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CHAPTER |

INTRODUCT ION: THE PROBLEM, REVIEW OF LITERATURE AND HYPOTHESIS
Statement of the Problem

This study explores the relationships among the variables of
satisfaction, performance and ieadership within the context of a
particular type of classroom setting—large sections of introductory
soclology classes. In particular the influence of different leadership
styles on member behavior is examined. The questions raised are: (l) Do
different types of classroom leadership Influence student's performance
and satisfaction? and, (2) To what extent is student performance and

satisfaction related under different types of classroom |eadership?
Conceptual Framework

Independent Variable

Descriptions and analyses of leadership have foliowed two approaches:
(1) that of assuming leadership to be a function of personal ity ftraits,
e.g., aggressiveness, high intelligence, decisiveness, etc; and (2) viewing
leadership as a situational phenomenon; that is, leaders arise to meet
the demands of particular situations. The first approach has not been shown
to be fruitful while The second appears To be a more useful way of approaching
leadership phenomena. Cilassroom leadership In this study was, by design,
situational in nature.

The variable satisfaction, performance and leadership appear fo

cluster In some common relationship. One of the objectives of this study



is to identify in what sorts of contexts the three variables are closely
associated and in which they tend to appear independent of each other in
the classroom. |

While research does not indicate a consistent or necessary
relationship between satisfaction and performance, the |iterature provides
ample support for the proposition that leadership affects satisfaction
and performance in the group context. For example, in their study of the
effect of differing leadership role types on.group behavior of children,
Lippitt and White identified three leadership role types which produced
significantly different behavior.! The three leadership role types were:
(1) Mauthoritarian," characterized by extreme directiveness and role
rigidity, as well as aloofness from group members; (2) 'democratic,"
described as being objective, helpful to group members and quick to praise
good work; (3) the "laissez-faire" role type, in which the |eader is passive,
not given to praise, criticize or provide helpful suggestions.

The results of The study indica?ed that leadership style produced
distinguishable patterns of group behavior; (1) Under "democratic"
leadership, the children qisplayed warm, friendly relations with each
other, were able to work in a cooperative atmosphere and progressed at a
steady rate toward the accomplishment of.group goals; (2) children under
"laissez-faire" leadership had more diffliculty In achieving group goals and
dispiayed a lack of group goal—ofienTaTion in thelr activities; (3) under
"authoritarian" leadership, two patterns emerged, aggressiveness and apathy.

The children were |eader orientated and quite dependent of the directions

lRonald Lippit+t and Ralph White, "An Experimental Study of
Leadership and Group Life," in Swanson, Newcomb and Hartley (eds.), Readings
in Soetial Psychology (New York: Henry Holt & Co., 1952), :



of the leader, although the aggressive reaction indicated a rebellion
against the leader, while the apathetic children seemed fo cognize their
submissiveness in forms of "felt frustration." Other research has further
pointed to the influence of |eadership style on satisfaction and performance.
In a study by Katz, Maccoby and Morse, high productivity was found
to be closely associated with quasi-democratic supervision.? Supervisors
of high producing work units apparently delegated authority and did not
closely supervise their subordinates. Supervisors of low producing units
frequently checked up on employees and were more rigid in gliving specific
work instructions. Also indicated in this study was the tendency for
high satisfaction to be related to a preference for "general supervision.'3
And the supervisors of high sections were more |ikely to rate high on the
"demécraTic characteristics" scale than were the supervisors of low
sections, while low supervisors were rated high on the "authoritarian
characteristics scale" and high supervisors ranked low.
Generally, then, both studies reported above suggesf-a "causal" chain
in which democratic leadership produces high saTisfacfion which in furn
results in high productivity or performance. Similar findings can be

reported in a variety of contexts.t

2Daniel Katz, Nathan Maccoby and Nancy Morse, Productivity,
Supervision and Morale in an Office Situation: Part I, Ann Arbor: Institute
of Social Research, University of Michigan, 1950,

31bid., pp. 32-33.

“See: D. Katz and R. Kahn, "Leadership Practices in Relation to
Productivity and Morale," in Cartwright and Zander (eds.) Group Dynamice
(New York: Harper & Row, 1960), pp. 554-570; F. J. Roethlisberger and
W. J. Dickson, Management and the Worker (Cambridge, Mass: Harvard Univ.
Press), 1939; and, D. Katz, N. Maccoby, G. Gurin and G, Lucretia,
Productivity, Supervieion and Morale Among Railroad Workers (Ann Arbor:
Survey Research Center, Michigan Univ., 1951),



