CHAPTER II
REVIEW OF PERTINENT LITERATURE

Research in the [ndian fiold analyrzing the qualitiog of high
performing executives at various levels, or studies wvalidating
various testing procedures for selecting perssonnel in industry
has not received adequate attention of researchers. Barfing a few
stray thoughts from scholars, the problem of selecting executives
1s almost a neglected neglected sector. In the area of banking
‘managers, the situation. is more discouraging. The.obvious reasons
are the late devalopmént of business and trade in India and -+the

slow . emergehce of the managerial class as a separate identity.

'

Pareek (19693 in his directiory reported 51 studies in the
area of management, of which only one was related. to selection of
mén@gement personnel. Most of Lhe references were unpublished
theéig covering -‘generic subjects like, éersonnel management
practices 1in textile industries or workers paréicipatipﬁ, _etc.
One of the earliest research Wwas Patel™s ”(i959) study on
executive éersonality, The subsequent survey (Mitra et al, 97 )
did not show any éonceivab;e improvement as under the head

selecton of executlves although il studles were reported most

~)

i "\ -

of these _were not of much practical utlllty for 1ndustry The
gurvey of HRD pragtices in India industries by Rac and Abraham’
(1982) covering 45 industries revealed that not a single company

in India had potential appraisal systeml The Centre for Human
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Resources Development conducted similar survey in 1984 (Pereira,
1986} covering 53 organizations and found that only one company
used systematic potential appraisal. Even that company was in the

érdbess of developing such a system.

The popular subjects of study seem to be managéfial
motivation, satisfcaflon, moral managerial va{ues. organizational
development, MBO, social orgin of managers, managerial training
and comparative studies between private ‘sectors and publzr
sector. Subramanian (1971) found that it was the mlddle clas ‘of
India who dominated the publ;c services. As compared to civil
servanﬁs, 3they included a higher proportion of mafhemat1cs.
_sgiénce and engineering graduates. There was é reépénised
proportion of foreign educated and public‘school' educated men
amongsat Lthe mogt sacaesrful In tﬁa manager s dlaaé. Qutﬁo:nu
qualities like extracurricualr activities also pridominated niﬁ
the managers. Jain‘(1971) made a comprehen51ve 3001olog1ca1 study
of ﬁanagers in 116 maﬁufﬁcturing and processxng organlzatzons Jin
india and.* found that most of the managers from these
organizations came from families engaved in elite occupations,
hailed from industrialized or urbanized states belonged to highly
‘edﬁcated group mostly with engineering or séience education, most

lxkely belonged to hxgh caste Hindu and 1n the:r early 40%s  with

around 14 years of work experience.

;o

Contributions have been made in the areas of managerial
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motivation (Laxminarain. '1973), ‘managerial job “satisfadtion
(Gopalakrishnayya, 1973), job motivators of ‘executives (Péstonjee
and Basﬁi 1972), training needs of ‘managers (Philip, 1972};etc5
The most conspicuous missing aréa in these sﬁﬁdiqs*is that there
_are no enquirlés about the professional pefsonality of an
executive. Some‘ studies have been made on author1t§~;ané pover
{(Kakar, 1971). good and bad supervisor s characteristics (Daftuar
and Kraishna, 1971), managerial values (Agarwal and Jain, 1976),
and beliefs of the super&isory staff in the banking industry

(Dayal, 1978). There are many interesting studies in the area in-

\ Loy

the western countries particularly in the USA.

Techniqueé of Potential Appraisal

Studies in the area of potentialities of executives
encompasses two broad areas namely tools and ,techniqggs of

appraisal and potentialities factors. ’ . >

Personal Ihter&lew

Miner (1970) presented four studies which examined the
efficiency of the personnel interview as a predictor of future
success The criteria of success used vere performance raitings,
compensation change, tenure and promotion.i A standard interview
form was used consiting of 18 specified areas tp bé exglored in
the interview session.These were later scored in Jierms of

positive responses and total scores compiled. The ‘interviewvers
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were of 3 types¥ managers, érofessiqnals, ‘ and personnel
administrators " 'Results supported the hypothesis tﬂét} the
interview could predict significantly only for the criﬁérlon of
pgomotion. Even for ‘this purpose thére dbpearea .to be some

difference in prediction based upon the type of interviewer.

Rating Scales

Gouah ot al (1978) studiced a 300 - 1tem Adidjective Cheok
List as a predictor of leadership ratings in two Italian officer
training programmes and the US Military Academy at West Poant
with 244, 415 and 532 sampled éubjenfs regpectivély in the 3
_groups. A 50-item Military Leadership Scale (MLS) vas developed
from protocols gathered at the time of application or'entryf Its
correlaéidns with'the leadership criteria, - avgilépfa’ffom:i to 4
years later were .25, .19 and .22, respectively. High scorers
' dgscrlbed themselves as conscientious, self~disciplined and goal-
directed. Low scorers described themselves as less vell-organized
and as’ héving ‘more varied and less socially des;ragle
dlspositléns In a sample ot 100 U3 Air Forrce officers., MLS
correlated .24 with a composite vriterion ol perrormance. rFor ol
males and 61 females rated on leadership 1n experimenlal
”leadérless group discussions, correlations between ratings~‘and
M?S were .39  and .30, respectively. Psfcho~dzaqnostic

