareness and relationship-management domains involve mpetencies that
determine how people function within relationships. Social-awarenessincludes the cgadties to
be empathic, to sense and undstand ahers emotions, and to take an adive interest in their
conceans. Also invaved is an awareness of organizational structures and palitica frameworks,
and a recognition d the needs of subadinates, clients, or customers. Subsumed undx the
domain o relationship-management are the ailiti es to guide and motivate with vision, to use a
variety of persuasive tadicsto med common goals, to guide and empower others, to effedively
initiate dhange and manage conflicts, to cultivate and maintain a network of relationships, and to
build and maintain a a-operative team. Althoughthese domains and related competencies are
discussed as sparate ailiti es, ancther key fador in effedive leadership is the aility to integrate
these skill s and uili ze them in a well-orchestrated manner (Goleman, Boyatzis, and McKeeg
2002.
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Table3
Domains and Related Competencies of Emotional Intelligence

Domain # Domain Name Related Competencies

Emotional Self-awareness
Accurate Self-assesanent
Self-confidence

1 Self-awareness

Emotiona Self-control
Transparency
Adaptabili ty
Achievement

Initi ative

Optimism

2 Self-management

Empathy
Organizational Awareness
Service

3 Social Awareness

Inspirational Leadership
Influence

Developing Others

Change Catal yst

Conflict Management
Building Bonds

Teamwork and Coll aboration

4 Relationship Management

gagagaggdgdagaggagaaddsdgadsd

There are several notable strengths of the Mixed Model of emotional intelli gence. In this model
it is asserted that emotional intelli gence is comprised of a @nstellation d a multitude of traits,
many of which clealy have face validity. In addition, Caruso, Mayer, and Salovey (2000 assert
that this model affords tremendouws predictive utility, acourting for considerable variance in
“life success’. Of nate, however, is that these aithors did na examine how this explanation o
variance in terms of general life successtrandates into successin the leadership role.

Caruso, Mayer, & Salovey (2000 stated a preference for the ability model and believe that this
model fadlitates new understanding of the relationship between emotiona intelligence and
leadership. More specifically, they believe that investigation through the use of this model all ows
for an uncerstanding of how leaders manage their emotions and the emotions of others in order
to achieve results. This model is best understood by relating the components to the tasks that
leaders perform. Lealership invalves influencing ahers in order to achieve agoa. Those who
are the most eff ective in impresson management are more likely to succeed. People who are ale
to read those aound them and cedpher what adion a readion will be interpreted most
favourably in any given situation tend to get ahead of those who ladk those skills. More
spedaficaly, leaders need to be ale to identify their own emotions and those of the members of
the group that they are lealing. Individuals in leadership pasitions need to be @le to use
emotions to be atuned to which tasks they should cary out when, to motivate people, and to
understand multi ple perspedives in order to facilit ate dfedive planning and generation d idess.
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Abrade and Gibson (1998) discussed the cncept of “Emotional Contagion”, or spreading
emotion through a group of people. Emotional contagion is believed to increase group cohesion
and co-operation. Understanding emotions invalves recognizing rel ationships between emotions,
and the meaning and aigin of emotions. Understanding the emotions that drive group members
is esentia if a leader is to facilitate acohesive and motivated group of followers. Effedive
leaders need to be a@le to manage their emotions  that dedsions can be informed by emotional
resporses rather than dctated by them. Idedly emotions srve to draw attention to an underlying
problem and assst in the reconciliation d that problem through examining the cause of the
emotion, rather than al owing the emotional response to become aproblem in itself.

It has been propaosed that transformational leadership has its roots in managing emotions.
Authors of a recent study (Sosk & Megerian, 1999 examined the relationship between
emotional intelligence and leadership. These authors hypothesized that aspeds of emotional
intelli gence would be related to transformational leadership. Spedficdly, Sosk and Megerian
aserted that self-awareness would moderate the relationship between transformational
leadership behaviour and managerial performance They found that purpose in life, personal
efficacy, interpersonal control and social self-confidence aspeds of emotiona intelli gence, were
related to transformational leadership in the self-aware lealers. These results off er some support
for the relationship between emotional intelli gence andthis syle of leadership.