However, There are conditions undef which this relationship does
not hold. Indeed there are findings showing_a negative relationship
between satisfaction and productivity and leadership style. For example,
Berkowitz explored the relationships between satisfaction and performance
and the "sharing of leadership."3 Data indicated that group members were
somewhat dissatisfied with the leader's "permissiveness." The data also
indicated that the implementation of democratic, authority-sharing
leadership styles was detrimental to group cohesion, satisfaction, and
producfivify. Berkowitz proposed that preconceived notions of leadership—
as a value—functions much the same as a value in‘any normative systems;
individuals who violate the groups behavioral expectations and normative
prescriptions are rejected. |t is apparent that decision-making groups
demaﬁd strong, direct, aggressive leadership from the designated leader,
resulting from the collective sense of urgency in the making of decisions
or solving problems within the group context. Consequenfly, group members
rejected those members who displayed leadership but were not considered to
be "the designated leader,"®

Leadership style, then, has been shown to produce discerable patterns
of behavior, although the same type does not necessarily produce the same
behaviors in all contexts. The importance of leadership style, vis-a-vis

the classroom, lies in the differential attitudes and bahavior which may be

5| eonard Berkowitz, "Sharing Leadership in Small, Decision-Making
Groups," The Journal of Abnormal and Social Psychology, Vol. 48:2, (April,
1953), pp. 231-238.

6Bass further suggests that satisfaction and performance may be
affected by interweaving variables, such as differential participation in
instrumental activities, supervision and differences in experience and
age among group member, B. Bass, Organiaational Psychology (Boston: Allyn &
Bacon, Inc., 1965), pp. 38-40.



a function of leadership. Although the leadership styles will be discussed
more explicitly in Chapter {1, it should be noted here that the writer
proposes that in the classroom, laissez-faire and democratic leadership
types may produce differing behavior and attitudes which are manifest in

expressed satisfaction and performance.

Dependent Variables
The variable satisfaction has been used in conjunction with and
often times synonymously with "morale." In elaborating on the dimensions
of worker morale, Miller and Form point out that, "The concepts of 'satisfaction,’'
'motivation,' and 'esprit de corps' float around within the scope of
~employee morale."? Miller and Form further provide three working definitions
of morale:
|. Morale is the sum of satisfactions which the individual (or group
members) experience because of his membership and involvement in
‘an organization.
2, Morale is the state of motivational drives through which the
individual (or group members) experience confidence in his ability

to achieve goals and Yo cope with future challenges.

3. Morale is the consensus of "esprit de corps" exhibited by a group
in the pursuit of group goals.8

Morale, then, is a group property expressed through the satisfaction
of individual members, and aggregate measures of satisfaction are used as
indicators of morale. In this study, expressed satisfaction is viewed as a
manifestation of morale. Thus, for example, dissatisfaction expressed by
class members is an indicator, a reflection of low morale, and high

satisfaction and indicator of high morale.

7Delbert C. Miller & William H. Form, Industrial Sociology: The
Sociology of Work Organiaatione (New York: Harper & Row, Inc., 1964), p. 706.

81bid.



A task of This study is to explore'The associatlion between
satisfaction and performance under different leadership styles. The
importance of satisfaction and performance for understanding the behavior
of men in organizational research., Several outstanding researches appear
in the Iiterature which treat satisfaction and performance as key variables.

Mayo, Roethlisberger and Dickson, in the now well known "Western
Electric" or "Hawthorne Plant" studies, were concerned with identifying
factors leading to increased worker productivity. In the various Hawthorne
experiments, the researchers concluded that worker morale is a function
of informal infteraction among workers. Consequential research at the
Hawthorne Plant revealed that worker morale and productivity were closely
associated; where morale was found to be low, productivity was low and
where‘morale was high productivity was high.?

However, the Hawthorne studies have drawn some criticism. Whyte,
for example, has suggested that because the workers, as research subjects,
were aware of the experiment they may have responded more to their "special

10 This bias in the research

treatment" than to changes in work situation.
process has become known as the "Hawthorne Effect." Carey maintains that

due to flaws in experimental design and the Hawthorne effect, the

9See: F. J. Roethlisberger & W. J. Dickson, Management and the
Worker (Cambridge: Harvard Univ. Press, 1931); Roethlisberger and Dickson,
Counseling in an Organization (Boston: Harvard Grad. School of Bus. Admin.,
1966); Elton Mayo, The Soeial Problems of an Industrial Civilization (Boston:
Grad. School of Bus. Admin., Harvard Univ., 1945); Also see: Reinhard Bendix
and Lloyd Fisher, "The Perspectives of Elton Mayo," in Amatai Etizioni (ed.},
Complex Organizations: A Sociological Reader (New York: Holt, Rinehart, and
Winston, 1961), pp. 113-126; and Reinhard Bendix, "The Contributions of
Elton Mayo to Managerial l|deology," in Bendix, Work and Authority in Industry
(New York: Harper and Row, Inc., 1963), pp. 318-319.

