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PREFACE

Each of us is in tru th  an idea of the G reat Gull, 
an unlim ited idea of fre e d o m .. .  
and p rec ision  flying is a step  toward expressing  
our re a l nature. . . .

The tr ic k  was to know that his true  nature lived, 
as p e rfec t as  an unwritten number, 
everyw here at once a c ro ss  space and tim e. . . .

We can  s ta r t  working with tim e if you w ish .. .  
till you can fly the past and the future. . . .
You will be ready to begin to fly up and know 
the m eaning of kindness and of love.

Jonathan Livingston Seagull
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CHAPTER I

PURPOSE, OBJECTIVES, AND METHODOLOGY 

Introduction

One of the m ain challenges facing both business and governm ental o r 

ganizations is responding and adapting to rapidly changing conditions. The 

ability of an organization to m eet th is challenge and achieve its  objectives 

depends upon the individuals who perform  the necessary  functions of the organ

ization.

The influence of the fo rm al organization on the ac tiv ities  of the individ

uals who constitute the organization has continued to in c rease . Although the 

fo rm al organization has provided the individual with the m eans for accom plish

ing so c ie ty 's  complex ta sk s , it has a lso  threatened to subm erge his individual 

identity. M odem society has placed a high value on the effective and rational^ 

operation  of its organizations, which today requ ire  the sim ultaneous achievem ent

^F ro m m 's  approach to  ra tio n a l thinking req u ire s  objective reasoning 
with the em otional attitude of hum ility. The objective is to  "see the difference 
betw een my picture of a p erson  and his behavior, as  it  is n a rc iss is tica lly  d is 
to rted , and the p e rso n 's  re a lity  as  it ex ists  reg ard less  of my in te rests , needs 
and fe a rs  . . . The ability to  love. . . depends on our capacity  to grow, to de
velop a  productive orientation in our relationship tow ard the w orld and o u rse lv es ."  
See E. F rom m , The A rt of Loving (New York: H arper & Row P ub lishers , In c . , 
1956), p. 121.

1



of the o rgan ization 's  objectives and the fulfillm ent of the individual's needs. ^ 

The leadersh ip  n ecessa ry  to  achieve these organizational goals r e 

qu ires the understanding of the organ ization 's  objectives and the understanding 

of o ther p e rso n s ' points of view. A g rea te r in te rp erso n a l understanding on the  

p a rt of the lead er, it is fe lt, w ill re su lt  in increased  productiveness and in

c reased  fulfillm ent on the p a rt of the individual subordinate. Shuman suggests 

that the phenomena of leadersh ip  and followership constitu te  an im portant seg 

m ent of the a re a  of in te rp erso n al understanding.

All organization p rob lem s deal p rim arily  w ith the relationship  
of a m an with men; and no m a tte r  how "p rac tica l"  the problem  in hand 
m ay appear to be, a sa tisfac to ry  solution m ust stem  from  an understand
ing of the nature of m an; . . . ^

The ad m in is tra to r and the sc ien tis t have a com m on task  in attem pting 

to understand the nature of human behavior. A rgyris  has suggested tha t the 

understanding of human behavior has been re sea rch ed  from  four viewpoints:

1. Individual fac to rs  -  re q u ire s  an understanding of personality  fa c to rs  
and p rincip les.

2. Sm all Inform al group fac to rs  -  req u ire s  an understanding of p r in c i
p les  of social psychology.

^The essence  of human existence can be thought of as  se If-transcendence. 
F ran k l's  catego rica l im perative of logotherapy, "So live as  if you w ere living 
already  for the second tim e as w rongly as  you a re  about to  act now, " is a  se lf
transcendent m axium  to develop our capacity to  grow. The goal of the individ
ual is to  develop his capacities fo r freedom . See V. E. F rank l, M an's Search  
fo r Meaning (New York; W ashington Square P re s s ,  1959), p. 173.

^Ronald B. Shuman, The M anagement of Men (N orm an: U niversity of 
Oklahoma P re s s ,  1948), p. vi.



3. Form al organizational fac to rs - re q u ire s  an understanding of 
trad itional p rin c ip les  of organizing people.

4. Organization a s  a whole -  req u ires  the dynamic understanding of 
the above fac to rs . ^

The dynamic nature of the whole organization p re sen ts  the ad m in is tra to r 

with a  form idible task  in h is  attem pt to understand its  ac tiv ities. In o rd e r to 

im prove the effectiveness of an organization the ad m in is tra to r m ust f i r s t  

acquire  the knowledge of the p rin c ip les  underlying each of these four view points. 

The ad m in is tra to r m ust u tilize  th is  knowledge for increasing  his se lf-aw aren ess , 

which in tu rn  will enhance his understanding of the nature  of man. Knowles and 

Saxberg s ta te  that an ad m in is tra to r should know w here h is  personality  fits on 

the range of leadership sty les and should anticipate ce rta in  consequences.

Self-aw areness and p ersonal change go deeper than m ere in te l
lec tual curiosity  and m en ta l calculation. They reach  into the shadows 
of the m ind seeking d iscovery  and control of h itherto  unknown aspec ts  of 
the personality . The successfu l leader needs to find and accept h im self 
in o rd e r  to be sensitive and responsive to the full range of needs in h is 
environm ent. In no o ther way can he adapt h im self effectively to the 
dem ands of a changir^ organizational society. ®

A le a d e r 's  increased  se lf-aw areness which leads to an increased  sen s i

tivity  and responsiveness has been term ed  by many authors as one 's human 

re la tio n s  sk ill. The effective m anager in addition to  understanding the adm in

is tra tiv e  and technical aspects  of h is job, m ust a lso  understand and deal with

'^Chris A rgyris, P ersona lity  and Q rganization- The Conflict Between 
System  and the Individual (New York: H arper and Row P u b lishers , Inc. ), 1957, p. 7.

^ Henry P . Knowles and Bor je  O. Saxberg, P ersonality  and L eadership  
B ehavior (M assachusetts: Addison-W esley Publishing Company, 1971), p. 150.



in te rpersonal re la tio n s . The m anageria l tasks of s tru c tu rin g  interactions and 

rein forcing  w orker expectations, which leads to group integration can ade

quately be p erfo rm ed  only through understanding the re lev an t human re la tion  

variables.®  The e a r ly  connotation of human re la tions sk ill was one of "be n ice" 

to your subordinates attitude. It was a lso  felt to be the concern  of only upper 

m anagem ent. The em phasis has changed considerably to w here Georgopoulos 

and Mann feel th a t human re la tions re ta in s  its im portance throughout the 

organizational s tru c tu re  and re fe r s  to:

. . . the ability  to use p ertinen t knowledge and m ethods of working 
with o r  through people. It includes an understanding of general p rinc ip les 
of human behav ior, p a rticu la rly  those principles which involve the re g u 
lation of in te rp erso n a l re la tio n s  and human m otivation, and the skillful 
utilization of th is understanding in day-to-day in teraction  with o thers in 
the w ork situation.

The hum an re la tio n  sk ill is the ability of an individual to integrate his 

personality  with those in his environm ent. U nderstanding the personality  

fac to rs  and p rinc ip les  of individual behavior will b e tte r  equip the ad m in is tra to r 

in the "sk ill of living. " R o eth lisb erg er' s definition of the human re la tion  skill 

provides a  unique view of the effective functioning personality . His definition 

includes the following:

^ The se ta sk s  w ill be e laborated  upon in C hapter II.

^B asil S. Georgopoulos and Floyd C. Mann, "Supervisor and A dm inis
tra tive  B ehavior, " inR . A. S u te rm eis te r, People and Productivity  (New York: 
M cGraw-Hill Book Company, 1963), p. 360.



1. Skill deals with the concrete  and not the ab strac t; through skill 
one re la te s  him self d irec tly  to concrete phenomena.

2. Skill is a way of learning; it is the elem entary  way one learns to
im prove his re la tions to the ex ternal environm ent.

2. Skill is a p rocess  of balanced  growth. Through sk ill one develops
a growing aw areness of the complexity of re la tionsh ips in concrete  
phenomena as well as a growing confidence in his capacity to deal 
with them .

4. Skill is thus an o rganic, working, growing system  of capacity for 
response  which allows a p rac titio n e r to respond m ore effectively 
to a  p a rticu la r point in a given situation.

5. Human relation sk ill in p a r tic u la r  is the capacity of a p erson  to  com 
m unicate his feelings and ideas to o thers, to receive such com 
m unication from  o th ers , and to respond to th e ir  feelings and ideas
in auch a fashion a s  to  prom ote congenial partic ipation  in a  common 
ta s k .8

An individual personality  can be viewed as the "capacity" fo r perceiving 

and in tegrating the complexity of environm ental relationships in o rd e r to com 

m unicate the feelings and ideas of the p a rtic ip an ts. This capacity s p r i te s  

largely  from  the way in which the individual perceives his world. The d ifferen

tiating  and in tegrating  princip les underlying coherent socia l behavior a r is e  from  

the p rinc ip les  of social perception. P ercep tion  can be thought of a s  a basic  

cognitive p ro c e ss , which d ifferen tia tes  and organizes inform ation, which in tu rn  

influences judgm ents and behavior. C an tril s ta tes :

The m o re  one studies percep tion  the m ore one sees  tha t what we 
label "perception" is  e ssen tia lly  a  p ro cess  which m an u tilizes to  make 
his purposive behavior m ore effective and satisfying, and th a t h is behavior

®Fritz R oeth llsberger, T rain ing  fo r Human Relations (Boston: H arvard 
G raduate School of Business A dm inistration , 1954), p. 142.



always stem s from  and is rooted in a  personal behavioral cen ter. Thus, 
perception involves num erous aspec ts  of behavior which a re  ra th e r a r t i 
ficially and n ecessa rily  d ifferentiated in o rder to ge t a toehold for under
standing, but which in the on-going p ro cess  of liv ii^ , o rch estra te  together 
in a m ost interdependent way.^

A p e rso n 's  personality  has been described  as the cognitive s tru c tu re  he 

uses for p rocessing  inform ation in the surrounding environm ent. The inform a

tion processing approach cen te rs  on the perceptual capacity of the individual 

to differentiate and organize social stim uli from his environm ent. A p e rso n 's  

cognitive level can range from  sim ple to complex. The cognitively simple 

individual is able to d ifferentia te  stim uli to a lim ited extent and uses only a few 

ru le s  in in tegrating th is  d ifferentiated inform ation. The cognitively complex 

individual d ifferen tia tes and in tegrates to a g re a te r  extent, resu lting  in less 

absolutism  and a g re a te r  v a rie ty  of thought and action.

The concept of percep tual d ifferentiation of an individual's social en v ir

onment was developed by G. A. Kelly, The Psychology of P ersona l C onstrain ts. 

He s ta tes  that each p erson  functions as  a sc ien tis t in that h is m ajo r effort is to 

p red ic t and contro l fu ture  events. Kelly m aintains that each person  develops a 

se t of unique co n stru c ts  o r m odels of the universe and that th ese  constructs are  

used by the individual to  anticipate events in his world. B ie ri s ta tes  that the 

em phasis of this system  is on:

^Hardley C an tril, "Perception  and In terpersonal R elations, " Am erican 
Journal of P sy ch ia try . 114, 1957, p . 119.

-^G eorge A. Kelly, The Psychology of P ersonal C onstructs . I (New York: 
W. W. Norton and Company, 1955).



. . .  the p ro c e sse s  used by the individual in construing o th e rs  and the 
m anner in which the various types of organizations of th ese  "co n stru c ts"  
lead to e ither m ore  o r le ss  efficient anticipation and pred iction  of the 
p e rso n 's  social environm ent.^^

Shuman points out the im portance of th is  p ro c e ss  for contem porary society.

Since m an m ust live in the p re sen t, the principal in te re s t of m ost 
people is  with im m ediate p rob lem s. The m anagers of society, however, 
m ust pay the penalty of leadersh ip . They m ust be largely  concerned with 
both future and p a s t without neglecting provision  for the p re sen t. The 
extent to  which p re se n t decisions a re  affected by rem em brance and an ti
cipation constitu tes a  m easure  of the com plexity of m ental p ro c e sses  in 
the individual—his degree of in te llectual sophistication.^^

Identification of those individuals who w ill make m ore effective m anagers 

of society  is an im portan t decision facing both business and governm ental organ

izations. A sta te  vocational rehab ilita tion  agency, which partic ipa ted  in th is  

re s e a rc h  p ro jec t, w ill req u ire  a m ore  effective su p erv iso r-counse lo r re la tio n 

ship in serv icing  th e ir  c lien ts. The effectiveness of th is re la tionsh ip  w ill depend 

upon the m anageria l ab ilitie s  of the su p e rv iso rs .

The rehab ilita tion  sup erv iso r is  rece iv ing  increasing atten tion  as  the 

d ire c t link betw een the counselor and the adm inistra tion . The su p e rv iso r 's  

influence flows downward by presen ting  m anagem ent's p rogram s fo r accom plish

ing the agency 's objectives and upward by rep resen tin g  h is co u n se lo rs ' position  

to  m anagem ent. The rap id  expansion of s ta te  rehabilitation agency 's  se rv ice s

Jam es B ie ri, "C om plexity-Sim plicity a s  a Personality  V ariab le  in 
Cognitive and P re fe ren tia l Behavior',' in D. W. Fiske and S. R. Maddi (eds.), 
Functions of V aried  Experience (Homewood, 111. : D orsey P re s s , 1961), p . 357.

Shuman, The Management of Men, p. 6.
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in the p a st decade has increased  the need for adequately tra in ed  superv iso rs.

If the agencies a re  to  accom plish th e ir  p rog ram  goals, individual superv isors 

m ust be fully developed and utilized. Voyle C. Scurlock, p a st D irec to r of 

Vocational R ehabilitation fo r the State of Oklahoma, com m ents on the super

v is o r 's  leadersh ip  ro le  as follows:

If superv ision  is to r e s t  upon a com plete understanding of philosophy, 
a im s, pu rposes, and ac tiv itie s , we m ight b est describe s iç e rv is io n  by 
the use of one w ord, leadersh ip . The function of the su p erv iso r is  to 
guide, to help, to  s tim ula te—to lead counselors to a  c r i t ic a l  appraisal and 
study of th e ir  own perform ance as  affected by th e ir individual attitudes 
and p ra c tic e s .

If the agency seeks to develop individual counselors to th e ir  highest 
potential, then independence of thought m ust be encouraged and differences 
in opinion recognized. Both a re  im portant a s  providing a spring  board for 
p ro g re ss .

All th is  m eans, th erefo re , that the su p erv iso r is to be tru ly  a top
flight rehab ilita tion  le ad e r—a person  of sv p erio r ability , adequately p re 
p ared  educationally . He m ust be sk illed  in human re la tio n s , group 
p ro c e sses , personnel adm in istra tion  and evaluation; and with a ll of this 
he m ust be constantly seeking new tru ths and re la ting  them  to program  
a im s and objectives.

The effectiveness of the su p erv iso r-co u n se lo r re la tionsh ip  depends on a 

su p erv iso ry  leadersh ip  sty le  em phasizing the human re la tio n  sk ill. The human 

re la tio n  sk ill of a  s iç e rv is o r  m ay possib ly  be re la ted  to the cognitive complexity 

of the indiv idual's  personality  and, the re fo re , if the percep tual differentiation 

and in tegrative capacity  of the individual's personality  can be re la ted  to his 

behavior a m eans of identifying and tra in ing  effective sup erv iso rs  m ay be pos

sib le . Hemphill s ta te s :

Voyle C. Sour lock, "Supervision in State R ehabilitation Agencies, " 
Jo u rn a l of R ehabilitation. 24, 1958, p. 8.



Both laymen and sc ie n tis ts  ag ree  that if we can understand the 
selection  and tra in ing  of lead e rs , we can begin to take adaptive steps 
tow ard controlling our own social fa te .^^

R esearch  Statement 

The purpose of th is  re s e a rc h  is to determ ine w hether any rela tionsh ip  

ex ists  between the su p e rv iso r 's  cognitive com plexity and the dependent v a riab les :

(1) su p erv iso r leadership  behav io r, (2) su p erv iso r effectiveness, and (3) counse

lo r  job satisfaction . It is hypothesized that a su p erv iso r with a m ore cognitively 

com plex inform ation p ro cessin g  personality  should m anifest a leadersh ip  style 

tha t will m ore  effectively accom plish  the rehab ilita tion  agency's objectives and 

re su lt in h igher rehab ilita tion  counselor job satisfac tion . Hypotheses a re  a lso  

sta ted  testing  the in te rre la tio n sh ip  between a ll the sub scales on the instrum ents 

utilized.

R esearch  Methodology 

Sam ple and P rocedure  

This re se a rc h  was conducted in a state  vocational rehabilita tion  agency.

The sam ple consisted  of those individuals with the job title  of chief of reh ab ilita 

tion se rv ice s , a re a  su p erv iso r, and rehab ilita tion  counselor. The a sse ssm en ts  

in  th is re s e a rc h  w ere a s  follows: (1) an evaluation of the su p e rv iso r 's  effective

n ess  by the chief of reh ab ilita tio n  serv ices , (2) m easurem ent of the a re a  su p er

v is o r 's  level of cognitive com plexity , (3) m easurem ent of the a re a  s tp e r v is o r 's

^^John K. Hemphill, S ituational F ac to rs  in Leadership  (Columbus. Ohio: 
B ureau  of Educational R esearch , Ohio State U niversity , Monograph #32 ,1949),p . 3.
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leadersh ip  sty le  a s  seen by him self, (4) m easurem ent of the a rea  su p e rv iso r 's  

leadersh ip  s ty le  a s  seen by the counselors he su p erv ise s , (5) m easurem ent of 

the co u n se lo rs ' job satisfaction , and (6) collection of superv iso r and counselor 

personal data.

The ch ief of rehab ilita tion  serv ices  was requested  to group his a re a  

su p erv iso rs  into upper and lower catego ries  of effectiveness. Then he was asked 

to se lec t from  these  two groups those su p erv iso rs  com prising  a middle category 

of effectiveness. Finally, he was requested  to lis t the c r i te r ia  he used in making 

the above categorizations.

One hour a t the agency 's bimonthly superv iso ry  m eeting was se t aside for 

the collection of data on the su p erv iso rs . A fter a b rie f  comment on the nature of 

the re s e a rc h  study and the assu rance  of anonymity, two packages were distributed 

to the su p e rv iso rs . The su p erv iso rs  were then req u ested  to rem ove the contents 

of the unm arked package. It contained a d irec tion  sheet, a  Personal Data F orm , 

the P arag rap h  Completion T est, the Modified R eperto ry  Test, and the L eader

ship Opinion Q uestionnaire. The P arag raph  Completion T est is a tim ed in s tru 

m ent and, th e re fo re , was com pleted f ir s t .  The rem ain ing  instrum ents w ere self

adm in istered . In o rder to m atch the su p erv iso r with his counselor and also to 

identify the high and the low effective sup erv iso rs  the envelopes containing the 

instim m ents w ere  coded.