implications of the scale included self-conf1denée, ‘ambition,

1nitiative and industriouness for persons with high scores and

#
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awkwardness. lack of ambition and narrowness of intefests ;for
those scérlng low. Tenopyr (1969) found tﬁat a nevly ’de§eIOped
Leadership Evaluation and Development scale‘(LEADS) Qés the best
(xﬁ.aﬁ)lof 4 pvredictors of salary corrected for age and length of
service. Other predictors were a verbal comprehension meaéure and
the two Leadership Opinion Questicnnaire scores. LEADS was also
found to be best predictor of pcrsénnel department ratings on
performance4 in the employee relations ‘area. None of the.
predictors was _signmflcant}y related to superviscors' ratings.
Megnlngful(dimensgons of supervisory pertormance not indicated by
.the other predictors appear to be measured by LEADS. The above
studies suggest that supervisors can make discriminations’ among
various aspects -~ of managerial role and 3agcordin51y va’ proper
rating scale can be designed and‘adminxsteréd fop‘ &etermining

strength and weakness of executives.

It lwas observed in some studies that certain intervening
variables ‘are infiuencing the rating pattern of 'supgrviéprs.
Kiﬁhis et . al (1981) found that the leadefsx perception of the
followers as internally motivated was strongly related to
favourable evaluations of leaders by their followers. Leaders'’
employee® evaluatibns - were not related to the followers'
péfforméncef As supervisors are 1n é position to~§ass judéement,
they aré ego~invol§ed51n tﬂat :ole.’ Peers rating éan be taken]as

a more obiective method of assessment under certain

circumsliances.
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Mitchel {(1973) correlated 24 predictors with a criterion. of
salary growth measured 1, 3 and 5 years after the sampled
subjects were assessed. Before conducting the analyses sampled
subijects were grouped into 3 generations based on the year they
were assesed. Peer and assessor ratings, along with linear
combinations, were significantly correlated with the craiterion.
Orpen (1983) obtained peer rataings on 9 personality traits (e.g.,
ambition, independence, emotional stability) deemed important for
success 1in managerial positions for 55 male managers involved - in
a 1 - month orientation programme that familiarized workers w:ith
all aspects of thejir company. Ratings were obtained at the end of
oraentation and were used by supervisors to predict. subsequent
on—-the-job performance. The peer ratings were found to 5@ good

predictors.

Personality Inventories and Other Testis

Ghisell:l and Barthol (1953) searched various professional
journals and books published from 1919 to 1953 and covered a
total of 113 studies dealing with the validity of personality
inventories in emplovee selection. They found that in various
studies scores on personality inventories correlated better with
proficiency on a wider variety of 3jobs than might be expected.
They studied the trend by calculating the weighted mean wvalidity
co—efficient through Fisher's <2 for each of; the ma jor
ocqupational‘ grouips. They studied 8 groups. The mean validity

co—efficient . of personality.inventories in selection of - higher



levelisupervisors,was lbw {r=.14) and for -foreman also it wésAlpw
{(r=.18). For clerks, mean co-efficient value was .25 and some co-
efficients ranged from .50 to .65 It wvas a reasonab}y good
predictor for «clerks. In Knauft's study (19513,‘ theV:Stréng
Vocational Interest Blank was admlnlstereq to 38 managers ”of
shops 1n a retail bakervy chain selected on the basis of job
success. The criterion of jo0b success wasla ratio of controllable
costs to the sales of the unit under the manager's direction. An
analysis of  Lhe h-dn SCres ol the yroup, Dbaged ou‘ Lhrong s
Vo&atlonal keys, revealed the folloﬁing paterns of meésu}ed
1nteresté : meanscore of B+ for production“ manaéer; ‘primaly
pattern of Group VIII occupations with a éco}e of A for ‘offlce
ﬁan; B+ for accountant, purchasing agent ana mortibiaﬁ“an&mé for
banker; tertiary pattern ain Group IX, the sales occupations;:mean
score- of B for'pr651dent of manufacturing conée;n. Hicks and
Stone (1962) made a study to determine if a broad battery of
tests covering aptitudes, temperament and creaﬁiv1ty could Dbe
used to identify certain basic characteristics for selection,
promotion and training purposes; to evaluate the effectiveness of
a teswt hattery in dioer Iminating  bet ween successtill . and
unsuccessful managers. A comprehensive battery covering Guilford
-~ Zermmerman Aptitude Survey, Cdlifornia Test of Mental Maturaity
and Structured - Objectivé (3~0) Rorschach Test .vere admlniétered
to 76 managers, supervisors., shop foremen ‘énd »epgineéring
supervisors‘of an autonomous, medium sized operating dlvisfon of
a major panufacturing‘organizatlon. The test results vere related

