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The relationship between personality and effectiveness, both in military
functioning and in a variety of other occupations, has been a matter of
controversy. Though clinically developed personality inventories are widely
used in personnel selection, most researchers have concluded that the validity
of personality as an indicator of job performance is quite low (Barrick &
Mount, 1991). Barrick and Mount (1991) attributed the disappointing results
of most validity studies to the absence of a proper theoretical framework for
the classification of the various personality characteristics. According to them,
the so-called Big Five, could provide such a taxonomy. In addition to
Eysenck's 'Big Two', Extraversion and Stability (low Neuroticism), the Big
Five include Agreeableness, Conscientiousness and Openness to Experience.
In Barrick and Mount's (1991) study only conscientiousness showed a
consistent but modest correlation of r=.22 with effectiveness across occupa-
tions. In most cases, effectiveness was evaluated by ratings of superiors and
colleagues. Extraversion was related to performance in managers and sales
personnel only, though even more modestly. Contrary to expectation, stability
was not substantially related to performance.

Barrick and Mount (1991) did not include military personnel in their
study. However, as Conscientiousness was related to performance across
various occupations, it is highly plausible that it is related to military effec-
tiveness as well. For persons in a supervisory or managerial position, a
relatively strong connection between extraversion and effectiveness may be
expected.

Because the army is a hierarchically structured organization, the connec-
tion between personality and military functioning may be better understood if
the superior's leadership style is considered. Very few models of leadership,
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however, take the follower's personality directly into account. Fiedler's con-
tingency model (Fiedler & House, 1988) refers to the follower's morale,
strength of superior's position, and task structure. A person high on Consci-
entiousness or Agreeableness is likely to be relatively 'good' on morale, rela-
tive to a low-scoring counterpart. Translated into Fiedler's model, a negative
relationship between effectiveness and Conscientiousness and Agreeableness
may be expected when the superior's consideration (warmth and friendliness)
is high and the opposite when the superior is low on consideration. Similarly,
an interaction between task-oriented leadership and personality can be hy-
pothesized: the higher the superior's task leadership, the stronger the positive
correlation between Agreeableness and Conscientiousness, on the one hand,
and effectiveness, on the other.

According to the path-goal theory (Fiedler & House, 1988), it is the
leader's role to complement 'what is missing' in the follower in order to
enhance his or her motivation, satisfaction, and performance. According to
Tjosfold's (1985) findings, commitment to a task shows a positive, direct
relationship with consideration and is also predicted by the interaction be-
tween consideration and initiating structure. Task commitment is optimal
when both are high. This combination may make up for a low level of con-
scientiousness in the follower.

Nervousness induces a relatively high need for support. As a consequence,
a high level of nervousness, in combination with a low level of support, is
related to depression (De Jong, 1987). Thus, the follower's low stability can
be expected to show a strong relationship to depression and, in the present
sample, possibly, also to homesickness, when superior's consideration is rela-
tively low.

The research question is: is military effectiveness related to conscientious-
ness, and are symptoms of depression and homesickness (negatively) related
to stability and extraversion? A second purpose is to summarize some results
of analyses directed at moderating effects of organizational level and
superior's leadership style.

METHOD

Subjects

The subjects (N=335) in this study were all conscripted, active-duty male
personnel from the Royal Netherlands Army stationed in the Netherlands.
Enlisting ranged from 2 to 14 months, which is the maximum period of mili-
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tary service in the Netherlands. More than 72% of the conscripts had been
enlisted for already 8 months or longer. Age ranged from 18 to 23 years,
with an average of 21.3 years. Ranks ranged from private to sub-lieutenant.

Measures and procedure

Subjects were run in seven groups of 40 to 50 persons, selected from several
companies all over the country. A questionnaire containing the following
instruments was administered to the sample: (1) Big Five personality factors:
the factors were measured by means of Van Heck's (1991) translation of
pairs of adjectives (12 for each factor) proposed by Goldberg (1989); (2)
Leadership dimensions: The dimensions Consideration and Initiating Struc-
ture were measured with a Dutch adaption of the instruments developed by
Fleishman, Harris, and Burt (1955; see Tjosfold, 1984). Ratings were made
of direct commanders ranging in rank from sergeant to captain; (3) Home-
sickness was measured with a single item self-rating scale; (4) 'Depression'
was assessed with a short version of Zung's Depression Scale (De Jong,
1987; Van Son, 1978); (5) Military functioning was indicated by a rating by
company-commanders and by self-rating.

RESULTS

Reliability (alpha coefficients) varied from .78 to .83 for the Big Five scales
and was .70 for depression. The intercorrelations among the Big Five scales,
however, were high, ranging from r=.37 between extraversion and conscien-
tiousness to r=.68 between extraversion and openness. Consequently, stepwise
multiple regression analysis was employed to assess the specific contribution
of each of the Big Five factors to effectiveness and well-being. As shown in
Table 1, effectiveness, both self rated and rated by direct commander was
related to conscientiousness. The strength of the relationships were very close
to the values Barrick and Mount (1991) found in their meta-analysis. Depres-
sion was related to (low) stability only.
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Table 1: Step-wise multiple regression of effectiveness and well-being on
the Big Five factors

Dependent Variables

Effectiveness Well-being

Self-rating Commander's rating Depression Homesickness

step I conscientiousness conscientiousness stability stability
R=.23 R=.25 R=.30 R=.40

step 2 extraversion
R=.33

step 3 openness
R=.37

Note: In each step, significance of the increase of the multiple correlation
coefficient R is maximally p=.05.

Homesickness was predicted mainly by stability, but (low) extraversion and
(high) openness did contribute to the variance too. The possible moderating
influence of organizational level was investigated with moderated multiple
regression analysis. As only two interactions out of 20 were significant, these
results could have been due to chance. No interactions between Big Five
factors and initiating structure were found. Consideration moderated the con-
nection between conscientiousness and effectiveness rated by commander, as
was expected. Openness correlated with effectiveness when consideration was
relatively high. High consideration also interacted with extraversion, agree-
ableness, and stability in the prediction of depression. Levels of depression
were high when low consideration was combined with low extraversion,
agreeableness, and stability.
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CONCLUSION

In our military sample, as in Barrick and Mount's (1991) meta-analysis, indi-
cators of effectiveness were moderately related to conscientiousness. Well-
being (low home-sickness and low depression) was related to stability. Home-
sickness was negatively related to extraversion and agreeableness. However,
as stressed by Costa and McCrae (1992), the Big Five represent factors, in-
cluding a variety of specific traits. In such a composite measure, relatively
irrelevant aspects may suppress validity, even when they do have a positive
but relatively low correlation with the criterion (Burisch, 1984). As a conse-
quence, further analysis of separate traits as predictors within the broad Big
Five dimensions, even at the level of single items, can be relevant.

The relationship between Big Five factors and both well-being and effec-
tiveness was moderated by direct supervisor's consideration, but not by the
initiating structure. Thus, partial support for hypotheses derived from
Fiedler's contingency theory and House's path goal theory was found.
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