Measuring Emotional Intelligence

Anather reasonable question is “Shoud emotiond intelli gence be used to seled leaders?” It can
be safely stated that, indeed in some ways, it drealy is. The use of behavioural interviews to
judge leadership candidates in terms of whether or not they are competent to lead teans and
organizations is an indired means of measuring emotional intelligence There gpeas to be
consensus, however, that emotional intelligence is difficult to measure and that no robust
measure eists to date, although the quest for such continues (e.g., Goleman, 1996 Hein, 1997
Steiner, 1997. Of course, it isdifficult to include emotional intelli gence & a seledion criterionif
it canna be dfedively measured. It is douliful that this type of intelli gencewill be best cgptured
by any paper-pencil measure (Dulewicz, & Higgs, 200Q. It has been propcsed, howvever, that
abili ty-based measures can add a useful and unique componrent to the selection process (Caruso,
Mayer, & Salovey, 2002). Although senior staff in many organizations are often reluctant to
submit to typicd pre-employment screening such as personality inventories, these aithors
suggest that most managers, and leaders in general, redize the important leadership function o
being able to ‘read people’ and are likely to be more accepting of the use of an assesgnent tool
that measures such in the seledion process(Caruso, Mayer, & Salovey, 2002).

If one acepts the tenets of the aility model, that El is comprised of a set of skill s or abilities,
then it is best to measure this construct through the use of a set of ability-based or performance
measures. There is literature to suppat the asertion that emotional intelli gence, conceptuali zed
as an ahility, can be reliably measured and hes both dvergent and convergent validity (e.g.,
Mayer, Caruso, & Salovey, 1999 Mayer, DiPaolo, & Salovey, 1990, Mayer, & Geher, 19%).
Initial research on ore measure, the Multifador Emotiona Intelligence Scde (MEIS; Mayer,
Salovey, & Caruso, 1997) has demonstrated internal consistency and adequate ntent validity
and construct validity (Caruso, Mayer, & Saovey, 2003. Ability measures would be used with
the intent to diredly measure enotional skill s. For example, a subtest of the MEIS that measures
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Identifying Emotions involves the test taker identifying the specific emotional content evident in
the presentation d a face, and indicaiing the degree of that emotion ona five-point scale. A
subtest that measures the Management of Emotions presents the test taker with an emotional
problem, such as how to cheer up someone who is sd, and asks the test taker to rate the
effectiveness of various aternatives (e.g., “eating a bhg meal”; “taking a walk alone”). If
seledion dedsions are to be based, in part, on the emotional skill s of candidates, the specific
skill s that are necessary and appropriate for particular pasitions must be identified when making
dedsions abou which seledion criteria to use, and the subsequent development of the
asesgnent protocols.

Can Emotional Intelligence Be Taught?

If one ascribes to a mixed model of emotional intelli gence, these skill s are wnceptuali zed as
emotional competencies and can be leaned (Caruso, Mayer, & Salovey, 20023. Proporents of
the Abiliti es Model would reframe this gatement and assert that emotional skill s and knavledge
can be developed. In fact, there is a @nsensus in the literature that emotional intelli gence, as
conceptualized as a set of skills, can be developed through teaching (e.g., Cooper, 1997
Goleman, 1996 Steiner, 1997. Although several core emotional capabilities are developed in
childhood,many of these mmpetencies are pliable axd can be developed and changed (Hopfl &
Linestead, 1997. Exeautives have successully been taught how to recognize verba and ron
verbal emotional signalsin athers (Dulewicz & Higgs, 200Q. Exeautive @mading programs have
been devised to enhance the social and emotiona skill s of managers, and aneadotal evidence
suggests that these skill s not only can be taught, but also can have atremendous influence on
leaders and on a@ganizaions (Dulewicz & Higgs, 200Q. These programmes typicdly coupe
formal instruction onemotions with hands-on training methods such as role-playing (Dulewicz
& Higgs, 2000.