to ratings of overall performance, promotability and versatality

by peers and superiors The test battery showed significant



correlations with peer ratings (r=.46 to .68) in the areas‘ of
performance, promotability and versatilaty, but the test results
showed significant correlation (r= 44) only with the superviser™s
evaluation of versatility. The correleations between the ratings
vif sy vainsor e arul peers vere tust o very larges pesint tng thats Lheay
were using different standards of evaluation . It showed that
tests can predict manager;al success to a significant degree.
Successful managers in this organization had shown a great deal
of emotional strength. Mever and Resentretter (1978) examined the
va}idity‘ of a battery of tests including the Adaptaﬁliity Test,
. édpervisofy Practices Tes£ and Supervisory~lndéx fé; promotion
deéisions of i1ndustrial supervisory applicants. A job analysis
approach to wvalidity was undertaken to determine the possible
predictors of success on the job. These were mental - ability,
gupervisory skill: supervisor attitude, age, education‘and length
of >service. 79 supervisors completed the battery and provided
information as to education, age and length of service. Reéults
of analysis indicated that potentially above average superviéors
could be identified through the use of a mental adaptability
test, a supervisory skills test, level of education, and an
attitude toward supervision test, all of which showed significant
relationships. Braun- and Knoche (1978) demonstrated in a study
that clinical efforts has great utility in prediction of 3j0b
performénce. Officers of a bank were administered a battery of

tests including the Humm-Wadsworth Temperamen@ Sca}e. Kuder
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Preference Record, and intelligence tests and were observed apd”
interviewed by a psychologist-consultant during 1968-1970.  In’
1973 and’ 1977, the game employees were evaluated for management --

potential, based on ~observations of their performance.'

Comparisons. between (a) consultant™s predictions bésgd on test
scores and (b) the results of tLthe later performance evaluations
facilitated a wvalidity check of tests. Results showed a
saignificant relationship between the consultant’™s predictions and

£he 1973 and 1977’performance ratingé

o

Cummin (1967) reported a  study in ‘which theu‘Themaflg '

Apperception "Test was used to measure n - achiegement, n -
affiliation, ‘g - power, . n - autonomy, pn - aggression-and n -
deference in 2 groups.of sampled subjects. The farst. group
consisted of more successful business executives.The successful
group had signiflcantly higher scores in n - achievement and n -
power than the unsuccessful ones. Chauvin and Karnes (1982},

reported_ a study of Leadership Inventory, administered to 122

gifted students in grades 4 - 7 to determine the reliability.

The Spearman — Brown formula vielded a realiability co-efficient

of 687, and Guttman split-half formula vielded .683

Some psychologists tried to argue that personality tests are
executive lovalty tests; they mould the executive personalities

in an organization and as such they are invalid for executive

selection (Whyte,1954). To this, Stark -(1960) explained that the

tests are only translators as they translate into technical and
nunerical terms the personality philosophy or values held by top

management and expressed continuously in 1ts executive personnel



decisions. He explained that tests are neutral as they do not
.determine the value of a score in selection. The managemept
‘ Qecides on the basis of jgb'specification'whether a high score or
low score on a particular personality factor 1is required. In
aﬁother study, executives found that the test results are very

interesting and helpful (Ward 1960).

Brown and Ghiselli (19852) tried to test the hypothesis that

there is a close 1link between the validity of a  test in "

prediction of trainabilaity and in predicting job profipiencyr

They studied 127 pairs of validity co~effaicients of many tests

for wvariety of occupations with respect to training of job

proficiency. The findings indicated a lovw relationship between

the wvalidity of a test in the prediction of training success and.

in the prediction of 3job proficiency. The _.potentialities

required ‘for training success vere different from potentialities

important for job success.

"Psychological tests cannot be considered as general solution
for all 1lls  in managerial selection. Bowin and Leonard

(1981 )studaied the validity of Ghaisell: Self-descraiption

Inventory as a predictor of managerial success. They reported a -

study 1in which 24 middle managers from two business enterprisges

completed a Self-Description Inventory (SDI),an empirically based .

instrument designed to identify _the traits aQQQ“talehtsf of;

successful managers. Sampled subjects were also. evaluated by

= PN -
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their 'vice~presidents as to whether they had achieved enough

success Lo warranl congidoration (o promel yon, The 8D failed Lo

distinguish between successful and unsuccessful managers. Monappa

and Saivadain (1976) investigated the use of psychological tests

-for exécutive selection; Sp&lelcallY: whether such}tests had
helped organizations predlct the performance of executives on the
job. Of a random sample of 75 organizations, only 5 were using
psychological tests for executive {management trainees)
selection. Test scores of' 30 manadgement trainees from 3
organizations were correlated with their farst performance
measuré after job conflrmétién. - Results suggested lack‘ of
relationghip between tesﬁ scores and performance measures The
toﬁ{ HBOOY @63 se@med .o predict neither the overall performance
nor the specific clusters of performaﬁce elementé. Webb (1969)
suggested thgt when tﬁe test is administered with more definite

instructions, followed by testing the limits, and when overt
behaviour rather than sub-conscious tendencies are used as
criteria for interpretation the potential executives and many
others with éotential for solid achievement can be located.
Selection of executives througn psychological tests would bring
about changes through out the organization. It would change
management ~s _relations to emplovees,to the union, the personnel
department and to the line organization. Haire (1950) therefore,
suggested that management should take a firm step, examine its

philosophy and beliefs before undertaking such a sophisticated



method of selection. The efficiency of raters on rating scales

can be improved by such efforts as training (Norton et al, 1977).