The package with the su p e rv iso r 's  name contained from four to  eight 

stam ped, se lf-ad d ressed  envelopes, which each su p erv iso r was requested  to 

d is tribu te  to  h is  counselors. The contents of the co u n se lo r 's  envelopes w ere
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explained to the s iç e rv is o rs .  The counselor envelope contained a le tte r  of 

introduction, a d irection sheet, a Personal Data Form , the Leadership Behavior 

D escription Q uestionnaire, and the Job Satisfaction Inventory (see Appendix I 

fo r the le tte r , d irection sh ee ts , and P ersonal Data F orm s for the counselor and 

siq>ervisors).

Instrum ents

The selection of instrum ents fo r th is re se a rc h  was based on the following 

fac to rs : (1) the theo re tica l and operational fram ew orks of Kelly; B ieri; Schroder, 

D river, and S treufert; Stogdill; Muthard and Miller^®; (2) the extensive re sea rc h  

utilizing these instrum ents; (3) the reported  re liab ility  and validity of each in s tru 

m ent; (4) the extensive re s e a rc h  in rehabilitation agencies utilizing these 

in strum en ts; and (5) the efficiency with which each instrum ent is adm inistered.

Leader B ehavior D escription Q uestionnaire and 
L eader Opinion Q uestionnaire

One of the outstanding ch a rac te ris tic s  of the Ohio State Leadership 

Studies was the change in approach to studying leadersh ip . The focus changed 

from  seeking answ ers to the question—"What does an individual do while he

^®Kelly, The Psvcholoev of Personal C onstructs. I (New York: W. W. 
Norton and Company, 1955); Jam es B ieri, "Cognitive Com plexity-Sim plicity and 
P red ic tive  Behavior. " Jo u rn a l of Abnormal and Social Psychology. 51, 1955, pp. 
263-268; H arold M. Schroder, Michael J .  D river, and Siegfried S treu fert,
Human Inform ation P ro cessin g  (New York: Holt, R inehart and Winston, Inc. ,1967); 
Ralph M. Stogdill, hidlvldual Behavior and Group Achievem ent-A  Theory, the 
E xperim ental Evidence (New York: Oxford U niversity P re s s , 1959); John E. 
M uthard and Leonard A. M ille r, The C rite ria  P rob lem  in R ehabilitation Coun
seling (Iowa City, Iowa: U niversity of Iowa, 1966).
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opera tes as  a le a d e r? " —to answ ering the q u estion— "How does he go about 

what he d o es?"  The Leader Behavior D escrip tion Q uestionnaire (LBDQ) was 

developed to m easu re  the behavior of lead ers  as perceived  by the ir subordinates 

and su p e rio rs . The Leader Opinion Q uestionnaire (LOQ) was developed to m ea

su re  the le ad e r’s attitude tow ards h is  own behavior.

The s iq )erv iso r's  leadersh ip  behavior was a s se s se d  with the L eader 

Behavior D escription Q uestionnaire Form  Xn (Appendix II) which provides an 

a ssessm en t of the lead e r 's  behav ior from  the co u n se lo r 's  viewpoint. F o rm  XII 

is the fourth rev ision  of the LBDQ, which developed out of the initial w ork of

Hemphill. The theoretical m odel underlying the LBDQ was outlined by

17M orris  and Seeman. Hemphill and Coons d esc rib e  the questionnaire 's  

development.^® Halpin and Winer^® and Fleishm an's^®  factor analysis of the 

questionnaire item s identified "C onsideration" and "Initiation of S tructu re" as

^®Hemphill, Situational F ac to rs  in L eadersh ip .

17 R ichard  T. M orris and Melvin Seeman, "The P roblem  of Leadership: 
An In te rd isc ip linary  Approach, " A m erican Jo u rn a l of Sociology, 56, 1950, 
pp. 149-155.

18John K. Hemphill and Alvin E. Coons, "Development of the L eader 
Behavior D escrip tion Q uestionnaire" in Ralph M. Stogdill and Alvin E. Coons, 
Leader B ehavior: Its D escription and M easurem ent (Columbus, Ohio: B ureau 
of B usiness R esearch , Ohio State U niversity, Monograph #88, 1957), pp. 6-38.

Andrew W. Halpin and Jam es B. W iner, "A F ac to ria l Study of the 
L eader B ehavior D escrip tions, " in Ralph M. Stogdill and Alvin E. Coons, Leader 
B ehavior: Its  D escription and M easurem ent (Columbus. Ohio: Bureau of B usi
ness R esearch , Ohio State U niversity, Monograph #88, 1957), pp. 39-51.

^®Edwin A. Fleishm an, "A Leader B ehavior D escrip tion  for Industry" 
in Ralph M. Stogdill and Alvin E. Coons, L eader B ehav io r: Its  D escrip tion and 
M easurem ent (Columbus, Ohio: Bureau of B usiness R esearch , Ohio State Uni
v e rs ity , Monograph #88, 1957), pp. 103-119.
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sufficiently independent to m easu re  two d ifferent kinds of leader behavior.

These two factors accounted fo r 83.2% of the to ta l fac to r variance. Studies con

ducted in the m ilitary  by Halpin^^ and in industry by Fleishm an, have fu rther 

substantiated the existence of the facto ria l independent subscales of "C onsider

ation" and "Initiation of S tructu re . "

A new theory of leadersh ip  ro le  and gproup achievem ent was developed 

by Stogdill. A fter a survey  of re sea rc h  data siq)porting th is  new theory  and 

a  num ber of em pirical re s e a rc h  studies, Form  Xll of the LBDQ was developed. 

Ten additional subscales w ere  hypothesized which a re  composed of e ith e r five 

or ten item s. The twelve subscales selected  and defined by Stogdill a re :

1. R epresentation -  speaks and ac ts  as  the rep resen ta tive  of the group. 
(5 items)

2. Demand R econciliation -  reconciles conflicting demands and reduces 
d iso rder to system . (5 item s)

3. Tolerance of U ncertainty -  is able to  to le ra te  uncertainty and post
ponement without anxiety o r  upset. (10 item s)

4. P ersuasiveness -  u ses persuasion  and argum ent effectively; exhibits 
strong convictions. (10 item s)

Andrew W. Halpin, "The Leadership B ehavior and Combat P erform ance 
of A irplane Com m anders, "  Jou rna l of  Abnorm al and Social Psychology. 49, 1954, 
pp. 19-22; Andrew W. Halpin, "The Leader B ehavior and Leadership Ideology of 
Educational A dm inistrators and A irc ra ft C om m anders, "  H arvard Education 
Review . 25, 1955, pp. 18-32.

^^Edwin A. F leishm an, "The D escription of Supervisory B ehavior, " 
Jo u rn a l of Applied Psychology. 37, 1953, pp. 1 -6 ; Edwin A. F leishm an, Edwin 
F . H a rr is , and Harold E. B u rtt, Leadership and Supervision in Industry : An 
Eyaluation of Supervisory T rain ing  P rogram  (Columbus, Ohio: B ureau of B usi
n ess  R esearch , Ohio State U niversity , Monograph #33, 1955).

^^Ralph M. Stogdill, Individual Behavior and Group A chievem ents -  ^  
Theory , the Experim ental Evidence (New York: Oxford U niversity P r e s s ,  1959).
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5. Initiation of S tructu re  -  c lea rly  defines own ro le , and le ts  follow ers 
know what is expected. (10 item s)

6. Tolerance of F reedom  -  allows follow ers scope for in itia tive , deci
sion, and action. (10 item s)

7. Role Assumption -  actively ex e rc ise s  the leadership  ro le  r a th e r  than 
su rrendering  leadersh ip  to o th e rs . (10 item s)

8. Consideration -  re g a rd s  the com fort, well being, sta tu s, and con tri
butions of follow ers. (10 item s)

9. Production Em phasis -  applies p re s su re  for productive output. (10 
item s)

10. P redictive A ccuracy -  exhibits fo resigh t and ability  to p red ic t out
com es accurate ly . (5 item s)

11. Integration -  m ain tains a c losely  knit organization; re so lv es  in te r
m em ber conflicts. (5 item s)

12. Superior O rientation -  m aintains co rd ia l re la tions with su p erio rs ; 
has influence with them ; is s triv in g  for higher sta tu s. (10 items)24

U sing the modified K uder-R ichardson form ula, a s e r ie s  of stud ies  provide 

the re lia b ility  coefficients shown in Table 1. The m odification consisted  of each 

item  being  c o rre la ted  to the rem a in d er of item s in its  subscale. This procedure 

y ielded adequate re su lts , which w ere  a conservative estim ate  of the subscale 

re liab ility . Halpin rep o rts  th a t "in sev e ra l studies w here agreem ent am o i^  

respondents in describ ing th e ir  respec tive  lead ers  has been checked by a 

’ betw een- v s . w ithin-group' analysis of v a riance , the F ra tio s  a ll have been 

found significant a t the .01 level. Follow ers tend to agree in d esc rib in g  the same

24Ralph M. Stogdill, Manual fo r the Leader B ehavior D escrip tion  Ques
tionnaire  -  F o rm  XII; An Experim ental Revision (Columbus. Ohio: B ureau  of 
B u sin ess  R esearch , Ohio State U niversity , 1963), p. 3.



TABLE 1

RELIABILITY COEFFICIENTS OF THE LBDQ

Subscale
§
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00k
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§

1 00 
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1
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a i l

s
f lO M
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s l
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1

1. R epresentation .82 .85 .74 .55 .59 .54 .70 . 66 .80

2. Demand R econciliation .73 .77 .58 .59 .81 .81

3. T olerance U ncertainty .58 .66 .82 .84 .85 .79 .82 .80 .83

4. P e rsu asiv en ess .84 .85 .84 .77 .79 .69 . 80 .76 . 82

5. Initiating S tructure .79 .75 .78 .70 .72 .77 .78 .80 .72

6. Tolerance Freedom .81 .79 .86 .75 .86 .84 .58 .73 .64

7. Role Assum ption .85 .84 .84 .75 .83 .57 . 86 .75 .65

8. C onsideration .76 .87 .84 .85 .77 .78 .83 .76 .85

9. Production Em phasis .70 .79 .79 .59 .79 .71 .65 .74 .38

10. P red ic tive  Accuracy .76 .82 .91 .83 .62 .84 .87

11. In tegration .73 .79

12. Superio r O rientation .64 .75 .81 .66 .60

Source: Ralph M. Stogdill, Manual for the L eader Behavior D escrip tion  Q uestionnaire-F orm  XII: An E xperi
m ental R evision (Columbus, Ohio: B ureau of B usiness R esearch , Ohio State U niversity , 1963), p. 11.

cn
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leader, and the descrip tions of d ifferent leaders d iffer significantly ."^^

The 11ÎDQ is composed of 100 short, descrip tive  statem ents indicating 

ways a su p erv iso r may behave. The respondent, who in th is  study is a coun

se lo r , is to indicate the frequency he observes the su p erv iso r engaging in each 

leadersh ip  behavior by checking one of five adverbs: alw ays, often, occasionally, 

seldom , o r  never. The scoring  on each item  ranges from  1-5 or 5-1 depending 

on the construction  of the item  (Appendix III).

The su p erv iso r 's  leadersh ip  attitude was a sse ssed  using the L eader 

Opinion Q uestionnaire. The LOQ has the sam e th eo re tica l and re se a rc h  back

ground as  the LBDQ. This sca le  was developed by Fleishm an and m easu res  

the lead e r behavior dim ensions "C onsideration" and " S t r u c t u r e . F l e i s h m a n  

defines superv iso ry  behavior as  follows:

C onsideration (C). R eflects  the extent to  which an individual is 
likely to  have job re la tionsh ips with his subordinates ch arac te rized  by 
m utual tru s t,  re sp ec t for th e ir  ideas, consideration  of the ir feelings, 
and a  c e r ta in  w arm th between him self and them . A high score  is indica
tive of a  c lim ate of good rap p o rt and two-way com m unication. A low 
sco re  indicates the individual is likely to be m ore im personal in h is 
re la tio n s  with group m em bers.

S tructu re  (S). R eflects  the extent to which an individual is likely 
to define and struc tu re  h is  own ro le  and those of his subordinates tow ard 
goal attainm ent. A high sc o re  on this dim ension ch arac te rizes  individuals 
who play a  v ery  active ro le  in d irec ting  group ac tiv ities  through planning, 
com m unicating inform ation, scheduling, c ritic iz in g , try ing new ideas, 
and so forth . A low sco re  c h a rac te riz es  individuals who are  likely to  be 
re la tiv e ly  inactive in giving d irec tion  in these  w a y s .  27

Andrew W. Halpin, Manual fo r the L eader Behavior D escription 
Q uestionnaire (Columbus, Ohio: B ureau of B usiness R esearch , Ohio State 
U niversity , 1957).

2®Fleishman, "A L eader Behavior D escription fo r Industry, " in Stogdill 
^ d  Coons, op. c i t .. p . 103-119.

27Edwin A. F leishm an, Manual fo r L eadersh ip  Opinion Q uestionnaire 
(Chicago, Illino is: Science R esearch  A ssociates, In c ., 1969), p. 1.
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The initial re liab ility  of the LOQ was determ ined by internal consistency, 

in te r - r a te r  agreem ent, and stab ility  of repeated m easu re s  over tim e. Table 2 

p re se n ts  the re liab ility  co rre la tio n s  which were com piled using the sp lit-ha lf 

method. These re lia b ilitie s  a re  a t an acceptable level a c ro ss  these sam ples. 

Adequate te s t - r e te s t  re liab ilitie s  w ere achieved for a sam ple of F irs t- lin e  

Superv isors with a  th ree-m onth  re te s t  period and for a sam ple of Air Force 

NCO's with a  one-m onth re te s t  period.

TABLE 2

RELIABILITY ESTIMATES OF THE LOQ

N Sample C S

122 F irs t- lin e  su p erv iso rs .70 .79

202 ROTC cadets .80 .82

394 M anufacturing em ployees .89 .88

120 Executives .62 .80

31 F irs t- l in e  su p erv iso rs .80* .74*

24 A ir F o rce  NCOs .77* .67*

80 Forem en in a  pharm aceutical company .70 .69

90 S uperv isor applicants in Swedish company .74 .82

Source: Edwin A. F leishm an, Manual fo r  L eadersh ip  Opinion Q uestion
n a ire  (Chicago, Illino is: Science R esearch  A ssocia tes, In c ., 1969), p. 1.

* T e s t- re te s t  re lia b ilitie s .
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The LOQ was developed to m axim ize construct validity . The validity of 

the LOQ is continuing to be determ ined in o ther re se a rc h  studies by co rre la tio n s  

with independent m easu res  of leadersh ip . The LOQ's fac to r analysis background 

and carefu l item  analysis accounts fo r the independence of the questionnaire 's 

sca le s . Table 3 p resen ts  the co rre la tio n s  between "C onsideration" and "S tructu re ' 

sco res . A m edian co rre la tion  of around zero  indicates that "halo" and "social 

d esirab ility "  tendencies do not seem  to be operating in these sca les.

TABLE 3

CORRELATIONS BETWEEN CONSIDERATION AND 
STRUCTURE SCORES FOR VARIOUS SAMPLES

N Sample r

122 F ir s t- l in e  industrial su p erv iso rs -.0 1
46 F ir s t- l in e  industria l s i^ e rv is o rs - .0 7
22 Top executives .03
80 B akery sup erv iso rs - .1 9

202 ROTC cadets - .1 9
247 Naval o fficer candidates -.23*
274 Naval o fficer candidates -.21="

47 A ir F o rce  NCOs .02
47 A ir F o rce  NCOs .08

394 Ind u stria l employees .04
60 G eneral forem en -.2 3

100 College sen io rs - .  05
59 U tility siqw rv iso rs .05
80 P harm aceu tica l forem en .10
21 Chem ical superv iso rs .06
57 M otor truck ing  production forem en - .  33
75 Swedish stQ)ervlsory candidates .16

Source: Edwin A. F leishm an, Manual fo r Leadership Opinion Question
n a ire  (Chicago, Illino is: Science R esearch  A ssociates, In c ., 1969), p. 1.

’"Significant a t the . 01 level.
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The LOQ is composed of 40 short, descrip tive  sta tem en ts  indicating a 

s iç e rv is o r 's  leadership  attitude. The superv iso r is to s e le c t for each item 

the a lte rn ativ e  which m ost nearly  exp resses  his opinion on how frequently he 

should do what is  described  by that item . V ariations of the adverb form at; 

alw ays, often, occasionally, seldom , o r never a re  se lec ted  fo r each leadership  

attitude a lte rn a tiv e . The scoring  on each item is the sam e as the LBDQ and 

ranges from  0-4  o r  4-0 depending on the construction of the item . Means and 

standard  deviations for the LBDQ and the LOQ a re  p resen ted  in Appendices IV 

and V.

Modified Role C onstruct R epertory  T est and 
P arag rap h  Completion T est

Cognitive complexity was a sse ssed  with the Modified Role Construct 

R eperto ry  T est (MRT) and the P arag rap h  Completion T es t (PCT). The m easu re 

m ent of cognitive complexity has th ree  levels of m ethodological problem s: (1) 

re la tin g  the definition of the concept to a general c la ss  of m easurem ent operations;

(2) selec ting  specific  form s of these  m easurem ent opera tions; and (3) deriving 

sco re s  from  th ese  specific fo rm s of m easurem ent operations.^®

B ie r i 's  definition of cognitive complexity as  "the tendency to construe 

social behavior in  a  m ultidim ensional way" im plies that the subject has available 

social stim uli upon which he can perfo rm  operations ind icating  the re la tive  degree 

of com plexity. The "social stim u li"  a re  persons well-known to the subject.

Jam es  B ie ri, "Cognitive Complexity and P e rso n a lity  Development, " in
O. J .  H arvey (ed. ) Experience. S tru c tu re , and Adaptability (New York: S pringer 
P u b lish e rs  Company, 1966), p . 25.
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B ie ri se lec ts  a m easurem ent form  that uses a six -catego ry  articu la tion  along 

various dim ensions of behavior provided to the subject. Complexity is m ea

su red  by a row -by-row  m atching technique.

The si5>ervisor's  cognitive com plexity was a sse ssed  with B ie r i 's  Modi

fied R eperto ry  T est (Appendix VI). This instrum ent is a m odification of 

K elly 's Role C onstruct R eperto ry  T est. The m ajo r m odification consisted  of 

providing the subject with the construct dim ensions ra th e r  than requ iring  him 

to generate  his own dim ensions. A num ber of re s e a rc h  studies^® provide sup

po rt for B ie r i 's  assum ption that "the sam pling of personal constructs provided 

for a  judge is  rep resen ta tiv e  of tha t judge 's  own constructs  e lic ited  in describ ing  

s im ila ritie s  and d ifferences among people."