Emotionsand Traits

Emotiond intelligenceis also related to many of the traits that have been posited to be related to
effective leadership. Trait models of leadership examine spedafic persondity attributes that are
thought to underlie leadership ability (e.g., Bass 1985, 1997 Fiedler, 1967 Hogan, Curphy, &
Hogan, 1994 Sternberg, 1997 Stogdill, 1974. As previously discussed, hundeds of personality
traits have been identified as related to effective leadership ability including, for example,
intelligence, extraversion, daminance, masculinity, adjustment (Lord, et al., 1989; drive,
motivation, horesty, self-confidence, cognitive aili ty, knowvledge of the business(Kirkpatrick &
Locke, 199)); sociability, ambition, and perseverance (Porter, Lawler, & Hadkman, 1979. To
date no studies have examined the ampirical relationship between the Big Five and Goleman’'s
definition d Emotional Intelli gence; however, Goodstein (1999 aswrted that when examined at
face value, the five fadors of personality clearly overlap with many of the characteristics
encompassd in Goleman’s definition o emotiona intelli gence (1995. Self-awareness appeas
to involve high Extraversion and low Neuroticism. Self-regulation is comprised of high
Opennessto Experience muded with low Neuroticism. Motivation seans to be best captured by
both Conscientiousness and Extraversion. Goodstein (1999 stated that Empathy and Social
Skill s both seam to be tapped by Agreeadlenessand Extraversion.
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In sum, the relationship between emotional intelli gence and leadership makes intuiti ve sense, and
bath the aility and mixed models afford some darity of conceptualization for this construct.
These models also facilitate and promote the pursuit of developing means by which to bah
measure emotional intelligence, and to develop emotiona intelligence. The @nstruct does not
yet have the support of alarge body of literature; however, the literature that has been pubi shed
is encouraging and future dforts are boundto focus more heavily on this topic in general, and
more spedfically on how it relates to the prediction of leadership pdential.

F. ISSUESAND LIMITATIONSOF THE LITERATURE

Job Analyses

Goodstein and Lanyon (1999, and Tokar, Fischer, and Subich (1998 propaosed that, given the
variability in skills required for success in various occupations, job analyses need to be
completed to identify the personal and interpersonal requirements for success To exped any
persondlity trait to be an effedive predictor of job performance it must be meaningfully related
to the requirements of the pasition. It therefore shoud be expeded that exploratory studies
would provide lower correlation coefficients than studies that have chasen measures based on a
prior rationale for the relationship between personaity and the performance citeria (Bradley et
al., 2009. Future reseachers soud seled persondity trait and criterion measures that are
theoreticdly linked. Given that many meta-analyses completed to date have not differentiated
those studies that have theoreticdly or empiricaly linked personality traits and job performance
and those that have nat, significant persondlity and job performance @rrelations may be masked
or minimized. As Goffin, Mitchell, & Johnston (2000) suggested, the pradice @mmonly used in
meta-analyses of cumulating results across sudies using various measures of personality and
combining both confirmatory and exploratory studies may obscure differences in vaidity. The
adual potentia of personality teststo predict job performance may be underestimated.

Explanatory Models

Conrelly, Gilbert, Zaccaro, Threlfal, Marks, and Mumford (2000 proposed that future
leadership research neads to move beyond investigating simple bivariate @rrelations and
examine @mprehensive explanatory models of leadership. These models doud include
investigations of mediator variables and examine which persondlity traits are predictive of
leadership performance in dfferent situations for different occupational groups. The aithors
suggested that environmental influences could have adired influence onleadership performance
given the environment’ s potential to minimize or maximize leader behaviour and skill utili zation.