Assessment Centres

The recent developments in .the area of measurement of

executive potential and executive selection suggest comprehensive
methods as followed 1in assessment centres Huse (1962} described
a comprehensive method of assessment of higher level personnel.
In the assessment programme that he reported ,six sets of ratingé
were used .They were intervievwer™s ratings, projective ratings,
test ratings, report ratings, final ratings (based on full - and

éomplete information) ' and criterion ratings. " In general, the

prediction of job success based upon psychometric data tended toy

be higher than the prediction of 3Job success' based upon
interviews or projective tests. The validity of predictbr ratings
made on the bagis of complete information was éositivel‘ Six - of
“.the eight scales vere significant at the five .percent level.
However, in general, the ralings based upon complete inrormation
were no more valid than prediction based upon the test battery
alone. Examination of the data suggested that the psychologist
writing the final report might have been unduly influenced by his

interview impression. . The vresults of the factor

v

indicated that the two factors.namely, intellectual abjfity and

flexibility and energy expended on the job had the ‘greateét

predictive wvalidity. The general 1ntellectual apility and

flexibility was i1dentified to be covering both the ability of the

‘analysig .



individual to handle complex problems and (at the same time) fo
exercise intellectual flexibility and orlginaliFQ. WO116w1c£'énd
McNamara (1969) concluded 1in a study of assessment center that
sitpational tests add tn the predictiveness of paper and pencil
tests. _Also' demonstrated was  grveater predictiveness through
satistical combination of the programme variables, rather than %
subjectively derived overall rating. Finkle and Jones (1970)
reported successful experience of using a comprehensive
procedure forlassessment of corporate talent in the Standard 01l
Company of Ohio. They suggested a package, a system of assessment
and a 'éqmmunicationk programme in the area ‘of managerial
\ seleqtion.Thé' packageloonsisted of a full work schedule in thch
3 days -are ,devotedf'to informatiﬁn gathering and ~2'f‘dayL=.3 to
information evalﬁatlon“ This method 1is characterise& by use of
multiple technigues, participation in assessment process of three
managenent obsgrvers and two psychologists in c¢linical and
ésychometric areas to report in non-technical narrativé'form for
the Seneflt -of management, training and orientation- by '"non-
vuling" psych%loglst and chalring the committees Qy 4 Tnon

voting" non-psychologist. Worbois (1975) reported an experience
. of assessment\yorkshqp conducted for 48 male lst-line supervisors
. from engineering,production and construction érgasmoi”a_COMpany:

The. workshop results. were compared with raﬁingsf‘bf ‘théae

supervisors: by their. own supervisors on (a)specific ‘behaviour

guestionnaire, (b)scales measuring the 12 abilities‘included' in



the asgessment procedure, and (c)y an overall rating of
performance.Assessments‘of'both~overa11 supervisory pctential and
the level vhich the supservisor was expected to reach in  the
company‘,showed significant‘ pogitive corrélations with' ali 3
criterion measures. Assessnents of the 12 abilities correlateﬁ
positively with the scales measuring these abilities. The
validity of assessment centres for predicting advancement appéars
tco be adequate in longitudinal studies (Ritchie & Mouses,1974).
Hinricha (1978) veparted a study of 47 individuals evaluated in a
management asgessment centre in 1967 1n the marketing
organisation of a large manufacturing company and were followed
up atfier 8 yeérs for 40 1ndaviduals slill with the company. The
shrunkewn multiple correlation of these 2 predicpors with level
attained wasg .58. Characteristics of aggressiveness,
persuasiveness, oral communications and self-confidence pius test
scales  of ascendency and self-assurance wvere most strongly
related to level attained 8 vears later. Otis et al, (1962)
suggesited that an ideal! assessment procequre should have the
following elements: a detailed description of the position fér

which the individual being appraised should be available. This

should include intormation on the psychological characteristics

of the 3job environment. Both the wpsychological tests and

Projective  technigues are required because of their demonstrated

value. Interview is necessary for public relations purpose and

to provide the psychologaist with a more personal frame of
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reference when reporting the appraisal results. It was pointed

out that a psychograph, based on an objective description of the

position for which the individual 1s appraised, would assist in.

communicating all of the usable information to the .decision
makér.‘ Psychologists are required to interpret the requirements,
of unique positions and evaluate the relevance and importance of
certain personality factors., for iob success\and to match these

two.

4

The above studies 1indicate that the validity of various
testing. procedures, appré;sal tools and techniques in prediction
of  managerial potentialities is varied, The wide variations in

validities could be attributed to differences in the types of

tests. 'The testing condition in various studies were different

which ‘could probably  have pver—weighing influence on the

results: Each method.of selection has shown some uti;jtyf‘ Better

resulﬁs can: be achieved with proper sophistication and réfinement

in using any méthod.Thé ability of the assessing grodp may‘ alsb

serve as a moderator.

Studies on Potentialities ¢of Executives

Studies on managerial leadership 1s of perennial interest to

social scientists. Success in physical as well as social world

demands a high level of practical abilities of the leaders.

Barnard (1981l) emphasized that the most generous strategic factor

in human co-operation is executive capacity. Most of the early

o T



studies 'on manager as an individual were of' prescriptive in -

nature. Stryker (1958) elaborately dealt with the concept. of

executlve qualltlcs and deqcrzbed the capacity for increasing hlS

understandang, of himself as a ba51c trait for growth of én .