The MRT consists  of a  10 x 10 grid . Each column is identified with 

a d ifferen t ro le  type, which should be rep resen ta tiv e  of a meaningful person  in 

the su b jec t's  socia l environm ent. Each row is identified with a b ipolar construct, 

which is  divided into a s ix -s tep  L ikert-type sca le  ranging from  +3 to -3 . The 

subject f i r s t  lis ts  the name o r  in itia l of the ten  p e rsons who b est co rrespond  to 

the ten  ro le  types. Next the subject ra te s  each of the ten  persons on each of the

2^M arc Irwin, Tony Tripodi, and Jam es B ie ri, "Affective Stim ulus Value 
and Cognitive Complexity, " Journal of P ersonality  and Social Psychology. 5, 
1967, pp. 444-448; J . J a sp a rs , "Individual Cognitive S tructure. " in The P ro 
ceedings of t ^  17th International C ongress of Psychology (Am sterdam  : N orth- 
Holland, 1964); W. S. T orgerson , Theory and Methods of Scaling (New Y ork; 
Wiley, 1958): Tony Tripodi and Jam es B ie ri, "Cognitive Complexity as  a  
Function of Own and Provided C onstructs, " Psychological R eports. 13, 1963, 
p. 26; J o s e p h s . Vannoy, "G enerality  of Cognitive Com plexity-Sim plicity as  a 
P ersona lity  C onstruct, "  Journal of Personality  and Social Psychology, 2, 1965, 
pp. 385-396.

^®James B ieri, e t a l . , C linical and Social Judgm ent (New York: John 
Wiley and Sons, In c ., 1966), p . 190.
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ten co n stru c t dim ensions.

The g r id  is  scored for cognitive complexity by com paring each ra ting  in 

a  row w ith the ra ting  d irectly  below it. A score of one is given for every 

identical com parison. Each colum n will have 45 possib le com parisons which 

y ields a  to ta l possible  score  of 450. A subject who u tilizes  no differentiation 

in h is  so cia l perception would give identical ra tings on a ll construct dim ensions 

and would sco re  a  maximum of 450. A sco re  of 100 has been found to re p re 

sen t a  re la tiv e ly  complex individual.

S ch ro d e r 's  definition of conceptual complexity as "the number of d iffer

ent w ays an individual learns to com bine and re la te  a se t of inform ation item s, " 

focuses on the num ber and connectedness of integrating ru le s  used in organizing

O l
the inform ation p ro cess , Schroder se lec ts  a projective technique for m ea

suring  the level of inform ation p rocessing  that an individual uses in a p a rticu la r 

situation . Complexity is  m easu red  by inferring s tru c tu ra l p ro p e rtie s  from 

v erb a l re sp o n se s .

The sv p e rv iso r 's  conceptual complexity was a sse sse d  with Schroder's 

P a ra g ra p h  Completion T est (Appendix VII). The PCT "m easu res  the 

extent to  which dim ensional units of inform ation can be in te rre la ted  in d ifferent 

ways in o rd e r  to  generate  new and d iscrepan t perspectives about stim uli."

Ol
H arold M. Schroder, "Conceptual Complexity and Personality  O rgani

zation, "  in H. M. Schroder and P . Suedfeld (eds.). P ersona lity  Theory and Infor
m ation P ro cessin g  (New York; The Ronald P re ss  Company, 1971), p. 240.

H arold M. Schroder, M ichael J . D river, and S iegfried S treufert, 
Human Inform ation P rocessing  (New York: Holt, R inehart and Winston, In c . , 
1967), p . 25.
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This standardized pap er and pencil te s t was developed with the intention of 

m easuring  s tru c tu re  in the a re a  of social interaction, which m ore specifically  

is  labelled the "in te rpersonal-uncerta in ty"  domain.

The PCT p re sen ts  the subject with 5 sentence s tem s in the in terpersonal 

a re a  and ask s  him to  w rite  3 o r  4 sentences in approxim ately 100 seconds to 

com plete each item . The resp o n ses  a re  ra ted  for the degree of d ifferentia

tion and the num ber of degrees of freedom  in the ru le s  of integration. It is  

from  these verba l responses tha t the m ediating p ro c e sses  o r conceptual s tru c 

tu re  is in fe rred .

The in tegrating com plexity of the conceptual s tru c tu re  is m easured  along 

a seven point sca le . The scale  is divided into four g ro ss  points: 1-Low,

3-M edium Low, 5-M edium High, and 7-High s tru c tu ra l p ro p e rtie s  of verbal 

resp o n ses. A sco re  of 1 is given to a response  generated  by a single ru le  o r 

perspec tive , 3 indicates a lternative  but unconnected p e rsp ec tiv es, 5 indicates 

a re la tionship  betw een two p ersp ec tiv es, 7 indicates m ultip le re la tionsh ips. 

Points 2, 4, and 6 rep re sen t in term ediate  judgm ents. A sum  of the top two 

sentence sco res  is  taken to indicate the individual's conceptual com plexity. A 

sum of top two sc o re s  of 7 o r above indicates an individual functioning a t the 

m ore "ab s trac t"  o r  higher end of the conceptual com plexity continuum. A sco re  

of 4 o r  below is indicative of an individual who is functioning a t the m ore 

"concre te" o r  low er end of the continuum . The re sp o n ses  reco rded  in th is  

re s e a rc h  w ere sco red  under the d irec tion  of P ro fesso r Schroder.

Schroder, e t  a l. re p o rt th re e  m easu res  of in ternal consistency on the
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PCT, 33 Table 4 shows that the co rre la tio n s  between the individual stem  sco re s  

and the to ta l sco res  v ary  between . 57 and . 75. Total sco re s  computed with a ll 

six  stem s^^ o r the top two stem s do not substantially d iffer on the split halves 

te s t . An equal sp lit halves co rre la tio n  of . 70 was found fo r sco res  on stem s 

"doubt", " ru le s" , and "when c ritic iz ed "  versing  sco res  on "confusion", "paren t" , 

and "c r itic ism  m eans. " In te rco rre la tio n s  among the s im ila r  p a irs  of stem s, 

am biguity s tem s, ex ternal im position s tem s, and in terpersonal conflict s tem s 

a re  .46 , .38 , and .56 , respectively . Schroder suggests that while different 

c la s se s  of stem s (stimuli) produce somewhat different levels of conceptual func

tioning, the co rre la tio n s  a re  sufficient to w arran t the sum m ation of scores 

ac ro ss  these  stem s to a rr iv e  a t a  general sco re .

V erbal fluency and social desirab ility  in the te s t resp o n ses  can reduce 

the validity  of the sco res . P ro p er sco ring  procedures w ill reduce the influence 

of these  v a riab le s . Intelligence te s ts  w ere significantly re la te d  to conceptual 

s tru c tu re  with a  co rre la tio n  range from  .12 to .45. Schroder found that when 

the low intelligence subjects w ere elim inated  the co rre la tio n  is considerably 

reduced.

F a le tti e>qperimentally studied the validity of the PCT using the s tru c tu ra l 

m anual. Three inform ation p ro cessin g  s tru c tu res  were p resen ted  to th ree

33Schroder, e t a l . ,  Human Inform ation P ro cessin g , p. 196.

^ tR ecen t m odification has reduced the PCT to five stem  item s.

V. F a le tti, "An E xperim ental Validation of Some M easures of Cog
nitive Complexity, " (unptdkliahed th e s is , P rinceton U niversity , 1968).
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TABLE 4

TYPICAL CORRELATIONS BETWEEN PARTS OF THE PARAGRAPH 
COMPLETION TEST AND WITH OTHER TRADITIONAL MEASURES

1 2 3 4 5 6 7 8 9 10 11 12 13

1 Integrative index 70 59 76 68 75 57 65 86 86 12 50 -07

2 Stem I 
D oubt.. .

48 46 62 35 33 94 55 35 12 33 -01

3 Stem II 
C onfusion.. .

41 39 56 21 48 39 51 22 35 -02

4 Stem III 
R u le s .. .

41 49 33 33 89 48 17 40 -17

5 Stem IV 
P a re n ts . . .

41 39 50 57 50 21 30 -01

6 Stem V 
C r it ic is m .. .

44 29 55 85 09 33 -08

7 Stem VI
C ritic ism  m e a n s . . .

26 35 78 00 22 02

8 Ambiguity 
s tem s (1 and 2)

46 38 06 38 -02

9 E xternal im position 
stem s (2 and 3)

56 12 42 -08

10 In terpersonal conflict 
s tem s (4 and 5)

04 36 -05

11 V erbal Fluency 10 17

12 V erbal IQ -41

13 Social desirab ility

Source: H. M. Schroder, M. J .  D riv e r, and S. S treu fe rt, Human Infor
m ation  P rocessing , (New York: Holt, R inehard and W inston, In c ., 1967), p. 197.
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m atched groups using the sim ulated personnel se lec tion  situation. The infor

m ation p rocessing  s tru c tu re s  were (1) tw o-dim ensional single com binatory ru le , 

(2) th ree-d im ensional single com binatory ru le , and (3) th ree-d im ensional con

nected m ultip le com binatory ru le . The subjects w ere taught to use single o r 

m ultiple com binatory ru le s  to think about each applicant in the sim ulated s itu 

ation, It was found tha t the induced organizational d ifferences affected the 

s tru c tu ra l p ro p e rtie s  of the PCT, The in tegrative com plexity sco res  for group 

3 w ere h igher than for groups 1 and 2,

F a le tt i 's  study dem onstrated  two effec ts: (1) a s  the degree of experi

m entally  induced d ifferentiation  was increased , sco re s  on the Modified Rep 

T est system atically  increased , but sco res  on the PCT rem ained substantially  

unchanged; (2) as the degree  of experim entally  induced organizational com plexity 

was increased , while holding the num ber of dim ensional scale  values of in form a

tion constant, sco res  on the PCT system atically  increased  while sco res  on the 

Rep T est rem ained  substantia lly  the sam e, Vannoy re p o rts  sco res  of the PCT 

w ere fac to ria lly  independent of sco res  on the MRT,^® G ard iner's  fac to ria l 

study showed that the PC T defined a fac to r as  the level of conceptual com plexity 

which is re la tive ly  unre la ted  to  factors of d ifferen tia tion . T herefore , the m ea

su rem ent of cognitive com plexity w ill consis t of two a sp ec ts ; the degree of socia l 

s tim uli d ifferen tia tion  and the degree of organizational Integration, These two

Joseph S. Vannoy, "G enerality of Cognitive Com plexity-Sim plicity a s  
a  P erso n a lity  C onstruct, " Journal of P erso n a lity  and Social Psychology. 2, 1956, 
pp. 385-396,

37G, S. G ard iner, "Some C o rre la tes  of Cognitive Complexity, " (unpub
lished m a s te r 's  th e sis . U niversity of A lberta, 1968),
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facets of cognitive complexity will be fu rther outlined in Chapter III.

Job Satisfaction Inventory 

The counselo r's  job sa tisfac tion  was a sse ssed  with the Job Satisfaction 

Inventory (JSI) (Appendix VIII). The JSI was originally  developed by Johnson 

and la te r  rev ised  by M uthard and M iller for use with rehabilita tion  counselors,^® 

The rev ision  consisted  of reducing the num ber of item s from  99 to 70 and 

changing the fo rm at of the item  response , M uthard and M iller selected  the JSI 

because it appeared to cover m ost of the m ajo r d im ensions of job satisfaction , 

and the validation studies using se lf-e s tim a te s  and co -w orker c r i te r ia  seem ed 

p rom ising .

M uthard and M iller used  a sam ple of 143 counselo rs from  six reh ab ilita 

tion agencies to modify and te s t the JSI. Using the sp lit half p rocedure  and the 

Spearm an-B row n co rre la tio n , the au thors rep o rt the re liab ility  of the to ta l score  

from  the JSI is  .88 . The c o rrec ted  sp lit-h a lf re liab ility  coefficients for the 

eight dim ensions ranged from  .47 to , 89, with the m ean, using the F ish e r Z

transfo rm ation , being . 80. In ter co rre la tio n  of the JSI dim ensions indicate

40re la tiv e  independence.

Studies using the JSI in rehab ilita tion  agencies have continued to substan

tia te  the instrum en t's  validity . P acen illi, and Smits and Aiken, found the JSI

Q O
George Johnson, "An Instrum ent for the M easurem ent of Job S atisfac

tion, " P ersonnel Psychology, 8, 1955, pp. 27-37.

John E. M uthard and Leonard A. M iller, The C rite r ia  P rob lem  in 
R ehabilitation Counseling (Iowa City. Iowa: U niversity of Iowa, 1966).

^9lbid., p. 43.
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to be significantly c o rre la ted  with counselor percep tions of superv isory  behavior. 

M uthard and M iller, and Hanson re la ted  JSI sco res  to counselor productivity. 

Sm its, and Irz lnsk i re la ted  JSI to  counselor tu rnover.

The rehab ilita tion  counselor was asked to  ra te  h is  feelings, be liefs, and 

attitudes on seventy, item s which m easure  job satisfaction  in the following a re a s :

(1) P hysical and M ental Exertion; (2) R elations with A ssociates; (3) Relations 

with E m ployer; (4) Security , Advancement and Finance; (5) In te re s t in. Liking 

fo r, and Em otional Involvement in the Job; (6) Job Inform ation, T raining, and 

Status; (7) Physical Surroundings and Work Conditions; (8) Future, Goals and 

P ro g re ss .

The item  response  form at is a five-point L ikert scale using the following 

adverbs and percen t of tim e as guides: ra re ly  (0 to  15 percent of the tim e), „ 

som etim es (16 to 35 percen t of the tim e), frequently  (36 to 65 percent of the tim e), 

generally  (66 to  85 p ercen t of the tim e), and a lm ost always (86 to 100 percen t of 

the tim e). Following P a c in e lli 's  suggestion the adverb  form at was changed to

^^Ralf N. P acinelli, "Rehabilitation Counselor Job Satisfaction as it  R e
la tes to P erce ived  Leadership  Behavior and Selected Background F ac to rs , " 
(unpublished doctoral d isse rta tio n , Pennsylvania State U niversity, 1968);
Stanley J .  Sm its and W ilbur J .  Aiken, A D escrip tive  Study of Supervisory P ra c 
tices  as  P erce ived  by C ounselors in State V ocational Rehabilitation Agencies 
(Bloomington: Indiana U niversity , 1969); Leonard A. M iller and John E. M uthard, 
"Job Satisfaction and C ounselor Perform ance in State Rehabilitation A gencies, " 
Journal of Applied Psychology. 49, 1965, pp. 280-283; J .  C. Hanson, "Job Sat
isfaction and Effective P erform ance of School C ounselors, " Personnel and Guid
ance Jo u rn a l, 46, 1968, pp. 864-869; Stanley J . Sm its, Leadership B ehavior of 
Superv isors in State R ehabilitation Agencies (Atlanta: Georgia State U niversity , 
1971); Stanley M. Irz in sk i, "F ac to rs  R elated to Turnover in a State R ehabilita- 
Agency, " (unpublished doctoral d isserta tion , Pennsylvania State U niversity , 1968).



28

" ra re ly ,"  "seldom , " "occasionally , " "often, " and "always" to conform  to the 

LBDQ form at and thereby c larify  the Instrum ents fo r the counselors,'^^ The 

seventy item s a re  sco red  on a scale  from  1 - 5  o r  5 -1  depending on the 

statem ent. A to ta l job satisfaction  score can range from  70 to 350, and eight 

dim ensional sco res  can be computed (Appendix IX). A high total sco re  or 

dim ensional sco re  re p re se n ts  a high level of job satisfaction.

The following instiruments w ere adm in istered  a t each organizational 

level. The chief of rehab ilita tion  se rv ices  grouped h is su p erv iso rs  according 

to  th e ir  effectiveness. The superv iso r com pleted a  Personal Data Form , the 

P aragraph  Completion T est, the Modified R eperto ry  T est, and the Leadership 

Opinion Q uestionnaire. The counselor com pleted a  Personal Data Form , the 

L eadership Behavior D escription Q uestionnaire and the Job Satisfaction Inven

to ry .

Hypotheses to Be Tested

The following null hypotheses will be te sted .

Hypothesis I: T here is  no difference betw een the su p erv iso rs ' cognitive
com plexity when c lassified  according to effectiveness.

Hypothesis II: T here is no difference betw een the su p erv iso rs ' LOQ sub
sca le  sco res  when c lassified  according to effectiveness.

Hypothesis III: T here  is  no difference between the su p erv iso rs ' LBDQ sub
sca le  sco res  when c lassified  according to effectiveness.

Hypothesis IV: T here  is  no difference between counselo rs ' JSI subscale
sc o re s  when c lassified  according to  th e ir  su p e rv iso r 's  

___________________effectiveness.

^^Ralf N. Pac inelli, "Rehabilitation Counselor Job Satisfaction as it 
R ela tes  to P erceived  L eadership  Behavior and Selected Background F ac to rs , " 
(unpublished doctoral d isse rta tio n , Pennsylvania State U niversity, 1968).
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Hypothesis V: 

Hypothesis VI: 

Hypothesis VH:

Hypothesis VIII:

Hypothesis IX:

Hypothesis X:

There a re  no significant c o rre la tio n s  between the su p er
v iso rs ' cognitive complexity and the LOQ subscale sc o re s .

There a re  no significant co rre la tio n s  between the su p e r
v iso rs ' cognitive com plexity and the LBDQ subscale sco res .

There a re  no significant co rre la tio n s  between the su p e r
v iso rs ' cognitive com plexity and the counselo rs ' JSI subscale 
sco res .

There a re  no significant co rre la tio n s  between the su p e r
v iso rs ' LOQ dim ension sc o re s  and the LBDQ dim ension 
sco res .

There a re  no significant co rre la tio n s  between the su p e r
v iso rs ' LOQ sub scale sco res  and the counselo rs ' JSI sub
scale sco res .

There a re  no significant co rre la tio n s  between the su p e r
v iso rs ' LBDQ subscale sco res  and the counselo rs ' JSI 
subscale sco res .

A nalysis of Data

Two nonparam etric s ta tis tic a l m odels a re  u tilized  in testing  these 

re se a rc h  hypotheses. These m odels w ere se lec ted  because of the assum ptions 

underlying the population and the instrum entation. The Mann-Whitney U te s t 

was used to te s t  fo r a significant difference betw een the effectiveness c la ss if ic a 

tions. Spearm an Rank co rre la tio n  analysis was conducted to te s t the rem aining 

hypotheses. The function of the co rre la tio n  analysis  was to determ ine the c lo se 

ness of the re la tionsh ip  between any two v a riab les . M ultiple reg re ss io n  analysis 

was conducted on the JSI to ta l sco re . The objective of the m ultiple re g re ss io n  

analysis  is the derivation of an equation by which the dependent v a riab le , JSI 

to ta l, can be estim ated  from  the o ther v ariab les  being investigated. The a l te r 

nate hypotheses state that the effective sup erv iso rs  w ill sco re  h igher on the



30

v ariab les  under consideration, and tha t there  is a positive relationship  betw een 

the v a riab les  c o rre la ted .