Ethics

Like dl asssgnents used to seled employees, to measure their performance or to predict their
patential future performance, the use of personality measurement for the prediction o leadership
abiliti es requires a caeful consideration d ethicd isaues. These @nsiderations are complex,
organization spedfic, and include dl parties invoved (Hough & Oswad, 200Q. Idedly,
organizations foud be dle to justify the use of a particular measure in predicting leadership
with sound ychometric data. Issues of differential profiles for specific groups of individuals
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(e.g., women, minorities) will aso need to be reviewed and addressed if necessary. Hough and
Oswald (2000) reported that research to date indicates that personality variables have little
adverse impact against minorities. This finding is encouraging. Both Lowman (1998) and
Jeanneret (1998) provide useful reviews of the ethical issues involved in assessment and the
prediction of workplace behaviours.

Cultural Implicationsin the Assessment of L eader ship and Per sonality

In his comprehensive study, Silverthorne (2001) investigated the use of the Five Factor model in
Western versus non-Western cultures in order to assess the universality of its application to
personality assessment for the purpose of leader selection. There is reason to believe that the five
dimensions of personality tapped by the NEO PI-R are not stable across all cultures. For
example, Conscientiousness is highly valued in the Chinese culture, but some aspects of
Assertiveness and Dominance are not (Silverthorne, 2001). Silverthorne (2001) compared
samples of effective and non-effective leaders (as identified by their supervisors) in the United
States, the Republic of China (Taiwan), and Thailand. He found evidence that supported the
relationship between the five-factor model of personality in the US sample. Four of the five
factors were related to leadership effectiveness in the Republic of China sample. Only two of the
factors were related for the Thailand sample.

Effective and non-effective leaders scored differently on each of the five factors in the U.S.
sample. Effective leaders were more emotionally stable, more extraverted, more open to
experience, more agreeable, and more conscientious than were the non-effective leaders. In
addition, effective leaders were found to consistently score low on neuroticism while less
effective leaders consistently scored highly. The Neuroticism scale had the strongest relationship
to leader effectiveness of the five factors. These results do not provide a guarantee that
possessing these traits will necessarily lead to effective leadership; but the author asserted that
they do suggest that the presence of these factors indicate leadership potential. Prospective
studies would provide a clearer indication of whether or not these traits are prerequisites to
effective leadership, or whether they are acquired once in a leadership position (Silverthorne,
2001).

In the Republic of China sample, effective and non-effective |eaders differed on the Neuroticism,
Extraversion, Agreeableness, and Conscientiousness scales but not on the Openness scale. The
differences were strongest on the Neuroticism and Conscientiousness scales. It has been
suggested that this finding is in keeping with Confucian philosophy, wherein socia order, proper
behaviour, and relationships are emphasized (Redding & Wong, 1986; Silverthorne, 2001). The
importance in the Chinese culture of following socia rules and traditions appears to clarify this
finding (Punnett, 1995; Silverthorne, 2001). Social and moral attitudes that reflect openness to
experience may be different in Chinese culture and, thus, the utility of the Openness factor in
assessing leadership in the Chinese population is questionable.

In the Thai sample, only Neuroticism and Extraversion yielded statistically significant results;
and the differences on the Extraversion scale were less dramatic than they were in the other
samples. One difference in methodology between the Chinese and Thai samples is that the
Chinese sample used the Chinese version of the NEO PI-R, whereas the Tha sample, although
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fluent in English, used the English version. This may, in part, explain the limited results in the
Thai sample. This dudy touched uponthe important and emerging issue of cross-cultura
applicaions of the study of leadership in genera, and lealership and persondlity specificdly.
Given the multi cultural nature of the Canadian context in general, these results are of tremendous
import and further research needs to be cnduwcted to elucidate ay necessary differences in
asessng and predicting leadership paential in CF personnel of varying ethnic badgrounds.