‘executive. Barnard has suggested that the ﬁosﬁujunlveréél\

qualification of an executive ig Jovalty He Thas furtheraddedw

that the specific personal abilities required are of two classes:
relatively general abiljties involving general alertness,
comprehensxveness of 1nterest flexzbzlity faculty of adjuatment

e

poise,, ‘ courage,, 'éﬁpk;‘ and spec1almsed abzlzbles based,"oﬂ
part1cu1ar apt1tudes and acqulred technlques HIS 1s a gengral
' ;approach to the study of .executives, although he 1ndlcated that
these qualities of executlves would be varylng accordlng to the
pos:t;ons of executives in the line of authqrrty.n It'does jnot

suggest that qualities regquired should be j6b4spec1fic, é;s

emphasis 'is more on the general functions of an executive. He .

B

prescribed general traits for the organization as”‘g vhole.
Ofgapigatzpngﬁ do require from their managers abi;zﬁj po abéorp
and adjust to'changes. Freedom of management‘and ﬁanagér Qould
rest on their capabilities to manage change. Otherwise they will

. be fa01ng 1ncreased regulatlon and control from out51de'(Houston,

‘ M r M -~
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Randleg“j1956); made a. study of\1427 executlves of alk
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functional areas .from 25 dlfferent ’ companlegv':coverlng>~

-
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manufacturing firms, finance, utilities and mining‘bféénizatibnsl‘
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Extensive information was obtained through the >Study ’ df,

background and experiencé, appraisal of skills and attributes and

performange and psychological tests followed by interview. The
most signlficanf qualitiés identified wvere: pOSItjon“performancel
drive, intellectual abilities, leadership, administratlon;
initiative, motivation and creativeness. In another study, level-
wise differences 1n the personality structure of executives wvere

1

observed Clogse (1975) reported that a dogmatism scale was

v

administered to managerg reapresent ing four national levels 1n an

agro-products  industry First-line (N=44) and lower-middle

managers (N= 224) were smqn1f1cant1y (P<.01) more dogmatlc on the

[

average than were upper~m1ddle (N=117) and top managers (ﬁwﬁO).

In a similar study (Smoley and. Slivingki, '1971); the Self-

Descriptive Inventory _(8DI) was administered to 244 middle
st - , T

managers and 92 1 - lavel supervisbrs in, théwCanadian Federal,w

Public Service to test the hypothe81s that persons f1111ng mlddle
- S.t v
management and 1 level superv1sor positions possess- d1fferent

personal - characteristics. 0Of the SDf‘s 11 test tralﬁs, middle .

managers demonstrated significantly more supervisory ability,
intelljgence, nitiatiive arid el f -assrance, achievement ,

motivation ° and need for  self-actualization. First level

supervisors demonstratéd significantly moreworking class affinity.

and need for job security. No significant difference ' between

groups were obtained on decisiveness, need for power, or.need -for

high financial reward. -A comparison of the SDI scores of Canadian .
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and American middle managers indicated that Canadians

demonstrated signifricantly more intelligence, initiative and

self~assurance. Americans demonstrated gsignificantly mnore
decisiveness and working class atfinity; while no significant
difference was found for superviscory abilaty, achievement

motivation, need for self-actualization, need for power, need for
high financial reward and need for job security. [t 1s concluded
that the ability of the SDI to distinguish middle level managers
from first level supervisors has been clearly demonstrated. In a
military organization, when the Differential Official Battery
was administrated to 3,964 in- comlné officers the identified
officers characteristics feli under the dimensions of mechanical
technology, combate leadership admlnlstratlén, geﬁe}al knowledge,
science and managerial leadership (Willemin, Helme, Willermin and
Day, 1971y, In  the study of Meyer and Presmsel (1954), valid
tralts were obsgrved in the results of industrial personality

tests in distinguishing among 5 levels of management heirarchy.

i

. Personality and Performance

Miner and Culver (1955) administered a >26~1tem
multiplechoice vocabulary test developed by Thdrndike on 44 top-
level executives of large business organizations and compared
their personalities wath two control groups of préfessqrs' and
other males of similar age, educational and intelligence levels.

The findings showed that a typical executive suffered from fear

of failure and 1illness and had deep conviction  of his own
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helplessness in attempting to solve many of the complex probiems
which faced him. Fear of failure may be one of the motivating
forces which guide the putentlai executiQ@ to seek a top
position. The findings indicate that executive personality has a
great impact on the organizaticnal performance as well as on the
pefformance of executive himself. Knowles and Saxberg ’(1971)
argued that through his own behaviour a manager becomes a model
for others to emulate. He can influence the organizational
climate. Personality of- a manager will determine  his
subordinate's  growth and development in an organization. If he
is emotionally matured and alert his subordinates will also try
to demonstrate the same at work. ‘}f he has high achievement
motivation his people around would also like to achieve the high
goals. and obﬁectives set by him.. He can set an example for
others in becoming practical and resourceful. Through him synergy
can be achieved. Fletcher (1971) attemptéd to determiqg
differences between civilian and military intramural participaﬁts
in selected personality characﬁeristics., 394 male college
freshmen wintramural participants wvere administered the Edwards
Personal Preference Scale (EPPS). Results were compared with data
from previous studies using military personnel as sampled
subjects. The results showed that military subjects possessed

stronger leadership”quallties than the civilians...

~

Supervisory behaviour has got great impact on- jobV sucééss
and 1t was found in one of the studies(Beatty.1974) that initlaf
perceptions of supervisors by the subjects were related to early

Job success and were predictive of future job success.
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Supervisory consideration was positively associated with 3job
success while supervisory structure was negatively related. It
concluded that appropriate supervisory styles can lead to success

with even hard core people.