Scope and L im itations 

This re s e a rc h  study was conducted in a state  vocational rehab ilita tion  

agency. The data  w ere collected from the chief of rehab ilita tion  se rv ice s , 29 

su p erv iso rs , and 147 counselors. T hree sup erv iso rs  w ere not included in the 

study. One w as sick  during the testing  period; a  second was excused since she 

had no counselo rs repo rting  to her; and, the th ird  su p erv iso r was e lim inated  

from  the an alysis  because of apparent b ia s . A total of 190 counse lo rs’ packets  

w ere d istribu ted . Of these , 160 w ere re tu rn ed  and 147 w ere usable. F our 

superv iso rs  had le ss  than the four counselor evaluations suggested fo r r e l ia 

bility on the LBDQ, but w ere included because th ree  counselor evaluations 

w ere fe lt adequate considering that these  su p e rv iso r 's  to ta l num ber of counse lo rs  

w ere sm all.

The concepts of individual job satisfaction  and leadersh ip  behavior con

s is t of many face ts . The m easurem ent of rehab ilita tion  counselor job s a tis 

faction was lim ited  to h is response on the Job Satisfaction Inventory. The 

m easurem ent of leadersh ip  behavior w as lim ited to the rehab ilita tion  co u n se lo r 's  

perception  of h is im m ediate sx çe rv iso r and the su p e rv iso r 's  se lf-re p o rt. These 

m easu rem en ts  w ere  made respectively  with the L eadersh ip  Behavior D escrip 

tion Q uestionnaire and the Leadership Opinion Q uestionnare. The m easu rem en t

^^Ralph M. Stogdill, M anagers. Em ployees. O rganizations (Columbus, 
Ohio: B ureau of B usiness R esearch , D ivision of R esearch , College of C om m erce 
and A dm inistra tion , Ohio State U niversity , 1965).
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of the su p e rv iso rs ' cognitive personality  was lim ited to responses to the 

P arag raph  Completion T est and the Modified R epertory  T est.

Several lim itations o ccu rred  as  a resu lt of the re s e a rc h  design. What 

constitu tes an "effective" su p erv iso r is a difficult conceptual question to m ea

su re . No attem pt was made to operationally  define su p erv iso r effectiveness. 

Instead, the chief of rehab ilita tion  s e rv ic e s ' designation of "effective" and 

" le ss  effective" siq>ervisors, and the counselors ' job satisfaction  sco res w ere 

accepted as indicative of superv iso ry  effectiveness.

Studies involving se lf-rep o rtin g  and descrip tion of o th e rs ' behavior 

r is k  the collection of inaccurate inform ation. In o rd er to insure g rea te r 

accuracy  the partic ipan ts  w ere in struc ted  on the objectives and procedure of 

the re sea rc h  study. Instructions and example questions preceded each in s tru 

m ent. Since the anonymity of each respondent was a ssu red , it was assum ed 

that the p a rtic ip an ts ' responses w ere  a  truthful reflection  of the ir feelings.

The scope and lim itations of th is re sea rch  study caution the genera liza

tion of the re s u lts  to o ther s ta te  population of rehabilita tion  superv isors and 

counselors. Caution is a lso  extended to making any inferences about the causality  

of the v a riab les  that a re  s ta tis tic a lly  in te rre la ted . Richmond states :

The use of the te rm s  dependent and independent to describe the 
v a riab les  in co rre la tion  analysis  stem  from the m athem atical func
tional re la tionsh ip  and is  not n ecessa rily  re la ted  to the dependence in 
a causal sense  of one v ariab le  on the other. As a m a tte r  of fact, there  
is nothing in co rre la tio n  analysis , reg ress io n  analysis , or any o ther 
m athem atical procedure that can estab lish  causality . We can and do 
m easu re  the nature and the degree  of the association o r covariation 
between the tru e  v a riab les ; but we cannot and do not from  the p rocedures
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described  h e re , form  any conclusions about the causality  o r lack of it 
in the re la tionsh ip  between the two v a riab les .

It is fu rther pointed out that the ex post facto re s e a rc h  design lim its 

the m anipulation of the independent v a riab les  and the control over the random i

zation of the sub jec ts. The inferences about the re la tions among the variab les  

are  th e re fo re  m ade without d irec t m anipulation of the v a ria b le s . K erlinger 

defines ex post facto re se a rc h  as :

Ex post facto re sea rc h  is system atic  em pirica l inquiry in which 
the sc ien tis t does not have d irec t con tro l of independent v a riab les  be
cause th e ir  m anifestations have a lready  occurred  o r because  they a re  
inherently not m anipulable. Inferences about re la tions among variab les 
a re  made, without d irec t intervention, from  concom itant varia tion  of 
independent and dependent v a riab le s . ^

The m ajo r design approach in the Ohio State L eadersh ip  Studies was to 

d iscover the re la tio n  of groiq) and individual fac to rs  to d ifferen tia ls  in leader 

behavior. These re la tionsh ips could have been causal o r concom itant in natu re . 

Although the ultim ate e ffo rt is to estab lish  a causal re la tion , th is  study focuses 

on what phenomena a re  concom itant with ce rta in  kinds of lead e r behavior. 

M orris and Seeman sta te  that "seeking out such concom itancies is a  v ital p re 

p ara to ry  step tow ard  the estab lishm ent of causal patterns."'^®

^^Sam uel B. Richmond, S ta tis tica l A nalysis (New Y ork: Ronald P re s s  
Company, 1964), p. 426.

^S p red erick  N. K erlinger, Foundations of B ehavioral R esearch ; Educa
tional and Psychological Inquiry (New Y ork: Holt, R inehart and Winston, In c . , 
1973), p . 379.

^ M o r r i s  and Seeman, "The P rob lem  of Leadership, " p . 154.
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Justification  l'or the R esearch 

The Ohio State Leadersh ip  Studies have developed a th eo re tica l fram e

w ork d irec ted  a t the understanding of intragroup re la tions, which em phasizes 

the in tegration  of other th eo re tica l constructs. Using th is fram ew ork  the theo

re tic a l w orks of Stogdill, Individual Behavior and Group A chievem ent; Kelly, 

The Psychology of P ersona l C o n stru c ts ; B ieri, Cognitiye Com plexity-Sim plicity 

and P red ic tiye  Behavior; and Schroder, ^  a l . , Human Inform ation P rocessing  

a re  in tegrated  in an attem pt to te s t  the hypothesized re la tio n  betw een perception 

and behavior. Stogdill m akes the following com m ents on the im portance of 

th eo re tica l integration in the social sciences:

Strong efforts a re  being m ade in the social sc iences to b ring  about 
the integration of subsets of statem ents heretofore reg a rd ed  as separate  
and independent th eo ries. The convergence of th eo ries  re la tin g  to indi
vidual with those re la ting  to groiq) events is apparent in re s e a rc h  on 
in te rpersonal perception and in terpersonal re in fo rcem en t. Much other 
in tegrative work is being done a t  different levels of generality . . . .  
Increase  in understanding is  dependent upon the developm ent of methods 
fo r dem onstrating that th eo ries  a re  not only verifiab le , but logically con
s is ten t. Understanding is  fu rth e r increased  when two o r  m ore separate  
sy stem s can be put together in such a m anner as to fo rm  an in teg ra l 
system  of verifiab le and logically consistent sta tem en ts.

It is hoped that the findings from  this re sea rc h  will add to the theoretical 

base  from  which an experim ental re se a rc h  p rogram  can be built to analyze 

fu r th e r the rela tionsh ip  between agency effectiveness and the human fac tors in 

the organization. The following working princip les, which have been utilized

^^Ralph M. Stogdill, "Intragroup-Intergroup Theory and R esearch , " in 
M uzafer Sherif (ed. ) Intergroup Relations and Leadership (New Y ork: John Wiley 
and Sons, In c . , 1962), p. 48.
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in the Ohio State Leadership  Studies, provide a fram ew ork for continued reh ab 

ilita tion  agency re se a rc h .

1. D escrip tion should precede evaluation. Let us d iscover what ex ists  
before attem pting to  evaluate it.

2. U nderstanding is  based  on the dem onstration  of re la tionsh ips. Theory 
should be based  on an em pirically  estab lished  system  of in te rre la tio n 
ships.

3. Methods should be developed fo r the m easurem ent of a ll v a riab les  
thought to  be n ecessa ry  for a logically com plete and coherent system . 
W henever possib le , scaled m easu re s  should be developed fo r every 
variab le  thought to be essen tia l to the system . That which cannot be 
categorized  or quantified cannot be re la ted  to other va riab les .

4. E m pirical re se a rc h  should be conducted on a system atic  b a s is .

5. S tructu ral designs a re  necessary  fo r system atic  re sea rch ,

A num ber of re se a rc h  efforts on agency supervision have been conducted. 

Pacinelli re la ted  two dim ensions of leader behavior of counselor job satisfaction; 

M iller and M uthard exam ined job satisfac tion  and perform ance c r i te r ia ;  Irzinsk i 

studied the fac to rs  underlying counselor tu rn o v er; Smits and Aiken described  

superv iso ry  p ra c tic e s  a s  perceived  by counse lo rs; Bostic studied the effects of 

perceived  leadersh ip  c lim ate  in state agencies; and V iaille, H ills and Ledgerwood 

studied the m anagem ent p rac tices  of m ore effective and le ss  effective d is tr ic t 

offices. Synthesis of these re sea rch  e ffo rts  will add fu rther understanding to 

the a lready  existing  em p irica l re la tionsh ips.

^®Stogdill, " In tr^ ro u p -In te rg ro u p  Theory and R esearch , " p. 49.

'^^Pacinelli, "Rehabilitation C ounselor Job  Satisfaction as it R elates to 
P erce ived  L eadersh ip  B ehavior and Selected Background F ac to rs ;"  M iller and 
M uthard, "Job Satisfaction and Counselor P erfo rm ance in State Rehabilitation 
A gencies:" Irz in sk i, "F a c to rs  Related to T urnover in a  State R ehabilitation
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The R ehabilitation Service A dm inistration M anagement T rain ing  P ro 

gram  initiated a t the U niversity of Oklahoma provides a m eans by which 

re se a rc h  findings can be u tilized  in the tra in ing  of rehab ilita tion  personnel.

The im portance of human re la tio n  tra in ing  has been pointed out by Sm its and 

Aiken’s survey of counselo rs ' a sse ssm en ts  of the in -se rv ice  tra in ing  needs of 

th e ir s iç e rv is o rs . The o v era ll a ssessm en t of su p erv iso r com petency was 

favorable, with ra tings of inadequacy ranging from  13.0% to 35.2%. The m ajo r 

needs in o rd e r of p rio rity  w ere seen as  :

C ounselors
Rank S tp e rv iso r 's  Knowledge/Skill A rea Checking
__________________________________________________________"Inadequate"

1 Ability to  handle in te rp e rso n al re la tionsh ips in 35.2%
adm inistra tive settings, d irecting , m otivating,
and stim ulating staff perform ance.

2 Ability to identify streng ths and w eaknesses in 33.5%
individual perfo rm ance, to develop techniques
fo r stim ulating p ro fessional growth and im prove
m ent of se rv ice s .

Agency;" Sm its and Aiken, A D escrip tive Study of Supervisory P rac tic e s  as 
Perceived  by C ounselors in State Vocational R ehabilitation A gencies; C arro ll 
R. B ostic, "The Effect of P erce iv ed  L eadership  C lim ate in the State R ehabilita
tion Agency" (unpublished doc to ra l d isse rta tio n . U niversity of M issouri, 1969); 
Harold D. V iaille , W illiam G. H ills and Donna E. Ledgerwood, M anagement 
P rac tices  In Vocational R ehabilitation D is tric t O ffices (Norman, Oklahoma; 
Regional R ehabilitation R esearch  Institu te , The U niversity of O klahom a, 1973).

^^This p rogram  offers  sem in ars  in the following a re a s : (1) B asic P r in 
ciples of Management, (2) P rogram  Planning, (3) Manpower Developm ent, (4) 
Human R elations and Communication, (5) P rob lem s in O rganization, (6) Manage
m ent of M anagers, (7) P rob lem s of State D irec to rs , (8) Supervisory M anage
m ent, (9) M anagerial D ecision Making, (10) P ro g ram  Evaluation, (11) M anage
m ent of Change.
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Ability to track  casew ork m ethods in such a way 31,7%
as to im prove c a se  study evaluation, diagnosis, 
and planning fo r rehab ilita tion  se rv ice s .

Knowledge of re la ted  regulations such as those 28, 7%
associated  with Public W elfare, W orkm en's 
Compensation, Wage and Hour, e tc.

Understanding of the p rincip les of human behavior, 27,4%
the significant a spec ts  of in terpersonal re la tio n 
ships as re flec ted  in c lien t-counselo r and su p e r-  
v iso r-co u n se lo r ac tiv itie s,

M oriarty , D irec to r of the Ohio B ureau of Vocational F habilitation, 

r e s ts  the agency 's success a s  a whole on the re la tionship  the superv iso r 

develops with his counselors. Belonging to a meaningful group association is 

a b asic  counselor need, which is the su p e rv iso r 's  m ajo r responsib ility .

It is a fact well recognized by state  d irec to rs  and by the federal 
Office of Vocational R ehabilitation that superv ision  in vocational rehab il
ita tion  is im portant, that superv isory  techniques and sk ills  can be 
im proved through tra in ing , and that good superv ision  is closely re la ted  
to  successfu l rec ru itm en t and retention of com petent counseling staff.
This a re a  of tra in ing  need has long been given high p rio r ity  by the Council 
of State D irec to rs  of Vocational Rehabilitation,

A rgyris  has suggested that the effective tra in ing  of superv iso rs  in 

"H um an Relations and Communication" may req u ire  new techniques tha t will 

b ring  a  change in "general o r  total behavior. " He s ta tes :

Stanley J .  Sm its and W ilbur J ,  Aiken, A D escrip tive Study of Super
v iso ry  P ra c tic e s  M  P erce ived  ^  C ounselors in State Vocational Rehabilitation 
A gencies (Bloomington, Indiana: Indiana U niversity , 1969), p, 31,

C O

Edward J .  M oriarty , "The Supervisor in a State Rehabilitation Agency," 
Jo u rn a l of Rehabilitation. 25, 1959, p, 25,
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Thus, tra in ing  in human re la tions, no m a tte r how sim ple, is  not 
only a  m a tte r of "getting the subject m a tte r a c ro ss  c lea rly , " but it is 
also  a  m a tte r of understanding how to help the foreman to incorporate 
the subject m a tte r  as p a r t  of his personality .

Increasing  the individual’s perceptual accuracy  may be one m eans of 

incorporating the "Human R elation Skill" into the su p e rv iso r 's  personality . 

Zalkind and C ostello  feel that:

We a re  not yet su re  of the ways in which train ing fo r perceptual 
accuracy can b e s t be accom plished but such tra in ing  cannot be ignored. 
In fact, one can say that one of the im portant ta sk s  of adm in istra tive  
science is to design re s e a rc h  to te s t various tra in ing  procedures for 
increasing  percep tual accuracy .

The purpose of th is  re s e a rc h  w ill attem pt to  a sse ss  the su p e rv iso r 's  

perceptual com plexity and its relationship  to leadersh ip  behavior, effectiveness 

and job satisfaction . It is hypothesized that a  m ore  cognitively complex super

v iso r will m ake m o re  accu ra te  perceptual judgm ents of people which in tu rn  

allows him a  w ider range of freedom  fo r accom plishing agency p ro g ram s. 

Developing the capacity  of individual freedom  will be the future challenge to the 

adm inistra tive sc iences. Schroder, K arlins and P h ares  s ta te :

The noblest goal of the individual is to develop the capability  to be 
free , and the aim  of a ll Institutions and governm ents should be to help 
the individual in his quest fo r freedom . Individuals differ in th e ir ability

53A rg y ris , P e rso n a lity  and O rganization— The Conflict Between the System 
and the Individual, p . 22.

®‘*Sheldon S. Zalkind and Timothy W. C ostello , "Perception: Some 
Recent R esearch  and Im plications fo r A dm inistration, " A dm inistrative Science 
Q uarterly . 7, 1962, p . 235.
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to be free . It is a  learned  ab ility—an inform ation-processing  ab ility— 
un re la ted  to the amount of knowledge a person  le am s  or his m em ory 
capacity . Freedom  is  the ability of a person  to produce his own concep
tions, to  generate a lte rnative  and conflicting conceptions, to think and 
value in te rm s  of m ultip le perspectives, and to define one's identity and 
his re la tionsh ips to o th e rs  on the basis  of these self-genera ted  concep
tions of the world.

O rganization of the R esearch

This re sea rch  study is organized into five chap te rs . The introduction, 

m ethodology, and justification  a re  presented  in Chapter 1. In Chapter 11 defini

tions of leadersh ip  a re  p resen ted  and three theo re tica l concepts of leadership  

a re  review ed. The th eo re tica l fram ew ork fo r the Ohio State Leadership  Studies 

outlines the d irection fo r th is re se a rc h  study. Next, Stogdill's theory of Indi

vidual B ehavior and Groiq) Achievem ent is p resen ted . This theory attem pts to 

synthesize some d iverse  re s e a rc h  findings and a lso  leads to the development of 

F o rm  Xll of the LBDQ. F inally , the Human R elations R esearch  G roups' leader

ship parad igm  is outlined. This paradigm  em phasizes the perceptual capacities 

of the  lead e r.

In C hapter HI the definition of personality  is  d iscussed , and the philo

sophical and theore tical concept of personality is p resen ted . The philosophical 

and th eo re tica l position of K elly 's The Psychology of P ersonal C onstructs is 

outlined. The R epertory  T est was developed from  th is theory. Next, the theo

re tic a l positions of B ie ri and Schroder, e t al. outline the theory of human 

inform ation processing . F rom  these  works the Modified R epertory  te s t and the

®®Harold M. Schroder, M arvin K arlins and Jacqueline O. P h a re s , 
Education fo r Freedom  (New York: John Wiley and Sons, In c ., 1973), p. 77.
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P arag rap h  Completion te s t w ere developed.

In Chapter IV the re se a rc h  lite ra tu re , utilizing the th eo re tica l approaches 

m entioned above, is review ed. In Chapter V the re su lts  and d iscussion  of th is 

re s e a rc h  p ro jec t a re  p resen ted .