10Wi||iam Foote Whyte, Organizational Behavior: Theory and Application
(Homewood, Il1l: Richard Irwin, Inc., and Dorsey Press, 1969}, pp. 32-33.



Roethl| isberger and Dickson data do not support the conclusion that friendly
supervision and a cooperative atmosphere leads to high worker morale and

1 The Mayo, Roethlisberger and Dickson studies

increased productivity.!
gave rise to a plethora of researches invéstigating the relationship between
satisfaction and performance.

Katz, Maccoby and Morse, through the Survey Center of the University
of Michigan, explored, "(I) employee attitudes related fto productivity,
(2) supervisory beliefs and practices related to productivity, (3) the
interrelationships of the various dimensions of morale and their
determinants."12 Workers from two departments of an insurance company,
whose work was paraliel in amount and type, constituted the sample. By
referring to the companies productivity fecords, the research team
discerned "high" and "low" productivity groups. Free answer interviews
were used for both supervisory and nonsupervisory employees. Items for the
supervisory infterview schedule included descriptions of supervisory
behavior in relation to subordinates and superiors, attitudes towards ones
own job, superiors, subordinates, the company, and company policies. For
non-supervisory employees‘iTems included measures of, "(l) own work group,
(2) own job, (3) company and company policies, (4) job status and salary
and (5) supervision."13

Signiflcant differences found between "high'" and "low" productivity

groups appeared to be a function of style of supervision. Morale was

11plex Carey, "The Hawthorne Studies: A Radical Criticism,”
American Soeiological Review, Vol. 32 (July, 1967), pp. 403-416.

12Katz, Maccoby, and Morse, op. ett., p. .

1371pid., p. 12.



conceptualized by the research team as (I) pride in work group, (2) intrinsic
Job satisfaction, (3) financial and status satisfaction and (4) satlisfaction
with the company. Only on the "pride in work group" dimension of morale
were significant differences observed, with the higher producing groups
displaying a greater degree of pride in the work group. Measures of the
other three dimensions of morale yielde& no differences between high
and low producing groups.!*
Moore and Burns compiled data for a morale index from 500,000

employees in industry.l® A survey checklist was utilized which consisted
of |4 categories relevant to morale. Workers were categorized as (1)
production workers, (2) first |ine supervisors and (3} office workers.
The producfion workers were lowest in morale; office workers were somewhat
indifferenT; and management personnel (first |ine supervisors) indicated
the highest morale. Among the production workers, lowest satisfaction or
morale scores were indicated on "Job Demands," "Friendliness, Cooperation
of Employees," and "Supervisory-Employee Relations" items,18 ‘!T appears
evident that satisfaction among production workers was influenced by
work load, relationships with fellow employees and relationships with
supervisory staff.

- Shiis and Janowitz investigated morale as influenced by primary and

secondary group ties in the German Army during World War 11.17 Units in the

147p1id., pp. 62-63; also refer to Chapter IV, pp. 48-61, for tabulations.

| 15pavid Moore and Robert Burns, "How Good is Good Morale?" Factory
Management and Maintenance, Vol 114 (January, 1956), pp. 130-136.

161bid., pp. 135-136.
17g, Shills and Morris Janowitz, "Cohesion and Disintegration in the

Wehrmacht in Worid War |1," Public Opinion Quarterly, (Summer, 1948), pp.
280-315.



Wehrmacht remained relatively cohesive and morale continued fo be high
during the last year of the war. American propaganda attempts to break
morale had limited success although Germany's defeat was imminent. Shils
and Janowitz pointed out that American propagandists oriented their
propaganda toward breaking down beliefs in Nazi political convictions and
ideologies. Careful analysis of German Army Information, documents
prisoners-of-war, etc., however, verified Shils and Janowitz's proposition
that the military effectiveness of the Wehrmacht was attributable to high
morale which was a funcfion.of.sfrong primary group ties within military
units rather than a pervasive acceptance of.Nazi ideology. Few German
prisoners expressed strong political convictions when interviewed. When
conditions al lowed military primary grouﬁs to form and become cohesive
uniTg, morale was enhanced and maintained and the group functioned as a
relatively effective military unit regardless of the political convictions
of the soldiers. However, military leadership at the squad ievel, composed
of those who tended to be the hard core Nazi idealogues, did provide
stability in the Wehrmacht unifts.

In a somewhat simi!ar study of the Eighth Air Force during World
War 11, Stouffer et al., found that morale strongly influenced the efficiency
of air combat.l8® The alr force enjoyed overall high morale, especially
among flying personnel. Chief data analyst for this part of the study,
drvin Janis, found that, "combat flying personnel consistently tended to

express relatively favorable attitudes as compared with men in other types

18samual Stouffer, trving L. Janis, et al., The American Soldier:
Combat and its Aftermath (Princeton, N.J: Princefton Univ. Press, 1949},
pp. 324-410,
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