Besides the structure and constituents of personality the
job perceptions of an executive can have important bearings on

his performance. Perceptions can differentiate individuals 1n

A%
’

different levels management. Porter (1961) collected data from
two nation - wide and oﬁe medium size company."lThe' sa@pie
consisted of 139 bottom and middle level management(personnel of
which 64 were first level supervisors or foremen and 75 were
middlé management inlelduélg. In this questionnéire stﬂdy high
correlation (rh0 =.97) between the ranks (and mean scores) of the
traits as selected by bottom management and those as selected by
the middle management was observed. Within both ﬁanagement
groups the cooperative typeﬂédjectives (conforming, cooperative,
flexible and sociable) were on the average considerably higher
ranked in, perceived importance to success on the_jgb than were
the items indicating &ndependence and'indlviduality (aggréssive,
dominant, independent, oraqlnal)‘ The aggrésive trait was given a
relativelyjhlgher rgnk in a company in which a number Qf managers
in the sémple had sales supervisory duties as co&ba}ed’ﬁto its -
ranks in other companiles, As a contract to this the item "self—
controlled” had a middle rank in this company of* sales

supervisors vwhile it had a high'rank in others; The resurté



showed a high correlation between the trait rankings derived from
the selections of Lthe lower-level managers and those obtained
from the middie~level managers A moderate trent was ohserved for
the cooperative type traits to be perceived as relatively wmore
important for bottom management jobs than for middle management
jobs. It indicated that the higher the indiv1dﬁa1 goes in the
organization heirarchy the yreater was the demand for originality
and independence The: cooperative type tralts showed a 'concern
for adapting to the feelings and bhehaviour of others', while the
second group of items represented traits "showing a strong
enphasie on peraonal and 1indwvidual capabilities! Willramo and
Harrell (1964) tried Lo predict business success by corfelating
1t with personality factors of a group of 196 male MBA graduste
students of Stahdford KUnlver51ty. They examined their
undergraduate and graduate grade point averages. Daté on 15
variables were collected by administring selected scales of the
Strong Voqat;onal Interest Blank, intelligence, faculty ratings
and extra-curricular activites. 135 yvears after their receiving
MBA degree correlations were computed between earnings and each
of 1% wvariables. There was si1gnificant correlation between
elective graduate course and salary. A significant positive
relationship between success and the score on the Mascullhi{y—
Femininity . scale was observed indicating that individuals with
the stropger masculine 1nterests had better chance of success in

business. Harrell (1969) 1n another study tried to find the
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porsonal  qualltien that might he predictaive of  suoccess  1n
bhusiness organitzations The c11ter 1uon used wag earnings Membg;u
of seven classes of the Stanford Graduate School of Business took
an eleven—instrument test battery aimed at management potential

Those instruments were the Strong Vocational Interest“Blank
(8VIB), MMPI, Guilford-Zimmerman Temperament Survey, Leaderéhip
Opinion Questionnaire, the Ghiselll Self-Description Inventory.
three measures developed at the Horward Business School by Ward
and Associates for a similar study - Personnel problems.practical
Judgement and Imagainary Events, Public Opinoion Questionnaire
which is a revaision of the California F-scale; McClelland™s gix
picture Test of fmag1nat;on which 18 a revision .of TAT. and
Individual Background Survey, a biographical inventory developed
by Richardson, Bellows and Henry, for selecting production
foremen for the Esso company. Besides , a number of other
" variavbles were selected to compare with earnings. These ‘were
undergraduate grade point average (GPA), second vyear Graduate
School of Business GPA, peer ratings of most and least preferred
potential bosses in gradunating MBA class, height, offices held as
undergraduate, strenath of recommendations for entrance to UYSB.
age and scores on the admissions test for Graduate study in
business. A guestionnaire was developed to follow up MBA™s five
vyears after graduation. It included compensation at the time'of
study, starting compensation, Job satisfaction, work weeg, two

sets of gquestions from Hemphill™s. Executive Position.
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Description Questionnaire (1959), Ideal Job Success, Prgsent Job
success, and Press view of JOE success. Job success was higher
for the high earners. High earners had ~distinétly sdifferent
personality from.low garnwti's. High earners had higher second yeéf
MBA ‘gradés. They were‘aécendants or sociallf bold.' They saw
themselves as ready to make decisions simnilar to the way " top
executives in big companies see themselves. They had higher manic
scores which meant substantial energy and enthusiasm but nothing
patholeogical. They had shown high self confidence and perceived
suceess. Personal interests were significantly grea£er for high
earners; ‘they had maﬁagement;orlentatlon interests, héd higher
social interest, had higher self-assurance and higher 'pger
ratings. Ghisell1l (1963) investigated the relationships Dbetween
the wvalidity of measures of intelligence, superv1sdry ébllity;
innttialive, sell-aggulance and perceived occupational ievel and
the occupational level of Jﬁbs. 110 higher management personnel
from Insurance Company, 67 middle management personnel from food
processing plant and chemical plant, 87 foremen from oil refing;y
and metal plant "énd "152 line workers-from metal ‘plaﬁt “Qere
covered. The 4 traits and the perce;ved occupational level were
measured by means of a forced-choice inventory. It was found that
the higher the level of the job higher the score on the five
tests and the higher the validity ot the test. It was concluded
that apparently these traits identify the individuals who seek or