CHAPTER n  

LEADERSHIP

Introduction

A p e rs is te n t them e throughout h istory  has been to  identify the nature 

and quality  of leadership . The t r a i t  approach focused f i r s t  on identifying c h a r

a c te r is tic s  pertinen t to the lead er. F ind ir^  the t r a i t  approach inadequate the 

Ohio State Leadership studies tu rned  to examining and m easuring  perform ance 

o r behavior in the situation. S togdlll's  synthesization of theory and experim ental 

studies re su lted  in the form ulation of a theory of leadersh ip  and group ach ieve

m ent, which proposes expectation theory as an im portan t elem ent in determ ining 

group outputs. Tannenbaum, e t  a l. rep re sen t the new est em phasis in leadersh ip  

re se a rc h  and focuses attention on identifying the psychological capac ities  that 

underg ird  the leadership  p ro c e ss .^

K elly 's form al expectations theory outlines the n ecessa ry  connection 

betw een the leadership  p ro cess  and group achievem ent. Finding the c u rren t 

psychoanalytical thought inadequate Kelly proposed a theory that is an an tic i

pato ry  ra th e r  than a  reactive  system . The additional concepts of B ieri and

R obert Tannenbaum, Irv ing  R. W eschler, and F red  M assarik , L eader
ship and O rganization—A B ehavioral Science Approach (New York : M cGraw- 
Hill Book Company, 1961).

40
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Schroder, e t com plete the system  of psychological p ro c e sse s .^

The approach taken in this leadership  re s e a rc h  can be considered to be 

situational and in teractional. Leadership is explained a s  an in teraction betw een 

the leader and follower in the situation. Gibb’s sum m ary  of the situational 

approach em phasizes the p ro cess  of social in te raction  which focuses on the 

le ad e r 's  capacity  for the perception of individual d ifferences. He s ta tes :

F ir s t ,  leadersh ip  is always re la tive  to  the situation. This r e la 
tivity m ay be b roken down with resp ec t to each  of the m ajor v ariab les  in 
the situation: (a) It is  re la tiv e  to the group ta sk  and goal. Individual 
accession  to the lead er ro le  is  dependent i^ o n  the group goal. Insofar 
as th e re  can be no leadersh ip  in the a b s tra c t, it m ust be tow ard a goal, 
however weakly that goal may be valued, (b) It is  re la tive  to group 
s tru c tu re  o r organization. Leader behavior is determ ined in large p a rt 
by the nature  of the organization in which it o ccu rs , (c) It is re la tive  to 
the population c h a ra c te r is tic s  of the group o r, in o ther w ords, to the 
a ttitudes and needs of the followers. The leader inevitably embodies 
many of the qua lities of the follow ers, and the re la tio n  between the two 
may be so c lose tha t it is often difficult to de term ine  who affects whom 
and to what extent. F o r th is  reason  it is  possib le  fo r leadership  to be 
nom inal only.

Second, the basic  psychology of the leadersh ip  p rocess is that of 
social in teraction . It is  d istinctly  a quality of a  group situation. No 
individual can be conceived of as a leader un til he sh ares  a  problem  with 
o th e rs , until he com m unicates with them  about the problem , until he has 
succeeded in en lis ting  th e ir  support in giving exp ress io n  to h is  ideas. 
Leader and follow er m ust be united by com m on goals and asp irations and 
by a  w ill to  lead, on one side, and a w ill to follow on the o ther, i. e . , by 
a common acceptance of each o ther. It is a  co ro lla ry  of th is principle 
tha t the leader m u s t have m em bership  c h a ra c te r  in the group which 
sponsors him  fo r tha t ro le , because leader and follow ers a re  in terdepen
dent. The lead e r m u st be a  m em ber of the group, and m ust sh are  its 
n o rm s, its  ob jectives, and its  asp ira tions.

F inally , given group-m em bership  c h a ra c te r . . . leader s tatus 
depends iq>on perception  of individual d ifferences. It is because th e re  a re

^C hapter V w ill m ore  fully in te rre la te  th ese  concepts.
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individual differences of capacity  and sk ill that one of a group em erges 
a s  stqperior to o thers fo r m eeting  p a rtic u la r  group needs. 3

The interactional approach em phasizes the quality of in teraction  between 

the lead er and follower. The b asic  assum ption is that leadersh ip  cannot be 

studied in isolation, since a  m ajo r requ irem en t for analysis is group in te rac 

tion. The situational fac to rs  a re  seen  to play a  m inor ro le  in leadersh ip  effec

tiveness. . It is  the interaction of the le ad e r 's  c h a ra c te r is tic s  with those in his 

socia l field tha t a re  the re lev an t fac to rs . Jennings identifies the p rim ary  indi

vidual leader c h a rac te ris tic s  in the following statem ent:

The individual's extent of em otional expansiveness tow ards o thers 
is seen to be his individual c h a ra c te r is tic , a  ch a rac te ris tic  which finds 
co n sis ten t expression  without re levance to the environm ental factors 
which m ay exert "p re ss"  fo r o r  against its  fulfillm ent. . . .

In the in te r-personal s tru c tu re  re la ted  to the c r i te r ia  of living- 
working, the choice—status of the individual appears d irec tly  attributable  
to the capacities he shows in in te raction  with colleagues to lessen  o r aug
m ent the  satisfaction of common group life. In th is  sense , choice is found 
to be evoked towards him o r withheld from  him , m o re  o r le ss  in p ropor
tion  to how he c a r r ie s  h is ro le  in re la tion  to  o ther m em b ers ' ro le s , or, 
to s ta te  it m ore p rec ise ly , in proportion  to how o th e rs  perceive him  to 
in te ra c t w ith them fo r the benefit of th e ir group reg im e. Individuals whose 
b ehav io r in this context enable o ther m em bers to have an expanding experi
ence (by the la tte r 's  definition) appear to ea rn  a high ch o ice -s ta tu s. 
Individuals whose behavior in th is  context a re  considered  to re ta rd  o r be 
d isrup tive  to the kind of group experience wanted a re  found to be isolated 
o r  n ear iso lated from  the choice of the ir fellow m em bers. ^

^C ecil A. Gibb, "L eadersh ip , " in G ardner Lindzey (ed. ) Handbook of 
Social Psychology (Cambridge: Addison-W esley Publishing Company, 1954), 
p . 915.

^Helen Hall Jennings, L eadership  and Isolation—A Study of Personality  
in In te rp e rso n a l Relations (New Y ork: Longmans, G reen, and Company, 1950), 
p. 265.
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Thus, the ex isten tia lis t view of man is  the b asic  orientation of th is  

leadersh ip  re sea rc h . This view looks a t the totality  of man and situation and 

considers that m an is conscious of him self as an im portant part of h is ex p e ri

ence. Man’s capacities for in teraction  with o thers is  the determ ining fac to r 

in h is se lf developm ent and leadersh ip  status. The situation may lim it his 

choices, but it does not define behavior. In Knowles and Saxberg 's view, the 

subjective personality  " re flec ts  m an 's  in teractions w ith his environm ent in 

te rm s  of the 'inner m an' looking out, developing se lf  and self-aw areness. "

The individual "has the potential to define him self 'f r e e ',  and he should do so.

A ccording to  C artw right and Zander , understanding leadership from  a 

scientific point of view has p resen ted  behavioral sc ien tis ts  with two m ajo r p ro 

b lem s. The f ir s t  problem  is  the confusion surrounding the question of what 

leadersh ip  should be from  the question of what consequences follow specific 

leadersh ip  p ra c tice s . The second problem  is to  find an acceptable definition 

of leadersh ip . ®

In answ ering these two questions this chapter w ill f irs t p re sen t some 

definitions of leadersh ip  and d iscu ss  the change in leadersh ip  re sea rc h  m ethod

ologies. Secondly, the Ohio State University L eadersh ip  Paradigm , S togdill's 

Individual B ehavior and Group Achievement Theory, and the Human Relation 

R esearch  Grotg) L eadership  Paradigm  a re  p resen ted . This chap ter and C hapter III

®Henry P . IGiowles and B orje  O. Saxberg, Personality  and Leadersh ip  
Behavior (Reading. M asa: Addison-W esley P u b lish e rs  Company, 1971), p . 69.

®Dorwin C artw right and Alvin F . Zander (eds. ), Group D ynam ics: 
R esearch  and Theory (Evanston. 111. : Row, P e te rson  Company, 1953), p . 535.
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on personality  theory  w ere developed with the im portant s t r e s s  Rychlak p laces 

on psychological theory  a s  ;

. . . one which views theory  as  a coherent se t of hypothetical, 
conceptual (meaning, in psychology, operational defined), and pragm atic 
(predictive) p rinc ip les form ing the gen era l fram e of re fe ren ce  for a field  
of inquiry. F rom  th is coherent entity , the theoretic ian  deduces p rinc i
p les, fo rm ulates hypotheses, and then undertakes the action necessary  
to  validate these  hypotheses.

L eadersh ip  Definitions

Definitions of leadersh ip  have v a ried  according to the d iscip linary  back 

ground of the re s e a rc h e r  and the v a rio u s  approaches u tilized  in identifying a 

lead er. Gibb ca teg o rizes  the definitions of a  leader into the following c la ss if ic a 

tions: (1) the lead er a s  an individual in a given office, (2) the leader as one who 

ex e rc ise s  influence over o thers, (3) the lead er defined in te rm s  of influence 

upon syntality, (4) the  leader as  focus fo r the behavior of group m em bers, (5) 

the leader a s  one who engages in leadersh ip  behavior, and (6) the leader in

Q
te rm s  of sociom etric  choice. The following leadership  definitions can be 

p laced  into one of these  six  c lass ifica tio n s.

The in itia l approach adopted by S hartle  and Stogdill in the Ohio State 

U niversity studies in  Naval L eadersh ip  was tha t individuals who occupy positions 

which a re  com m only presum ed to  dem and leadersh ip  ab ility  a re  p roper and likely

^Joseph F . Rychlak, A Philosophy of Science for P ersona lity  Theory 
(Boston: Houghton Mifflin Company, 1968), p. 11.

®GIbb, "L eadersh ip , " pp. 880-884.



45

subjects for the study of leadersh ip . ^ This was a convenient s ta rtin g  place 

fo r th e ir  investigation since th e re  was such a high d eg ree  of s tru c tu re  in the 

organization they studied. M orris  and Seeman in the Ohio State Leadership 

stud ies say:

One tentatively  adaptable definition of leadersh ip  em phasizes its 
influence aspect: leadersh ip  a c ts  a re  by perso n s which influence other 
persons in a  shared  d irection . This definition im plies a positional re la 
tionship betw een the " lead er"  and o ther p e rso n s. A leader position is  
defined in te rm s  of re la tiv e  s ta tu s  in an influence h ie ra rchy  (or re la tive  
degree of influence).

C attell suggested tha t the ex istence and nature  of leadership  can be 

found in e ither the group s tru c tu re  ( i . e . , the in te rna l organization  and in te rac 

tions of the group) o r in the group syntality  (i. e . , the final group perform ance). 

Although there  a re  significant co rre la tio n s  between s tru c tu re  and syntality, he 

s ta te s  that:

If the u ltim ate c rite rio n  of leadersh ip  is to  be the effect of leader
ship s tru c tu re  iqpon the actual group perform ance. . . then it is b e tte r to 
m easure  th is  d irec tly  as  such, a t the groiq) perfo rm ance level, ra th e r  
than try  to in fer it from  the s tru c tu re  level.

Ralph M. Stogdill and C arro l L. Shartle, M ethods in the Study of Admin
is tra tiv e  L eadersh ip  (Columbus : B ureau of B usiness R esearch , College of Com
m e rc e  and A dm inistration, Ohio S tate U niversity , Monograph 80, 1955), p. 1.

^^R ichard T. M orris  and Melvin Seeman, "The P roblem  of Leadership:
An In terd isc ip linary  Approach. "  A m erican  Jou rna l of Sociology. 56, 1950, 
p . 149.

^^Raymond B. C attell, "New Concepts of M easuring Leadership in T erm s 
of Group Syntality, " Human R elations. 4 , 1951, p. 174.
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C attell, th e re fo re , defines the leader as "a person  who has a dem onstrab le 

influence ipon  group syntality .

Gouldner defines a  leader as "any individual whose behav ior stim ulates 

pattern ing  of behavior in som e group. By em itting  some stim uli, he facilita tes 

groiq) action tow ard a  goal o r goals, w hether the stim uli a re  v e rb a l, w ritten, 

o r  g estu ra l. " In com pleting the in teraction p ro cess  between the leader and fo l

lower Gouldner s ta te s  th a t not only does the leader "em it" stim uli, but he w ill 

a lso  receive  stim uli from  the follow ers, "The norm s the lead e r applies, the 

conflicts he re so lv es , the proposals he leg itim ates, involve h is continual adapt

ation to, and organization of stim uli which a re  issued  by the behavior of group 

m em bers.

L ik e r t 's  in teractional approach to m anagem ent s tre s s e s  the ro le  of 

"effective com m unication" and "supportive in terpersonal re la tionsh ips. " In 

applying the p rinc ip le  of supportive re la tio n sh ip s, L ikert m ain tains that the 

siq>erior-subordinate re la tionsh ip  is e ssen tia l fo r  goal accom plishm ent. The 

princip le  is  s ta ted  as  follows:

The leadersh ip  and other p ro cesses  of the organization m ust be 
such as  to  insure  a  m axim um  probability  tha t in a ll in te rac tions and in 
a ll re la tionsh ips w ithin the organization, each  m em ber, in the light of 
h is background, va lu es , d e s ire s , and expectations, w ill view  the ex peri
ence as  supportive and one which builds and m aintains his sense  of p e r 
sonal w orth  and im portance.

C attell, "New Concepts of M easuring Leadership in T e rm s of Group
Syntality ," p. 175.

^^Alvin Wf
c ra tic  Action (New York; H arper and Row P u b lish e rs , In c ., 1950), p. 17.

^^R ensis L ikert, The Human O rganization Its M anagement and Value 
(New York: M cGraw-Hill Book Company, 1967), p. 47.

I Q

Alvin W ard Gouldner, Studies in L eadersh ip : L eadership  and Dem o-
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The findings on leader-subord inate  re la tionsh ips reveal, a  wide range 

of individual differences in personality . " T heir reflec tion  in ways of behaving 

show leadersh ip  to be definable by a  m anner of in teracting  with o thers. "

Using a  sociom etry  approach Jennings' definition views the individual's s a tis 

faction and effectiveness to  be a function of his in te rp erso n al relationships.

She m ain tains that as  the se lf  grow s, the individual becom es m ore affected by 

the in te rp erso n al re la tionsh ips th a t ex is t fo r him . Jennings sta tes;

The em otional m ilieu  of the self is affected by the other selves with 
whom the se lf is  in contact and the in terpersonal experiences that take 
p lace betw een the se lf  and o th e rs . If the se lf  is  inadequate in capacity to 
en te r into re la tionships with o ther selves, the individual may find him self 
in a  re la tiv e ly  neu tra l re la tionsh ip  to alm ost a ll the surrounding selves 
so that he is  neither able to ac t upon them  nor to  be contacted by them , 
and to the extent tha t th is  is tru e  the individual has few er effective avenues 
for contributing his experience to the experience of o thers o r to be enriched  
by th e irs .

A fter an extensive review  of definition of leadersh ip  Gibb finds P igo rs ' 

definition the m ost sa tisfac to ry :

. . . that leadersh ip  is  a  concept applied to the  personality - 
environm ent re la tionship  to d escribe  the situation when a personality  is 
so p laced  in the environm ent tha t his "w ill, feeling, and insight d irec t 
and con tro l o thers in the  p u rsu it of a common cau se . "1 ?

Gibb re g a rd s  the Interactional theory  of leadersh ip , which considers leadersh ip  

as a  "function of personality , and of the  social situation, and these two in

^^Jennings, "L eadersh ip  and Isolation, "  p. 185. 

^® ftld ., p. 6.

^^Gibb, "Leadership , " p. 882.
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in te rac tio n ,” as the m ost com prehensive. Gibb goes on to state  that i t 's  not 

the v a rio u s  v a riab les  that determ ine the interaction, "b u t that it is the p e rcep 

tion of the leader by him self and by o th ers , the le a d e r 's  perception of those 

o th ers , and the shared  perception  by leader and o th ers  of the group and the 

situation w ith which we m ust deal.

P ig o rs ' definition of the leadersh ip  situation is as  follows :

Leadership  is  a  p ro cess  of m utual stim ulation which, by the suc
cessfu l in terp lay  of re lev an t individual d ifferences, contro ls human 
energy in  the pursu it of a  com m on cause.

On th is  basis  we can a lso  construct a definition of a  leader. Any 
p e rso n  m ay be called  a  lead e r during the tim e when, and in so fa r  a s , 
h is  w ill, feeling, and insight d ire c t and control o th e rs  in the pursu it of 
a  cause  which he re p re se n ts .

S im ilarly , we m ight define any person  as  a follow er during the 
tim e when, and in so fa r  a s , he accepts and is  d irec ted  by the will, 
feeling, and insight of another in the pu rsu it of a cause which that other 
re p re se n ts .

Effective leadersh ip  re q u ire s  a  flexibility in responsiveness to varying 

situational fa c to rs . The selection  of a  leadersh ip  approach f ir s t  req u ire s  what 

A rgyris  c a lls  "Reality D iagnosis. ” R ea lity -cen tered  leadersh ip  diagnoses 

each situation  w ith the p red isposition  tha t the individual has h is own view of 

re a lity . A rg y ris  m aintains the e ssen tia l ingredient is "self-aw areness and 

aw areness of o th e rs . The kinds of diagnostic ab ilitie s  he lis ts  a re ;

^®Gibb, "Leadership , " p. 914.

19 Paul P ig o rs , L eadersh ip  o r  Domination (Boston: Houghton-Mlfflin
Company, 1935), p. 16.

^^C hris A rgyris 
the System  and the hidivlduaU p. 207.

^^C hris A rg y ris, P e rso n a lity  and O rganization— The Conflict Between
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1. Knowing (cognitive) ab ilitie s : the ab ilities which we use to know our 
w orld.

2. Doing (motor) ab ilities: the ab ilities  which p e rm it us to do things 
physically .

3. Feeling ab ilities: the ab ility  to  experience the many complex feelings 
in life and to be sensitive  to o ther people's feelings.

As the individual's personality  grows and m a tu re s , A rgyris s ta tes , "he 

not only acqu ires  m ore  p a rts  ( i . e . , m o re  needs, ab ilitie s ), but he also deepens 

many of them . As these  p a rts  a re  acquired , they a re  a lso  integrated with the 

a lready ex isting  p a r ts  of the personality . " A rgyris ' definition of leadership a s  

"the ability to  effectively influence the opinions, a ttitu d es, and behavior, of

22subordinates, " depends ig>on the developm ent of the le a d e r 's  diagnostic ab ilitie s .

B ased on the psychoanalytic theory  of Freud,^^ R edl distinguishes ten 

different em otional re la tionships betw een the "cen tra l pe rso n "^^  and other 

group m em bers. W hereas F reud  called  the person  around whom g ro iç  fo rm a

tive p ro cess  c ry s ta liz e s  the lead er, Redl re se rv e s  the lead er te rm  for only one 

type of the ten  em otional re la tionsh ips. The re la tionsh ip  te rm ed  leadership is  

re s tr ic te d  to  one ch arac te rized  by love of the m em bers fo r  the central person .