Psychometric Properties

Rothstien and Goffin (2000 reviewed the cmmon criticisms of personality testing used in the
prediction d personnel seledion, performance and leadership. The aithors identified
psychometric problems with some of the personality assessments, rendering them incgpable of
reliably predicting job performance. It isimportant to know the overal reliability, as well as the
individual scde reliabiliti es for the measures in a given study.

Social Desirability

When using personality assessment in the context of personrel seledion a advancement, it is
esential to consider the important issue of social desirability. As Tett, Jadkson, and Rothstein
(199)) noted, caution shoud be employed when seleding personality measures, as many of the
scdes are highly susceptible to faking. In an attempt to assess the issue of faking, Tett et al.
(1991 examined, in a meta-anaysis, dfferences between studies of recruits and those using
employees as a sample. The authors proposed that reauits would be more motivated to fake and,
therefore, studies of recruits could be expeded to have lower reliabiliti es compared to studies of
employees. The authors found, havever, that studies using recruits adually had significantly
higher validities. Based on this finding, Tett et al. concluded that faking did na reduce the
personality assessment validitiesin their review.

I mportance of Multiple Sources

Conway, Lombardo, and Sanders (2001) outli ned the importance of including multiple sourcesin
the prediction d the performance aiteria These authors examined the validity of subardinate
and pee ratings in job performance They found that both subadinate and peer ratings
acouned for significant variance in oljective measures. They reported that low between-source
correlations were related to the unique variance predicted by different raters (self, supervisor,
subadinate, and peer). It has aso been demonstrated that both self and aher reports of
personality are useful in predicting some components of work placebehaviour. In fact, Mourt,
Barrick and Strauss (1994) foundthat others' ratings of personality were better predictors than
self-reports.

Range Restriction

Bradley et al. (2002 aso nded the limitation of a restriction d range in many of the military
and pdice studies. They suggested that both the predictors and the criteria might be influenced
by this restriction. Personality predictors may be limited given that individuals who are interested
in military and pdlicework may share many similar traits and interests. Furthermore, long kefore
the evaluation d job performance or leadership abilities of these employees, an extensive
amourt of prior selection would have taken place This extensive seledion would have likely
significantly reduced the range of performance or leadership skill within the sample. Typicdly in
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these police and military samples the individuals assessed are functioning adequately or better
and, thus, the low end of the performance or leadership skill range is not assessed, thereby
reducing the strength of the correlations.

G. DISCUSSION AND RECOMMENDATIONS

As evident from this literature review, there is strong support for the merits of using personality
information for predicting leadership performance in a military context. The literature, however,
is equivocal in regards to which personality measures may be more suitable for these purposes,
and even more ambiguous in terms of which specific personality variables might be the most
predictive of leadership effectiveness. It is perhaps too simplistic to expect such easy answers,
given the multidimensional complexity of leadership behaviour in the first place. It is also clear
that the context of the situation must be considered in trying to predict effective leadership (e.g.,
Atwater, 1988). One widely used distinction between transactional and transformational leaders
would suggest that these two leadership styles would be expected to exhibit different levels of
effectivenessin different situational contexts (e.g., Chemers, 2000).

Two major personality theories have shown some promise in predicting leadership performance.
The five-factor model of personality (Costa & McCrae, 1992) has been shown to predictive of
job performance in general (e.g., high Conscientiousness), predictive of leadership for several
occupational groups (e.g. low Neuroticism), and specifically predictive of leadership in amilitary
context (e.g., Bradley et al., 2002). A second major theory of personality, based on psychological
types (Myers & McCaulley, 1985), has also revedled some relationship with leadership
behaviour in military settings. The most common personality profile found in samples of military
leaders is the Sensing-Thinking-Judging (STJ) profile (e.g., Campbell, 1995; and Walker, 1997).
Several other studies have aso revealed some specific personality traits that demonstrate
relatively consistent relationships with leadership, such as. dominance, sociability, self-
confidence, ambition, and intelligence, anong others.