are placed in higher positions and that the higher the posaition

s

¥
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the more critical these ftraits are in detgrminlng job success.
Guilford (1952) studied 208 executives and 143 supervisors in a
large chain grocery and found in the study that the executive
avéraggéd sigﬁificantly—‘more : (Olf sociable - (02) fréé from
dépression, (03) emotionally stable, (04) happrgo;lucky,” (03)
actiave, (06)r ascendant or éocially bold, (07) self-confident,
(08) calm and composed, (09) objective, (10) agreeable, and (11)
cooperative than did the supervisor. On the basis of criterion of
success, the following traits contributed significantly to
success of the execulive : (0L) SBocia—~bility, (02) lack w1
inferiority feelings, (03) cooperativeness, and (04) masculinity.
The traits contributing significantly to the success- of the
supervisors were : (a) emotional stabiliﬁy, (b)(calmness and
éomposrufe, and (c) cocperativeness. The éeﬂecigontofwioé i;vel
executives is examined by certain psychologists from the angle of
broader sociological implications. Ramfalkf(1957),suggested that
thé process of selection should be studied and evaluated 1n
relation’ to the pre-requisites of the organization as a systenm.
Be Eonceived on industrial organization as a social 'syst;ﬁi.w a
system of roles or a hleraiﬂchy of roles It wvas concluded from
hig study thal personality dimensions woere not gignificant .
However, 1t was explained by him that promoting authorities 1in
thé organization he studiéd were many and varied with time and
situation and "there would ﬁave been many obéervers with each Sne

specific personality used as instrument for observation and
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evaluation of capacities and qualities of other persons; and
perhaps they have had to select from among»all too few persons.
All these factors must reasonably have had ~ leveling effect"
(p.189). Cornelius and Lane (1984) examined.tﬁe validity of D.C.
McClelland and D.Burnham's (1967) leadership motive patterns
(LMP) for 2 levels of management personnel 1in a profeséionaily
orient?d, service industry organization. It was found that ﬁhﬁ
LMP was significantly related to the importance of the centre in
which the manager worked; 'howeyer, the LMP was no£ related +to
administrative Jjob pérfqrmance or subordinate morale. For the
sub—samplef of first—-line supervisoré: need for‘affiiiatipns was
related‘to job performance and favourable subordipéﬁe 4att3tudes.
not néed for power or the LMP. The results sugges@ed that» the
motivation to influgnqe others may not be critical*?cr-mapage;ialm

success in technical or professional settings.

. .
Indian Studies
In India; most of the studies reported are either
préscriptive or descriptive. Vagul (1975) suggested "that

characteristics, abilities and skills contribute toward executive
effectiveness are : cognitive abilities, concerg for achievement,
leadership ability,, innovative ability, interpersona}‘competence,
commitment to social objectives, problemn solving ability,
emotional strength. He however, "tried to,’differentiéte the

demands of executive abilities according to the levels :of .
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executives. As per his proposal supervisors seeking managerial
positions should have a high degree of, cognitive abilities,
concern for achlevgment'and inter~personal competence and other
qualities to a reascnable degree. For promotion to execufxve
éogitionsv of middle management level the aspirants should have
all characteristics to an acceptable degree. According to him a
senior manadement aspirant should possess all charactersitcs to a
high degree. Similar prescriptions were provided by- Bhide (1978},
who however seems to héve put greater emphasis on social skills
for all levels. Most of the general writlngé on the.quéliiﬁes of
bank _managers circle around the social skills and public image.
It is said that banking is a public institution and it is a ého?t
of ‘riskhdiscounting! pusiness. Therefore, ' Indian yripers have
suggeated' thal. the bank manager should pcese@a 8 high degreé of
"integrity, . honesty, foresightedness, and adaptability to
circumstances”. Bharadwaj (1971) suggested that appraisal of
managerial‘ potentiality may include rating on what he knows,
rating on how he works, managerial style, gr&%tﬁ‘ aspirations,
stfength and weakness — personal, managerial and- pfofesszonal,
his integrity and basic personality traits and abilities.
Bhattacharyya (1984) studied the attitudes and behavioural

characteristics of branch managers and found that performance of

A5
)

‘branch managers was directly related to their feelings. and
-attitudes towards the organization. Thé more -positive feeling one

had the . better was one's performance. Bhaft and Pathak (1962)
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found high 1ntelllgencé and dependability as important perceived
characteristics of effective supervisors. Dhingra (1972) in’ a
sample study of public sector managers found that 41.5% had a
moralistic orientation whereas only 38.8% had a- pfagmatlc
orientation. In another study (Dhingra, 1973) he féund
significant differences between managers from patrimonial and
bureaucratic organizations. These two groups came from different
families and carried different personal values, work related
attitudes and behavioural preferences to certain stimulated 3job
incidents. Deb (1968) studied 300 éuécessful engineers and showed
that the traits of extroversion, dominance, absence ~of
neﬁrotzpnsm, sociabillty. self-sufficiency, self-confidence and
1§telllgence were necessary for success in engineering. Muthayvya
(1969) aiso found that administrative officers 1in governﬁént
organizations were generally introverted and emotionally stable.
Ghogh and Manerikar (1974) carried out studies for gearching
common personality characteristics of Indian mangers. The Form
“C' of 16 personality factor test was adminisfered on 13
pérsonnel‘managers, 22 bank managers and 45 managérs~in~geﬁeral.-
The findings suggested that Indian managers in different
functional areas have greater similarities than differences 1in
personality characteristics. - The findings alaq grgatky supgqr;ed
the hypothesis that Indian Managers in different functioné; areas
have personality characteristics similar to those of a'group.;of