21A rg y ris , Personalitv  and O rganization — The C onflict Between the 
System and the Individual, p. 34.

^^ Ib id .. p. 47.

Sigmund F reud , Group Psychologv and A nalysis of Ego (London: In te r
national Psychoanalytic L ib rary , 1922).

^^Redl defines the c en tra l p e rso n  as one "around whom" group form ative 
p ro c e sses  take p lace, the "cry sta lliza tio n "  point of the whole affair.
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The personality  of the cen tra l person  is incorporated  into the ego ideal of the 

follow ers. On the b a s is  of this s im ila rity  the group m em bers w ish to becom e 

the type of p erson  the leader is , which re s u lts  in the developm ent of group 

em otions tow ard each o ther.

In describ ing  "the leader" Redl u ses  an illu s tra tiv e  example of a 

teaching situation. Of the teacher leader he says:

He a lso  s tands fo r "work and d iscip line" and gets h is  youngsters 
to  comply without much outward p re s su re . However, the b asis  on which 
he gets them  to siq>port his authority  is  a  little  different. He differs 
from  the p a tr ia rc h  m ainly in tha t he strongly  sym pathizes with the d rives 
of the children. They a re  c lea rly  aw are of it. He p lays a  dual ro le  in 
h is  teaching. In h is  own super-ego , he is identified with the o rder and 
the demands of the school which he re p re se n ts ; but he is keenly aw are 
of the instinctual dem ands of the youngsters. In o rd e r to accom plish 
both he has to  d isp lay  considerable technical sk ill. . . .  To be understood— 
accepted— is the m inim um  requ irem en t for group happiness in th is c la ss .

As the above exam ple p o rtray s , whenever two o r  m ore  persons in te rac t 

on the b asis  of "m ental s im ila rity , " the phenomena of leadersh ip  and fellowship 

te evident. P igors  defines m ental s im ila rity  as  "a com m unity of m ental con

ten t and intention which m ay range a ll the way from  a g en era l em otional con

gruence to  exp lic it unity  of purpose. In m ost of these  leadersh ip  definitions 

the underlying them e of congruence has been em phasized. The degree of con

gruence between the lead er and his followers in a situation w ill depend on the

F r itz  Redl, "G ro ip  Emotion and Leadership , "  P sych iatry . 1 ,1942 , p. 576.

^^ Ib id ., p. 577.

27P ig o rs , "L eadersh ip  and Domination, " p. 5.
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le a d e r 's  perceptual capac ities. The "deeper" the le ad e r 's  percep tual capa

c itie s  the m ore effective com m unication and supportive in te rp erso n al re la tio n 

sh ips w ill ensure.

Turning to C artw right and Z an d er's  f i r s t  problem , Gibb s ta tes  that the 

m o st objective approach to analyzing the leadership  phenomenon is one in which 

the c rite rio n  of leadersh ip  " re s id es  in the m easurem ent of the influence of 

group m em bers upon one another. This approach concen tra tes  on the 

le a d e r 's  behavior by identifying leadersh ip  ac ts  and the frequency they are  

exhibited. Gibb s ta te s :

To shift the problem  of definition from  that of defining the leader 
to tha t of defining leader behavior o r  leadership ac ts  has advantages for 
p a rtic u la r  re s e a rc h e rs  and for p a rtic u la r  system atic psychologies, but 
it offers no solution to the definitional problem . W hether we couch our 
definitions in te rm s  of the leader o r  the leadership ac t it is , of course, 
leader behavior with which the psychologist is concerned.

The f ir s t  step fo r the re s e a rc h e rs  in focusing th e ir  attention on leader 

behavior was to  c ircum vent the sem antic  problem , which em erged  from  the 

definitional dilem m a of incorporating into the te rm  leadersh ip  both descrip tive 

and evaluative com ponents. Stogdill and Coons in the Ohio State Leadership 

Studies approached th is  dilem m a by deciding (1) that d escrip tion  and evaluation

q  A

should be conducted a s  separated  re s e a rc h  operations, and (2) that descrip tion

^®Gibb, "L eadersh ip , " p. 916.

^^ Ib id ., p. 884.
30In actual p rac tice  the d escrip tion  and evaluation w ere often c a rrie d  out 

sim ultaneously . F o r a  review of concu rren t and predictive valid ity  studies see 
Korm an, A. K ., " 'C o n sid e ra tio n ','In itia tin g  S tructu re ', and Organizational 
C r i te r ia -  a  review." P ersonnel Psychology, 19, 1966, pp. 349-361.
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should precede evaluation. Halpin s ta te s  two m ethodological advantages to 

be gained from  shifting  the em phasis from  "leadersh ip" to the analysis  of leader 

behavior.

In the f i r s t  p lace , we can deal d irec tly  with observable phenomena, 
and need m ake no a p r io r i assum ptions about the identity o r  s tru c tu re  of 
whatever cap ac itie s  may, o r m ay not, underg ird  these  phenomena. Sec
ondly, th is form ulation keeps a t the fo refron t of our thinking the im port
ance of d ifferen tia ting  between the descrip tion  of how lead e rs  behave and 
the evaluation of the "effectiveness" of th e ir  behavior in re sp e c t to speci
fied perform ance c r ite r ia . 32

E arly  leadersh ip  re sea rch  studied the m ore  convenient phenotypic data, 

which has re su lted  in no acceptable theory of leadership . During the past few 

decades the re s e a rc h  em phasis has focused upon the situational determ inants 

of leader behavior. A m ajo r benefit a ris in g  from  this approach has been the 

new ways of constitu ting the cruc ia l v a riab les  of leadersh ip . One of these new 

approaches is to exp lore  the re levance  of the genotypic v a riab les  in p re 

dicting the le a d e r 's  behavior. This approach however, does requ ire  a 

p r io r i  assum ptions about the s tru c tu re  of capacities that underg ird  the 

phenomena of lead er behavior. Halpin s ta te s  that "eventually, it may be

Ql
Ralph M. Stogdill and Alvin E. Coons, Leader B eh av io r: Its D escrip 

tion  and M easurem ent (Columbus, Ohio: B ureau  of B usiness R esearch , Ohio 
State U n lv e rs l^ , Monograph #88, 1957), p. 2.

Andrew W. Halpin, Theory and R esearch  in A dm inistra tion  (New Y ork: 
The M acmillan Company, 1966), p. 86.

qO
The d istinction  between phenotypic and a  genotypic re s e a rc h  approach 

is  described  in ch ap te r 1 of Kurt Lewin, Dynamic Theory of P erso n a lity  (New 
Y ork: M cGraw-Hill Book Company, 1935).
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p o ssib le  to define a few v ariab les  of genotypic o rd e r that w ill prove predictive 

of le ad e r behavior in a varie ty  of situations.

The search  for an acceptable definition of leadership w ill continue to be 

a s  v a ried  as the re se a rc h  m ethodologies for studying leader behavior. Based 

on the methodology adopted in this re se a rc h  study the definition of leadership  

rev o lv es  around the cognitive capacities an individual p o sse sse s  for understand

ing h im self and his in terpersonal re la tionsh ips. The m ental s im ila rity  among 

the lead er and the groiq) m em bers w ill affect the degree of leadersh ip  presen t.

Leadership Theory 

Ohio State University L eadership  Paradigm  

An in terd isc ip linary  study on the perform ance o r behavior of individuals 

in the leadership  ro le  was initiated in 1945 by the Personnel R esearch  Board of 

the Ohio State U niversity. The p rinc ipa l aim  of the studies was to te s t  hypoth

e s is  concerning the situational de term inates of leader behavior. Stogdill's 

su rvey  suggested that leadersh ip  is  not a  unitary  human tra it ,  bu t is  a  function 

of the in teraction of individual, group, and organizational fa c to rs . Leadership 

e x is ts  In individuals to the extent of th e ir  in teraction with o th e rs . Stogdill 

and Shartle  state that leadersh ip  m ust "be studied as a re la tionsh ip  between

^^Halpln, Theory and R esearch  in A dm inistration, p. 85.

^^Ralph M. Stogdill, "P erso n a l F ac to rs  A ssociated with Leaders 
Survey of the L ite ra tu re ,"  Journal of Psychology. 25, 1948, pp. 35-71.
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p e rso n s, and as an asp ec t of organizational ac tiv itie s , s tu rc tu re s , and goals."

When the Ohio State studies w ere in itia ted  th e re  was no sa tisfac to ry  

definition or approach  to studying the leadersh ip  phenomenon. Stogdill and 

Shartle  em phasize th e  study’s aim  of Im proving,

. . . the methodology for studying leadersh ip , to estab lish  c r i te r ia  
for judging it, and to  p rep are  inform ation and techniques which m ay be 
useful in selec ting  and tra in ing  persons who may occupy leadersh ip  posi
tions ill various types of organization s tru c tu re . 3?

The studies p roceeded  on the assum ption th a t "leadersh ip  is  a p ro ce ss  of in te r

action  between p e rso n s  who a re  partic ipa ting  in goal o rien ted  group ac tiv itie s ."  

Stogdill and Shartle point out the th ree  concep ts im plied in th is assum ption a re  

(1) leadersh ip  re s id e s  in specific perso n s, (2) leadersh ip  is  an aspec t of group

OQ
organization, and (3) leadersh ip  is concerned with attain ing objectives.

The paradigm  fo r the Ohio State U niversity  Leadersh ip  Studies is  se t 

fo r th  in F igure 1. The paradigm  provides a  useful way of analyzing the nature 

of the  leadership  situa tion . The model s t r e s s e s  the analysis  of group and indi

v idual fac to rs from  the following five p e rsp ec tiv es: as  re su lts  of the lead e r 's  

behav ior, as concom itants, de te rm in ers , o r conditioners of the le a d e r 's  behav

io r , and as  c r i te r ia  fo r  evaluation. M orris  and Seem an sta te :

^®Ralph M .Stogdill and C arro l L. S hartle , "Methods for Determ ining 
P a tte rn s  of L eadersh ip  Behavior in Relation to O rganizational S tructu re  and 
O bjectives. "  Journa l of Applied Psychology, 32, 1948, pp. 286-291.

^"^Ibid.. p. 286.

^®Ibid., p. 287.
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F o r even the s im p lest definition of a lead e r, i . e . , an individual 
influencing group effectiveness, indicates the need to study the a ttrib u te s  
of groups—group m o ra le , integration, and productiv ity—as well as  the 
a ttr ib u te s  of individuals—m otivations, a sp ira tio n s , and perceptions.

The re sea rc h  studies conducted under th is  paradigm , sam pled from  

group and individual fa c to rs  and analyzed th e ir  re la tionsh ip  to leadersh ip  b e 

hav io r. M orris  and Seeman define group fac to rs  as  "ch a ra c te r is tic s  of the 

group in which the individual designated a s  leader ex erc ise  the function of 

le ad e r"  and individual fac to rs  as  "ch a ra c te r is tic s  of the individual designated 

a  lead e r. " The analyses under th is paradigm  can be conducted in e ith e r of the 

following four m ethodologies: a  job analysis and organizational s tru c tu re  

approach , a  status fac to r approach, a  group dim ension approach, and a com m uni

cation  and leader effectiveness approach. The au thors describe the com m uni

cation  and leadersh ip  effectiveness approach as one:^^

. . .  in which a re  exam ined f ir s t ,  the re la tio n  of leader effectiveness 
to  specific leader d ifferences, e . g . , the ab ility  to  estim ate  group opinion 
(5E); and, second, the re la tion  among m ultiple c r i te r ia  for effectiveness, 
e . g . , high groig) m ora le  (10-aD) and ra tin g s  by subordinates (10-bC).^^

The com m unication and leader effectiveness approach is the m ethodo

logical approach used in th is  re se a rc h  study. This study is in te rested  in d is 

covering  the individual fac to rs  which determ ine d ifferences in leader behavior.

O Q
M orris  and Seeman, "The Problem  of L eadersh ip , " p. 149. 

^®The num bered le tte rs  re fe r  to F igure  2.

^^M orris and Seeman, "The Problem  of L ead ersh ip ,"  p. 153.
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The th eo re tica l rela tion  postulated is that the individual fac to rs  (5E, P ercep 

tion and attitudes) a re  d e te rm in e rs  (6-b) of lead er behavior (3C, frequency of 

va rious ca tego ries  of behavior), which in tu rn  affects the individual-centered 

evaluation c r i te r ia  (10-b-C , effectiveness o r  o ther m e rit ra tin g s  by the m em 

b e rs  o r o thers) and the group-cen tered  evaluation c r ite r ia  (10-a-A , goal 

achievem ent of group). The method used fo r leader behavior descrip tion  is 

the behavior check list (3K). M orris  and Seem an state the reaso n  fo r re se a rc h  

of th is  na tu re .

We a re  in te rested  here  in d iscovering  the group o r individual fac
to rs  which determ ine differences in lead e r behavior (6-a, 6-b). As such 
fac to rs  a re  found, we will be in a b e tte r position to te s t  our findings by 
contro lled  experim entation in the selection , training, and evaluation of 
le a d e r s .42

Individual and Group Achievem ent Theory

Drawing on Learning Theory, In teraction  Theory, and Expectation

Theory, Stogdill assum es tha t perform ances in teractions, and expectations

re p re se n t the basic  input v a riab les  to the developm ent of a  th eo re tica l system

explaining the in ternal s tru c tu re  and operations of a group. 43 The assum ption

underlying the theo re tica l system  are  :

1. A social group can be described  in te rm s  of the perform ances, 
in teractions, and expectations of its  m em bers.

M orris  and Seeman, "The Problem  of Leadership, " p. 154.

Ralph M. Stogdill, Individual B ehavior and Group Achievem ent — A 
T heory , the Experim ental Evidence (New Y ork: Oxford U niversity  P re s s , 1959).
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2. Human beings ac t, sense, perceive, feel, and learn , and that 
these experiences determ ine to some extent th e ir  behavior in 
re la tion  to o th e r persons.

3. A social o rd e r d e term ines to some extent the behaviors of indi
viduals as w ell a s  the kinds of groups th a t a re  form ed in a given 
cu ltu re .

4. The nature of the group w ill be determ ined  by the kinds of people 
who m ake up its  m em bersh ip  as well a s  by the social environm ent 
of which it is  a  p a r t.

S togdill's  th eo re tica l iiçu t-ou tpu t system  is  illu s tra ted  in F igure 2.

This rep resen ta tio n  contains the  va riab les  that a re  needed to outline the s tru c 

tu ra l req u irem en ts  of the theory . Perfo rm ances, In terac tions, and Expecta

tions a re  the m em ber input v a ria b le s  and a re  asp ec ts  of individual o r  in te rp e r

sonal behavior. These th ree  elem ental concepts a re  s tru c tu ra lly  quite complex 

and a re  sufficient in S togdill's te rm s  to "generate a  theory of organization 

achievem ent."^®  The in teraction  of these th ree  behav io ral variab les re su lt  in 

the p ro p e rtie s  of ro le  d ifferentia tion  and ro le perfo rm ance  o r in Group S tructure 

and O peration. The m ediating  v a riab le s  of Group S tructu re  and Operation, 

which a re  designated a s  F o rm al S tructure  and Role S tructu re , provide the s tru c 

tu ring  and pattern ing  of the input v a riab le s  n ecessa ry  for the Group outputs of 

P roductiv ity , M orale, and Integration. Stogdill s ta te s :

The proposed th eo re tica l system  is concerned  only with the group 
and what happens inside it. It is  concerned w ith the individuals who m ake 

the group m em bersh ip , th e ir  re la tionsh ips to  each  other, and th e ir  
jo in t action a s  an entity . It seeks to  isolate  and define basic dim ensions

Stogdill, Individual B ehavior and G ro w  A chievem ent, p. 17. 

^®Ibid., p. 13.
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Figure 2 — S tructu re  of a  Theory of O rganization Achievem ent 
Stogdill, Individual Behavior and Group A chievem ent. F igure  1, p. 13.

1. P erform ance is  a  response  which may be identified as  one of the actions o r  reactions that constitu te  the 
operations of an in teraction  system .

2. In teraction  is  an ac tio n -reac tio n  sequence in which the reac tio n s  of each partic ipan t in the sequence a re  
responses to  action in itiated  by o ther pa rtic ip an ts .

3. Expectation a s  a  read in ess  fo r re in fo rcem en t, is a  function of d riv e , the estim ated  probability  of o ccu r
ence of a  possib le  outcom e, and the estim ated  d esirab ility  of the outcom e. Motivation is  reg ard ed  a s  a 
function of d rive  and confirm ed d esirab ility  e s tim ates .

4. Group S tructu re  and O perations a re  the fo rm al s tru c tu ra l c h a ra c te r is tic s . Function and S tatus, defined in 
re la tio n  to  groiq> purpose, and the ro le  s tru c tu ra l c h a ra c te r is tic s . R esponsibility  and A uthority, defined 
in re la tio n  to groiq) operations.

5. Productiv ity  is  the degree of change in expectancy values c re a te d  by the group operations.

6. M orale is  the degree of freedom  from  re s tra in t  in action tow ard a goal.

7. Integration is  the extent to  which s tru c tu re  and operation  a re  capable of being m aintained under s t r e s s .

8. A group is  an qaen in teraction  system  in which actions determ ine  the s tru c tu re  of the system  and su cces
sive in teractions ex ert coequal effects upon the identity of the system .

cn(O
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of group organization a s  a foundation for the developm ent of a  theory 
of group achievem ent and to  show how these v a riab les  operate  to gen
e ra te  group s tru c tu re  and achievem ent. ^6

The system  opera tes  from  left to righ t in the m odification o r tra n s fo r

m ation  of the input v a riab les ; perfo rm ances, in teractions, and expectations, 

through the m ediating v a riab le s ; form al s tru c tu re  and ro le  s tru c tu re , into 

output v a ria b le s ; productivity , m o ra le  and integration. Stogdill reg ard s  the 

input-output system  as  unstab le, but m akes the assum ption in reg ard s  to the 

tran sfo rm atio n  p rocess:

. . .  it is difficult to  substantiate  the assum ption of absolute input- 
output equality. However, a high degree of equivalence may be assum ed 
In o rd e r  to increase  output above a standard  level, it appears n ecessa ry  
to in c rease  input energy o r  values.

B ased on th is th eo re tica l outline a  theory of leadersh ip  is generated , 

which is  based  upon the perfo rm ance, expectations, and in teractions of group 

m em b ers . Once the group has ag reed  upon a common task  it continues to 

opera te  to  achieve the th ree  outcom es of (1) the m aintenance of group producti

v ity , (2) the m aintenance of s tru c tu ra l and operational in tegration, and (3) the 

m aintenance of sufficient freedom  of action for individual in itiative in the p e r 

form ance of defined ro le s . These th ree  m aintenance requ irem en ts  a re  the 

b a sic  functions of the le a d e r 's  ro le .