There is considerable research to suggest that, traditionally, military leadership styles tended to
be inflexible (e.g., Cook, 1992; and Valentine, 1994). This inflexibility, however, may now be
inappropriate with the evolving role of militaries in contemporary society, from nationalistic
forces to peacekeeping constabularies (Walker, 1997). In additional, modern militaries are
becoming more technological sophisticated, which may present some challenges for their
traditional |eadership roles (Krembs, 1983).

Other variables that show some promise for predicting military leadership were also considered
in this review, including: honesty & integrity, stress tolerance, and emotional intelligence.
Recent innovations in assessing integrity using a forced-choice item format, may make it a useful
tool for screening military personnel, especially for potential security risks. Stress tolerance has
aready been researched extensively in amilitary context, and it might also serve as a useful tool
for selecting military personnel who are better able to cope in a crisis situation, and who would
be less susceptible to developing PTSD from military operations. Before it can be employed for
operational decisions in a military setting, further research needs to be conducted on the
implications of emotiona intelligence for predicting leadership, and especialy the development
of measures of emotional intelligence with wider acceptance in the research community.
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Some suggestions and recommendations for the Canadian Forces (CF), stemming from this
literature review, can be made as follows:

1. The CF should consider undertaking an extensive program of job analyses to
identify relevant personality variables that would be predictive of leadership
performance in different situational contexts. These job anayses might
overlap with the clusters of military occupational groups that have aready
been identified in the CF.

2. The CF should continue to assess personality in their officer candidates. This
information does not necessarily have to be employed for selection purposes.
Personality information might also be relevant for officer development. Both
current and future military leaders may benefit from a greater self-awareness
of their own personality and leadership styles.

3. The CF should try to develop an organizational culture that accepts and even
encourages greater diversity in personality and flexibility in leadership styles.
The ethical values of individual morality and civic virtue should also be
encouraged.

4. Leadership development in the CF should include a consideration of the
evolving role of the Canadian military. New skills training may be required
for future military leaders, such as in communications, human relations,
counselling, and ethics.

5. Leadership development in the CF should aso consider the challenges facing
officers as they transition from technological specialties at the junior levels to
greater leadership responsibilities at the senior levels (e.g., Krembs, 1983).

6. The CF should support an ongoing research program on both personality and
leadership in officers, and perhaps even enlisted members. With greater
information in both of these reams, perhaps this can facilitate the
development of better personnel selection tools. In turn, this may enhance
both job and leadership performance in the CF. Also, multiple measures of
both personality and leadership styles should probably be employed.
Psychometric problems should continue to be addressed in future research.

7. Measures of both integrity and stress tolerance might be considered as useful
screening tools for military personnel in the CF. Further research needs to be
conducted on emotional intelligence before it can be employed operationally.

8. Issuesin the assessment of personality and leadership styles, such as potential
cultural differences for minorities and women, should also be reviewed for
their potential CF policy implications.
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APPENDIX A: Domains and Facets Measured by the Revised NEO

Per sonality Inventory (NEO-PI R; Costa & McCrae, 1992)

Neuroticism:

N1  Anxiety

N2  Angry Hostility
N3  Depression

N4  Sef-Consciousness
N5  Impulsivity

N6  Vulnerability
Extraversion:

El Warmth

E2 Gregariousness

E3  Assertiveness

E4 Activity

E5 Excitement Seeking
E6 Positive Emotions
Openness:

Ol Fantasy

02  Aesthetics

03  Fedings

O4  Actions

O5 Ideas

O6  Vaues
Agreeableness:

Al  Trust

A2  Straightforwardness
A3  Altruism

A4  Compliance

A5  Modesty

A6  Tender-Mindedness
Conscientiousness.

C1 Competence

C2 Order

C3 Dutifulness

C4  Achievement Striving
C5  Sdf-Discipline

C6 Deliberation