Indian Managers in general, coming from various functional areas.
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Between the profiles of bank managers and managers-in-general
similarities were cobserved on 8 factors. namely, A, E, G, H, I,

L, N. Q and differences were observed on seven factors, namely,

C, F, N, Q, Q. Q ANDQ
. 1 2 3 T4 ) .
from the study. The bank managers appear to be emotional (C-)

Factor B (Intelligence) was excluded

rather glum (E-), neither naive nor shrewd (N). neither

conservative nor radical (@ ), imitative having group dependence
l ’Q‘b
(@ =)y, unsure (Q ) and not having much of tension (Q ), while
2 3 4

manégers in general appeared to be calm and mature, neither glum
nor talkative, shrewd, experimenting and!‘criticél. neither
-dependent on group nor self-sufficient, neither lai ﬁof eﬁgcting
and’ hiéhly tense and ex01tab1é. The descriptive studies cited
above may not be much illuminating for dnderstanding the
requirenient of potentialities of executives. Their value[however
lies in the direction they provide. They give us indications for
, further study in the area. Empirical research can be initiatedy
in the lines suggested by phem. Chattapadhyay 11975)»apd Modis
(1968) while critically anaylsing: the contribut:onl of Indien
culture 4n building the per;onality of Indian managérs suggested:-
that there 15 a need for empirical study for examining the
hypothesis that Indlén Managers have more potentiality for job
‘success than their codhterparts in other countries, within our
qultura1>c6ntéxt. Daftuar (1983) has‘made another culture related -
study and c;itzcally analysed the paternalistic, ‘scientiflc_

management and human relations trends in orgagisational



leadership. He argued that these Western theories are inadequate
in our culture and a new Psycho — Cultural situtaional theory is

called for. He cited empirical evidence of success of his new

model . Chatterjee‘(l??ﬁ) has argued that the traditional approacﬁ

to appraisal of managerial personnel should uhdergo a change and

a more scientific matching of iob requirements with personal.

charactristics will lead Lo managsrial perlormance Dayal (19584)
analysed the problems of sguare -~ peg in round hole in
industries. He found that the present practice in organization is
selection by “impression'. He suggested that the instruments and
the patterns of test to be used could Qary from job to job‘:and

would depend -upon the analysis and the requirements of the job.

Persoﬁality traits may be the cause of low perfofmance and
ineffectiveness. Mismatching between personal attributes and job
requirements may caugse personality disorders. Personality traits
can be considered as pdtentialéeof executives as -they help
individuals to get adjuéted to an environmental conditions.

Dwivedi (1978} made indepth study on persconality of sBupervisors

.in . a manufacturing organization to identify the 'relationship-

LEs
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“ between personality characteristics that affect personal and

social adjustments and levels of performance of industrial

supervisor, with the use of Minnesota Multi ~ phasic personality

inventory (MMPI). It was found that supervisory performance was
' 1

significantly related to depression. psycho—pathic deviate,

hypochondriasis, masculinity - femininit& and schizophrenic.



Maitra (1982) administered the Rorschach Test to 30 divisional
managers in the age range of 30-42 yvears. Results were analysed

4

by signs of adjustment. Results show that sampled subjects
exhibited high Lunctzimal ttlel ligence, high organizing ability
and high p?oductivity. They were creative and had an ability to
achieve a gestalt perspective on the world around them; thinking
was adaptive but not stéreo~typed; as a group they possessed a
strong ego and were socialised and well-adjusted. They gave
optimal responses, strived at maturity, exhibited sensitivity and
tact in relétionshlps with others, and had adequatg insight and
ability to introspect. Some traces of high ambition and feeiings
of *1nadequacy were found but not in neurctic amounts. Khanna
(1984) made indepth analysis of executive life and their fall,
their shattering of neurological and psychological conditiéng,
His observat1§ns are ﬁeen and‘revealing. The day-to-day symptoms
reported to have been observed are: high level of irritabality,
constant un—-warranted chattering, passing sweeping judggments,
sudden uncontrolled outbursts of excited anger, yellingyland
shouting under crisiS'conditions’(eepecially those involving risk
and wuncertainty); negative approach to proélosals of others,
offer of a diametrically opposite 1line of thinking . (and
substantiating the same with evidence based on a distorted view
of personal negative experiences of life) instead of aligning
with the line of thinking of others; lack of objective, direct

rational approach to events,  1ssues and people (revealed in

¢
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attempts at destructive criticism); unilateral punishment of the
gupposed guilty 'without trials, imperfect, distorted and
perverted perceptions,and preconceived notions on all ‘subjects
under the sun; constant efforts at self-praise and recounting and
often imagining own past achievements,general mistrust and
distrust of and lack of confidence 1n others (leading to
constant nervousness about and fear of own failure but
attributing it to lack of performance Dby others); suspecting

others for corruption, dislovalty and incompetence, etc.