46 Stogdill, Individual B ehavior and Group A chievem ent, p. 13. 

^ '^Ibid.. p. 13.

Stogdill, "In tragroup-Intergroiç) Theory and R esearch , " p. 56.
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The concept of ro le  is c en tra l to this th eo re tica l outline. Roles a re  

defined in te rm s  of the expectations a group m em ber has re la tiv e  to his own 

and other s 'p e rfo rm an ces  and in teractions. Each m em b er acqu ires  a d ifferen

tia ted  ro le  dependent upon his perform ance, in teraction , and expectation. 

L eadership  is one asp ec t of ro le  d ifferentiation. Stogdill s ta tes :

Roles a re  defined in te rm s  of mutual expectations. In view of th is  
consideration, it would seem  that leadersh ip  can  b e s t be defined in te rm s  
of t k  in itiation and m aintenance of s tru c tu re  in expectation and in te rac
tion. 49

Leadersh ip  is defined in te rm s  of two of the input v a riab les , expectations, 

and in teractions tha t generate  the theo re tica l system  of group purpose, s tru c tu re , 

operations, and achievem ents. The leader is expected to  in itiate  interaction 

s tru c tu re , re in fo rce  the expectation of a  continuing s tru c tu re  and provide the 

freedom  for in itiation of perform ance in other m em b er ro le s . Perform ance is 

not included in the definition of leadersh ip  because the leader can not do a ll the 

m em bers ' w ork and it is  not confined only to leadersh ip . It appears  that g re a te r  

leadersh ip  sta tu s  is  granted  to  a m em b er who exhibits to le ran ce  in the initiation 

of task  perfo rm ance. Stogdill s ta te s :

. . . one of the p rim e functions of leadersh ip  is  tha t of providing 
freedom  for the  initiation of perfo rm ance in o ther ro le s . The only re s t r ic 
tion of th is freedom  fo r in itia tive  that concerns lead ersh ip  is such a r e 
s tric tio n  a s  m ay re su lt  from  the  m aintenance of s tru c tu re  in ro le  definition. 
Within th is range of definition, in itiative for perfo rm ance  rem ains with the

^^Stogdlll, "In tragroup-In tergroup  Theory and R esearch , " p. 57.
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occupant of each  position in the group. Any serious violation of th is 
freedom  for initiative is likely to reduce group productivity, and pos
sibly in tegration  as well.

Human Relations R esearch  Group Leadership Paradigm  

The Human R elations R esearch  Group at the U niversity of C alifornia, 

Los Angeles, has developed a fram e of re fe ren ce  based on the following con

c lusions of Sanford.

It now looks as  if any com prehensive theory of leadersh ip  will have 
to find a way of dealing in te rm s  of one consistent se t of ru b r ic s , with the 
th ree  delineable facts of leadersh ip  phenomenon:

1. The leader and his psychological a ttrib u tes ,
2. the  follower with his p rob lem s, a ttrib u tes , and needs, and
3. the group situation in which followers and lead ers  re la te  with 

one another.

The purpose of the re sea rc h  g ro u p 's  fram e of re fe ren ce  was to develop a com 

prehensive  theory  which would guide fu tu re  re sea rc h  and p rac tice  by (1) pointing 

to v ariab les  tha t needed to be identified and m easured , (2) s tating  hypotheses of 

these  v a riab les  tha t underlying lead er effectiveness, and (3) providing m eaning

ful objectives fo r the development of m o re  adequate lead ers .

Tannenbaum e t a l. theore tical approach defines leadersh ip  as:

Stogdill, "Intragroup-Intergroup Theory and R esearch , " p. 57.

F illm o re  H. Sanford, C urren t T ren d s : Psychology in the W orld E m er
gency (P ittsburgh: University of P ittsburgh  P re s s , 1952), p. 60.

®^Robert Tannenbaum, Irving R. W eschler and F red  M assarik , L eader
ship and O rgan ization—A Behavior Science Approach (New York: M cGraw-Hill 
Book Company, 1961), p. 22.
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. . . in te rp erso n al influence ex erc ised  in situations and d irec ted , 
through the com m unication p ro c e ss , toward the attainm ent of a specific 
goal or goals. Leadership alw ays involves attem pts on the p a rt of a 
leader (influences) to  affect (influence) the behavior of a follower (influ
ence) o r fo llow ers in situation. 53

The au thors ' definition tre a ts  leadersh ip  as  a p ro cess  which is p rim arily  con

cerned  with the in te rpersonal influence a  leader e x e rts  on h is followers through 

the poope of h is  " rep e rto ry  of com m unication b ehav io r."  The effectiveness of 

th is  leadership  p ro c e ss  is a function of the "dynamic inc ^relationship of the 

personality  c h a ra c te r is tic s  of the lead er, the personality  c h a rac te ris tic s  of the  

follow er, and the ch a rac te ris tic s  of the situation within the  field of each individ

ual.

The Human Relations R esearch  Group finds little  conceptual d ifferences 

betw een com m unication and the leadersh ip  p ro cess . Communication is the influ

ence p rocess  through which t i e  le ad e r can function. Tannenbaum et a l. s ta te :

The le ad e r u ses com m unication stim uli as  tools by which he may 
affect the  perceptual-cognitive s tru c tu re  of the follow er. He attem pts to 
selec t from  h is  a lternative  com m unication behav io rs those which he b e 
lieves w ill appropria te ly  affect the follow ers so tha t the desired  attitude 
change m ay  in tu rn  re su lt in the d esired  behavioral changes.

The le ad e r 's  effectiveness is , th e re fo re , determ ined by the selection of those 

com m unication behav io rs that re su lt in the follower changing his attitudes and 

behavior in line w ith the le ad e r 's  d e s ired  goals. In the view presented  the co m 

m unication cap ac itie s  receive  exclusive focus, which in tu rn  re ly  upon the

CO
Tannenbaum, e t a l . , Leadersh ip  and O rganization, p. 24. 

^ ^ Ib id .. p . 31.

Ib id .. p. 33.
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percep tual sophistication of the lead er.

F igure  3 rep resen ts  the dynam ics of the leadersh ip  p ro cess  which p laces 

p rim ary  em phasis upon the le a d e r 's  percep tual capacities. Tannenbaum, e t al. 

sequentially  defines the leadersh ip  p ro c e ss  as  follows:

1. P ercep tual capacities a re  the le ad e r 's  potential fo r responding to 
a  v a rie ty  of external s tim u li.

2. A ction capacities a re  the le a d e r 's  potential for responding bchav io r- 
a lly  under a varie ty  of conditions.

3. Needs of the leader a re  im portan t in two re sp ec ts :

(a) The le ad e r 's  needs significantly determ ine what he can see 
o r do in the co u rse  of his influence a ttem pts.

(b) The le ad e r 's  needs by affecting other asp ec ts  of h is  p e rso n 
ality s tru c tu re , have im pact on how he is  perceived  by the 
follower.

4. Percep tual flexibility is the range of stim uli of which the leader is 
cognitively aw are in an ac tua l leadersh ip  situation. The perceptual 
flexibility  of a leader is h is  responsiveness tow ards a ttrib u te s  of 
the follower and a ttrib u te s  of the situation.

5. A ctual relevance re fe rs  to a link in the mind of the leader between 
the stim ulus perceived  and the  goal desired . "S tructuring the s itu 
ation" and "understanding the  follower" a re  the stim uli perceived .

6. Social sensitivity  is used synonymously with the socia l perceptual 
accuracy  of the leader. The type of social sensitiv ity  Tannenbaum 's 
m odel re fe rs  to  is  in te rp erso n al sensitivity  is  the understanding of 
o th e rs .

7. The psychological m ap is  the  end re su lt of the le ad e r 's  " s tru c tu rin g  
the situation" and "understanding the follower. " The lead er form s 
a  m ental image which will facilita te  the achievem ent of h is  d esired  
goal. The image is an end re su lt of the percep tual p re lim in a rie s  
(perceptual flexibility, judging relevance, sensitiv ity).

8. Action flexibility is the re p e rto ry  of behavior the leader has avail
ab le  fo r responding to h is environm ent. The au th o rs ' definition of
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leadersh ip  lim its  th is action to the range of com m unication flexibility 
availab le to  the leader.

9. Selection of com m unication behavior judged appropriate  by leader 
and "actual ap p ro p ria ten ess" is the le a d e r 's  evaluation of his psy 
chological m ap of the follower and the situation. With the inform a
tion provided by his map the leader w ill se lec t the m ost appropria te  
com m unication behavior. The au thors  state  that the com m unication 
capac ities  a re  the exclusive focus, which are  seen as  "potential 
sk ills  fo r the production of sym bolic stim uli, including verba l behav
io r, facial exp ress io n s , g e s tu re s , e t c . , for the purpose of changing 
fo llow ers ' a ttitudes.

The dynam ics of the leadersh ip  p ro cess  can be described  as follows.

The leader in te ra c ts  with the follower in a p a r tic u la r  situation. The in teraction  

f i r s t  begins with the le a d e r 's  perception of a range of individual and situational 

stim uli. The needs of the leader along with o ther aspects of his personality  

will affect h is percep tua l capac ities.

Together w ith the le a d e r 's  personality  a ttrib u te s  and the quality and 

quantity of available stim uli the le ad e r 's  re a liz e d  potential for perception  is 

determ ined . The p ercep tua l flexibility of the lead er, as defined by his p e rcep 

tual capacity , d e te rm in es  the range of stim uli tha t the leader becom es aw are 

of cognitively. F rom  th is  range of stim uli the leader will distinguish  which 

stim uli a re  re lev an t to accom plishing h is goals.

The range of re levan t stim uli perceived  by the leader may be accu ra te  

a s  it ag rees  with som e stipulated  c r ite r io n  of re a lity . When the a ttrib u tes  of 

the follow er and the situation a re  juc^ed re lev an t and actually a re  re levan t, the 

leader accuracy  of perception  is  te rm ed  socia l sensitiv ity . The end re su lt  of

56
Tannenbaum, e t a l . .  Leadership  and O rganization, pp. 34-41.
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th is cognitive percep tual struc tu ring  of the follower and situation is called  the 

psychological m ap .

The psychological m ap form s a m ental image for the leader of the 

" b a r r ie r s  and facilita ting  c ircum stances that b e a r  on the d e sired  goals of his 

leadersh ip  behavior, "5 ?  it is at th is  point in the model that the le ad e r 's  p e r

sonality (needs and action  capacities) e n te rs  the system  in o rd e r to determ ine 

the le a d e r 's  action flex ib ility . When the range of possible com m unicative 

actions has been determ ined , the psychological map of the leader w ill facilita te  

the selection  of that com m unication behav ior judged appropriate  by the leader. 

Tannenbaum, e t ad. s ta te  that:

The effective leader has available an adequate re p e rto ry  of communi
cation behaviors (as p a r t of his action flexibility). In the u tilization of this 
rep e rto ry , the effective leader will be skillfu l in selecting those behaviors 
which a re  m ost app rop ria te  for the accom plishm ent of the goals which he 
s e e k s .58

The essence of the leadersh ip  p ro cess  is the in terpersonal influence 

exhibited by the lead er. This influence is d irec tly  dependent upon the lead e r 's  

percep tua l capacities. Tannenbaum, e t a l .  s ta te  that the individual's perceptual 

and action  capacities a re  viewed as " in ternal b ases  for subsequent behavior. " 

The au thors feel tha t these  capacities a re  conceptually analogous to variab les 

such a s  intelligence and em otional stab ility  and can be ch arac te rized  by some 

stab ility  and generality .

5^Tannenbaum, e t ^ . , Leadership and O rganization, p. 39.

^^ Ib ld ., p. 42. 

^^ Ib ld ., p. 34.
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The "in ternal" b a s is  underlying the le a d e r’s perceptual cap ac itie s  will 

d irec tly  influence his "soc ia l perceptual accu racy "  which is synonymously 

defined in the model a s  socia l sensitiv ity . V arious "levels of depth" can be 

a ssoc ia ted  with the le a d e r 's  socia l perceptual accuracy . It is the "deeper 

lev e ls"  of the "in ternal" b a s is  that fac ilita te  the  understanding of a  fo llow er's 

unconscious dynam ics. Tannenbaum, e t s ta te  with resp ec t to prediction 

that:

It may be tha t superfic ia l behavioral c h a ra c te ris tic s , public a tti
tudes, feelings and a ttitudes privately held, and unconscious p ro cesses  
re p re se n t increasing  deg rees  of depth and th e rfo re  of difficulty. F u rth er, 
the task of prediction becom es increasingly  difficult as the lead er is 
req u ired  to make m any and complex extrapo lations from  available stim uli 
to the desired  judgment.®®

The effectiveness of the leadership p ro cess  is  a function of the in te r

re la tionsh ip  of the m odels th ree  m ajor v a ria b le s : the personality  c h a rac te ris tic s  

of the leader, the personality  ch a rac te ris tic s  of the follower, and the c h a rac te r

is tic s  of the situation. The degree to which a  le a d e r 's  selec ted  behaviors a re  

appropria te  will be determ ined  by the psychological a ttrib u tes  fac ilita ting  social 

percep tual accuracy, in p a rtic u la r , the socia l sensitiv ity  of the lead er in under

standing o thers. Tannenbaum, e t , s ta te :

The personality  ^  the follower (as it m anifests  itse lf in a given situ 
ation) becom es a  key v a riab le  with which the leader m ust deal. The needs, 
a ttitudes, values, and feelings of the follow er determ ine the kinds of s ti
m uli produced by the lead er to which the follow er w ill respond. The

60 Tannenbaum, e t a l . .  Leadership and O rganization, p. 38.
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personality  of the leader (also m anifesting itse lf  in a situation) influences 
h is range of perception of follower and situation , his judgment of what 
is re lev an t among these perceptions, and thence his sensitivity to the  p e r
sonality of the follower and to the situation. The lead e r 's  personality  also 
has im pact on his behavioral re p e rto ry  (action flexibility) and on h is  skill 
in se lec ting  appropriate com m unication behav io rs. 61

R o g ers ' se lf  theory provides the basic  assum ptions upon which the  

leadersh ip  p ro ce sses  a re  based . The im portance of perception and com m uni

cation, in the p ro cess  of leadersh ip  proceeds from  nineteen propositions tha t 

develop a  gen era l theory of personality . A ten tative  formulation of a g en era l 

law of in te rp e rso n al rela tionsh ips is  cen tered  on the concept of congruence. 

Congruence indicates an accu ra te  m atching of experience, aw areness, and com 

m unication. R ogers s ta tes:

The g re a te r  the congruence of experience, aw areness, and com m uni
cation on the p a rt of one individual, the m ore  the ensuing re la tionsh ip  will 
involve: a  tendency tow ard re c ip ro ca l com m unication with a quality of 
in c reas in g  congruence; a  tendency tow ard m ore  mutually accura te  under
standing of the com m unications; im proved psychological adjustm ent and 
functioning in both p a rtie s ; m utual satisfac tion  in the relationship .

C onversely the g re a te r  the com m unicated incongruence of experience  
and aw aren ess , the m ore the ensuing re la tionsh ip  w ill involve; fu r th e r  
com m unication with the sam e quality; d isin teg ra tion  of accurate  u n d e r
standing; le s s  adequate psychological ad justm ent and functioning in  both 
p a r tie s ;  and m utual d issa tisfaction  in the re la tionsh ip . 63

R ogers continues by stating : "With probably even g rea te r fo rm al accuracy

61 Tannenbaum, e t a l . .  Leadersh ip  and O rganization, p. 31.

62 C arl R. R ogers, C lien t-cen tered  T herapy ; Its  C urrent P ra c tic e . Im pli
catio n s . and Theory (Boston: Houghton Mifflin Company, 1951).

® ^C arlR . R<̂  
pany, 1961), p . 344.

®^Carl R. R ogers, On Becoming a P erso n  (Boston: Houghton M ifflin Com-
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th is  g enera l law would be  s ta ted  in a way which recogn izes that it is the percep

tion  of the rece iv e r of com m unication which is c ru c ia l. " Two of R ogers ' propo

sitio n s , which will be  fu r th e r  explored in the next chap ter, indicate the im portance 

of percep tion  in understanding leader behavior:

The b est vantage point for understanding behavior is from  the 
in te rna l fram e of re fe re n ce  of the individual h im self. . . .

When the individual perceives and accep ts into one consisten t and 
in tegrated  system  a ll  h is  sensory  and v is c e ra l  experiences, then he is 
n ecessa rily  m o re  understanding of o thers  and is  m ore accepting of o thers 
a s  sep ara te  individuals. 64

Summary

The re se a rc h  approach  adopted in th is  study considers the ex isten tia l 

view of m an. The ind iv idual's  adjustm ent to  the w orld  is predom inantly de te r

m ined by his own cap ac itie s  fo r interacting with h is  surroundings. While a  final 

solution to  the definitional p roblem  was not found, the definitions of leadership  

p re sen ted , em phasized the  percep tua l and in tegrative  capacities of the individual 

personality . The m en ta l s im ila rity  between the su p erv iso r and his subordinates 

un d erlie s  the leadersh ip  p ro c e ss  presented .

The su p e rv iso r 's  behav io r is an im portant variab le  in any organization 's 

effectiveness. The Ohio S tate Leadership Studies have provided a  b road  theo re

tic a l fram ew ork (F igure 1) fo r  conducting re s e a rc h  into the determ inates  of 

lead ersh ip  behavior. W ithin th is  fram ew ork the approach u tilized  fo r the p resen t 

re s e a rc h  was the com m unication and leader effectiveness approach. The

®^Rogers, C lien t-cen te red  Therapy, p. 494 and p. 520.
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em phasis is upon identifying the genotypic v a riab les  in predicting leader be 

havior. The paradigm s of Stogdill (F igure 2), and Tannenbaum, e t al. (Fig

u re  3) fu rth er illu s tra te  the leadersh ip  p ro cess  that is outlined by the Ohio 

State theo re tical fram ew ork.

In C hapter III the th eo re tica l fram ew ork  of the individual's perceptual 

capacities will be p resen ted . This theory  is  p red icated  on the idea that as  the 

se lf grows in its  se lf  aw areness, the "perception  of individual d ifferences" 

and the "em otional expansiveness tow ards o th e r"  deepens. The m o re  congruent 

the le ad e r 's  percep tual capacities the m o re  he w ill be accepting of o thers as 

separa te  and unique individuals. In H um phreys' w ords:

Man is  e a r th  when conform ing to  e a r th .
He is heaven when conform ing to heaven.
He is Tao when conform ing to Tao.
Let him thus conform  him self to the suchness of things.

C h ris tm as Hum phreys, The Way of Action (London: George Allen and 
Unwin, L td ., 1958), p. 63.



CHAPTER III 

PERSONALITY

Introduction

P ersona lity  is  viewed as  the m ediating s tru c tu re  that an individual uses in 

the perception  of h is  w orld. A basic  axiom of p e rcep tua l psychologists is that 

the individual's behavior is a  product of h is percep tual capacities. Human be

hav ior is  studied from  the in ternal fram e of re fe ren ce  of the individual, which 

has been defined as  the inform ation processing  m odel of personality .

The inform ation p rocessing  model p resen ted  is based on the theoretical 

fram ew orks of Kelly, B ie ri, and Schroder, D riv e r and S treufert. ^ The model 

po stu la tes  the two interdependent p ro p ertie s  of dim ensions and integrative 

ru le s . The attem pt is  to  build  a  system  em phasizing the p rocesses the individual 

u tiliz e s  in construing and organizing his percep tion  of o thers , in o rd e r to 

efficiently  anticipate h is socia l environm ent.

The "se lf"  has an  im portant place in the fram ew ork  of th is m odel. When 

the "se lf"  becom es a  p a r t  in an individual's p e rso n a l construct system  he is able 

to  s tru c tu re  his own behavior with re sp ec t to o th e rs  in h is social environm ent.

Kelly, The Psychology of P erso n a l C o n stru c ts ; B ieri, "Cognitive Com- 
plexity-S im plicity  and P red ic tive  B ehavior"; Schroder e t ^ . , Human Inform a
tion  P rocessing .
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This developm ent enables the individual to respond meaningfully to the fram e of 

re fe ren ce  of o thers . Kelley rev ea ls  the re la tion  between the percep tual p rocess 

and the grow th of "self. "

One of the m ost revealing facts about perception is th a t it is se lec 
tive . We do not see everything in our surroundings. T here  a re  thousands 
of coincidences in the situation in which we find o u rse lf a t any point of 
tim e . To perceive them all would cause pandemonium. We therefore  
choose that which the self feeds upon. The d irec tion  of the growth of self 
depends upon those choices. The choices seem  to be on the b asis  of 
experience and unique purpose. We all have a  background of experience 
iço n  which perception is in p a r t based. We cannot see tha t which we 
have no experience to  see. But experience is not enough to account for 
what happens, fo r there  a re  many objects in our surrounding with which 
we have had experience, but which we do not perceive.

The additional elem ent which appears  to determ ine percep tive  intake 
is  purpose. There is  ample evidence now to show that a ll living tissu e  is 
purposive, and, of course, in m an this purpose is partly , but only partly , 
on the conscious level. In perception, purpose operates autom atically 
m ost of the tim e. And so, ju s t as  we do not eat everything, our psycho
logical selves a re  p a rticu la r as  to what they feed on. What they take in 
has to su it th e ir  purpose and has to  fit onto th e ir  p ast experiences. 2

3
In th is  chap ter A llport's  approach to defining personality  is  presented . 

A llp o rt's  com prehensive definition of personality  se ts  the fram ew ork for the 

th eo re tica l positions d iscussed  in th is chap ter. The philosophical and psycho

logical fram ew ork of K elly 's Psychology of P ersonal C onstructs provides the

^ E a r l C. Kelley, "The Fully Functioning Self, " in A ssociation for 
S içe rv is io n  and C urriculum  Development Yearbook C om m ittee 's , Perceiv ing . 
Behaving, B ecom ing; A New Focus for Education (Washington; National Educa
tion A ssociation, 1962), p. 14.

^Gordon W. A llport, P e rso n a lity : A Psychological In te rp re ta tio n  (New 
York: Henry Holt and Company, 1937).
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b asis  upon which B ieri and Schroder et a l . , expand the information p rocessing  

model of personality.

P erso n a lity  Definitions 

The d iversity  of pe rso n ality  definitions is  considerable and no substantive 

definition of personality  has been applied with any generality . The definitions 

adopted by experim en ters a re  a re su lt of th e ir p a r tic u la r  theore tical p re f e r 

ence. Instead of p resen tin g  a num ber of personality  definitions based  on varying 

th eo re tica l fram ew orks, a  genera l c lassification  of definition will be p resen ted . 

A llp o rt's  survey of the l i te ra tu re  ex tracted  fifty definitions which w ere c lassified  

into two broad ca tego ries . ^

The te rm  personality  had its origination in the G reek th ea trica l m ask 

P ersona . The persona cam e to  stand for the opposite m eanings of the M ask and 

the P lay e r. A llport re p o r ts  th a t in the early  w ritin g s  of C icero (106-143 BC) 

the four d istinct m eanings of persona  a re  (1) a s  one appears to o thers (but not 

as  one rea lly  is), (2) d istinction  and dignity (as in a  style of writing), (3) the 

p a r t som eone ( e .g . , a philosopher) plays in life , and (4) an assem blage of p e r 

sonal qualities that fit a  m an  fo r his work.® Using these  four m eanings A llport 

developed his c lassification  of personality  definition. Meanings (1) and (2) can 

be categorized  as  b iosocial definitions and m eanings (3) and (4) can be ca teg o r

ized a s  biophysical definition.

^The definitions of personality  a re  the su b jec t m a tte r of C hapter II in 
G. W. A llport, P e rso n a lity .

®Ibid., p. 26.
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The b iosocial definition s tr e s s e s  the outer appearance of the individual, 

in te rm s  of his s tim ulus value. This approach assum es th a t it is the reaction  

of o ther individuals to the subject that determ ines his personality . B urgess ' 

sociological definition, while b iosocial in nature, contains rem nants of the 

orig inal C iceronic usages;

P ersona lity  is  the in tegration of all the t ra i ts  which determ ine the 
ro le  and s ta tu s  of the person  in society . Personality  m ight, therefo re , 
be defined a s  socia l effectiveness. ^

A llport ob jects to  the im plication that the individual's personality  re s id e s  

in  the "responding o th e r"  and p re fe rs  the  biophysical defin itions, which locates 

the personality  In the capac ities  of the individual. The focus of attention is 

upon the organization of the individual's m ental life. Thus, Hetherington and 

M uirhead define p e rso n ality  a s :

That fo rm  of individuality. . . which is ren d ered  possib le by the po s
session  of m ind and w ill. To be a  person  is  to be one and indivisible, but 
it is  a  unity th a t is  achieved, not by the suppression of natural instincts, 
tem peram ent, and capac ities, but by the perm eation of them  with a  com 
mon sp ir it—the pow er of finding freedom , not from  them  but in them.

The biophysical definitions of p e rsonality  a re  c lass ified  into five psycho

logical types. Omnibus definitions include everything about the individual from  

biological d ispositions to  tendencies acqu ired  by experience. Integrative and

®E. W. B u rg ess , "P ersonality . " In The Proceedings of the Second Col
loquium  on P ersonality  Investigation (John Hopkins U niversity  P re s s , 1930),p . 149.

7
H ector W. Hetherington and J .  H. M uirhead, Social P urpose (New Y ork: 

The M acm illan Company, 1918), p. 104.
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configurational definitions s t r e s s  the organization of personal a ttributes. 

H ierarch ica l definitions a re  known by the various levels of integration or o rgan

ization, with a unifying p rincip le  at top. Adjustment definitions s tr e s s  the in 

dividuals ad justm ent to his environm ent based on h is in tegrative capacties. 

D istinctiveness definitions s t r e s s  the organized system  that differentiate indi

viduals in a group.

F o r  the psychologist som e definitions seem  to  be m ore  serviceable than 

o th ers . Com pletely unsuitable a re  the b iosocial and the omnibus definitions.

The in tervening v ariab le  defin itions, suggested by the la s t four definitional 

approaches, a re  the ^rpes m ost widely accepted by psychologists. A llport's  

com prehensive definition re p re se n ts  a  synthesis of contem porary  psychological 

usage and con sid ers  personality  as a system  that in tervenes between the person  

as  a s tim ulus to  o ther people and the resp o n ses  he m akes.

P erso n a lity  is  the  dynam ic organization w ithin the individual of those 
psychophysical sy stem s th a t determ ine his unique adjustm ents to his 
environm ent. ®

Many th e o ris ts  who study the ways in which an individual adjusts to his 

environm ent have adopted the concept of inform ation p ro cessin g . The inform a

tion  p ro cessin g  m odel em phasizes the indentlficatlon and acquisition  of useful 

s tim uli, the transfo rm ation  of the inform ation rece iv ed  Into meaningful o rgan i

zations, and the use  of th ese  organizational s tru c tu re s  In choosing an optim al 

re sp o n se . The m a jo r In te re s t is  in the cognitive p ro c e sse s . B ieri s ta tes :

®Allport, P ersonality , p. 48.



77

The cognitive th e o ris t  accepts as a basic  assum ption that a  p ro 
c e s s  of stim ulus o r  inform ation transfo rm ation  m ediates any an teceden t- 
consequent re la tion  in behav ior. ^

T here  a re  two m ajo r approaches to studying inform ation p ro cessin g  

s tru c tu re s  as  personality  c h a ra c te r is tic s . One group of theo ries  em phasizes 

specific s tru c tu ra l tendencies and the second c la ss if ie s  s tru c tu re s  according 

to th e ir  g enera l ability to  d ifferen tia te  and in tegra te  inform ation. The second 

approach which th is  re s e a rc h  effo rt adopts, deals  with inform ation p rocessing  

com plexity. A b asic  aspec t of personality  is how the individual d isc rim in a tes  

along and a c ro ss  stim ulus d im ensions and how v a ried  he is  in ways of o rgan i

zing and in tegrating inform ation.

Kelly’s theo re tica l fram ew ork  p laces cognitive s tru c tu re  a t the cen te r of 

personality  theory and attem pts to use th is concept as  a m ajo r explanatory 

variab le  in behavior. The Fundam ental Postulate  of h is personality  theory  is 

that, "a p e rso n 's  p ro c e sses  a r e  psychologically channelized by the ways in which 

he an tic ipates events."^®  Subsequently, B ieri introduced the concept of cogni

tive com plexity-sim plicity , re flec tin g  the idea tha t a cognitively com plex indi

vidual has available m ore  co n stru c t dim ensions than does a cognitively sim ple 

individual. Schroder, e t view personality  a s  the sty le a  p erson  uses  in

Q
Jam es  B ie ri, "Cognitive S tructu res in P ersonality , " in H arold M. 

Schroder and P e te r  Suedfeld (eds. ), P ersonality  Theory and Inform ation P ro 
cess in g  (New York: The Ronald P re s s  Company, 1971), p. 178.

^^Kelly, The Psychology of P ersonal C onstructs, p. 46.

^^B ieri, "Cognitive S tru c tu res  in P ersona lity , " in Schroder and Suedfeld, 
op. c i t . , p . 263.
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processing  inform ation. The focus is "on the num ber and connectedness of 

conceptual a s  integrating ru le s  used for organizing such inform ation in thinking, 

judging, and valuing. Personality  is  defined by the p a rtic u la r  theoretical 

fram ew ork em ployed by these au thors, and as such, is view ed as  the cognitive 

capacities a  p e rso n  u tilizes in in teraction  with his environm ent.

P ersonality  Theory 

The Psychology of P ersonal C onstructs 

K elly 's  theore tical fram ew ork builds a  system  of personality  which looks 

forw ard  and sees behavior as an ticipatory  not reactive . The cen tra l core  of 

K elly 's theory  is  tha t man is  continually attem pting to p re d ic t and control the 

events he experiences. In this way m an 's  task  of living is  likened to a sc ie n tis t 's  

pu rsu it of tru th , which is  the em p irica l p rocedure of sta ting  hypotheses and 

testing  them  out in the w orld of experience. Kelly s ta te s :

It is  custom ary  to say tha t the sc ien tis ts  u ltim ate  aim  is  to p red ic t 
and co n tro l. This is a  sum m ary  statem ent that psychologists frequently 
like to quote in charac te riz ing  th e ir  own a sp ira tio n s. Yet, curiously 
enough, psychologists ra re ly  c re d it the human sub jec ts  in th e ir  experi
m ents w ith having s im ila r a sp ira tio n s. It is a s  though the psychologist 
w ere saying to  h im self, "1, being a psychologist, and therefo re  a sc ien tis t, 
am  perfo rm ing  th is  experim ent in o rd e r to im prove the prediction and 
contro l of c e r ta in  human phenomena; but my sub ject being m erely  a  human 
organ ism , is obviously p ropelled  by inexorable d riv e s  w elling iq) within

^^H arold M. Schroder, "Conceptual Complexity and P ersonality  O rgani
zation, " in H. M. Schroder and P . Suedfeld (eds. ) P e rso n a lity  Theory and In fo r
m ation P ro cessin g  (New York: The Ronald P re s s  C o ., 1971), p. 240.
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1 O
him , o r  e lse  he is in gluttonous pursu it of sustenance and sh e lte r. "

Man the sc ien tist b ases  h is thinking on c e r ta in  p r io r  convictions about 

the un iverse . Kelly’s philosophical system  m akes th ree  assum ptions about the 

nature of the universe and the nature  of man. Kelly assum es (1) th a t the uni

v e rse  is re a l  and that m an is  gradually  coming to understand it, (2) th a t the 

universe is in tegral, and (3) tha t the universe can  be understood along a  d im en

sion of tim e. These assum ptions have im portan t im plications for the p sy 

chological theory  that is  developed.

Kelly accepts that the universe  contains re a l  objects, events, and 

thoughts. The rea lity  of thoughts have two im portan t im plications. F i r s t ,  an 

accura te  aw areness of the universe  com es about by m an 's successive  in te rp re 

tations of it. R ogers indicates th is  is a phenomenological theory , which 

"superim poses norm ative thinking upon the phenomenological data. Secondly, 

the re a lity  of thoughts em phasizes the viability of a  theory without re ly ing  on 

m ore substan tia l events.

Kelly p resum es that the universe  is in teg ra l. This m eans tha t the uni

v e rse  functions a s  a  unit with everything affecting everything e lse . Since m an 

is coming to  know the w orld an in tegrated  system  of thought is n ecessa ry  in o rd e r

10
Kelly, The Psychologv of P ersonal C onstructs, p. 5.

^^ Ib id ., p. 6-7.

^^C arl R. R ogers, "Intellectualized Psychotherapy, Review of G. A. 
Kelly, The Psychology of P e rso n a l C onstructs, " C ontem pcrary  Psychology, 1, 
1956, p . 357.
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to exp lore  and analyze the system  of In terre la ted  re la tionsh ips. The essence  

of th is assum ption  is  that m an is  continually constru ing  th ese  re la tionsh ips in 

an a ttem pt to  develop a coherent view of the un iverse. L ife, Kelly s ta tes :

. . .  is an in te re s t i i^  re la tionsh ip  between p a rts  of our universe 
w herein  one p a rt, the living c re a tu re , is able to  b ring  him self around 
to re p re se n t another p a r t ,  b is environm ent. Som etim es it is said tha t 
the living thing is "sen sitiv e , " in con trast to the nonliving thing, o r that 
he is  capable of "reaction . " em phasizes the c rea tiv e  capacity of 
the living thing W re p re se n t the environm ent, not m ere ly  to respond to 
IL B ecause he can re p re se n t h is environm ent, he can  place a lternative 
constructions vpon it and, indeed, do som ething about it if it doesn 't 
su it h im . To the living c re a tu re , then, the un iverse  is  re a l, but it is 
not inexorable  unless he chooses to  construe it tha t way.

A re p ré se n ta i m odel of the un iverse  is construed by each m an which p erm its  

him to  understand  and re a c t to the w orld. As the un iverse  unfolds the co n stru c 

tions of re a lity  will be m odified for b e tte r  future p red ic tio n s . Time, Kelly says, 

"provides the u ltim ate bond in a ll re la tio n sh ip s."^^

A un iverse  m easured  along a tim e line is a  un iv erse  tha t is continually 

changing. In o rd e r  to contem plate change the dim ension of tim e is e ssen tia l. 

Kelly se e s  m an existing p rim arily  in the dim ension of tim e and secondarily , in 

the dim ension of space. The events of a m an 's  life m ake sense only when the 

p a s t, p re sen t, and future a re  p ro p e rly  considered. Kelly s ta tes :

If we want to know why man does what he does, then the te rm s  of 
ou r whys should extend them selves in tim e ra th e r  than space ; they should 
be even ts ra th e r  than th ings; they should be m ileposts ra th e r  than

^®Kelly, The Psychology of Personal C onstructs, p. 8.

^ ^ Ib id .. p. 6.
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destinations. C learly , m an lives in the p re sen t. He stands firm ly 
a s tr id e  the chasm  that sep a ra te s  the past from  the p resen t. He is 
the only connecting link betw een these two u n iv erses . He, and only 
he, can b rin g  them  into harm ony with each o ther.

These philosophical sta tem en ts  about the natu re  of the universe provide 

the essence of K elly 's psychological statem ents concern ing  the nature of m an. 

The nature of m an ’s  thinking is  but a sm all rep lica  of the moving universe. As 

a  partic le  of the whole, man is  continually evolving an in tegrated  system  of 

thought to tran scen d  his p ast, p re sen t, and fu ture. The destiny of man lie s  in 

his ability to  p ro p e rly  an ticipate the occurrence of fu ture events. Kelly s ta te s ;

But though our devices for in terpre ting  c ircu m stan ces  a re  s till 
m eager, and the human adventure continues to be fraught with d ire  
uncerta in ties , it does not follow that facts e v e r d ictate  our conclusions, 
except by the ru le s  we im pose upon our ac ts . Events do not te ll us what 
to do, nor do they c a r ry  th e ir  m eanings engraved on th e ir  backs for us 
to d iscover. F o r b e tte r o r  w orse we o u rse lves c re a te  the only m eanings 
they w ill e v e r convey during our lifetim e. The fac ts  of life may even be 
b ru ta l, but they a re  nonetheless innocent of any evil intent, and we can 
sca rce ly  accuse  them  of taking sides in our ep istem olog ical d isputes.
O ur ev er p re sen t ta sk  is to devise ways of anticipating th e ir  occu rrences, 
and thus to  p rep a re  o u rse lves fo r assum ing a  m o re  and m ore  responsib le  
ro le  in the m anagem ent of the universe.

The philosophical position of constructive a ltem a tiv ism  leads to K elly 's 

psychological theory . This theory  envisions m an a s  a form  of movem ent, who

George A. Kelly, "M an's Construction of His A lternatives, " in 
Brendan M aher (ed. ) C linical Psychology and P e rso n a lity : The Selected P apers  
of George Kelly (New Y ork: John Wiley and Sons, In c . , 1969), p. 86.

19George A. Kelly, "A B rief Introduction to  P erso n a l C onstruct T heory,"
in Donald B annister (ed. ) P ersp ec tiv e  in P ersonal C onstruct Theory (New York:
Academic P re s s , 1970), p. 3.
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is the link between the past and the future. The Fundamental Postulate and 

eleven C o ro lla rie s  a re  form ulated  with a conjunctive view of man anticipating 

his experiences.^®

Fundam ental Postulate: A p e rso n 's  p rocesses a re  psychologically 
channelized by the ways in which he an tic ipates events. Man is considered  a 
form  of perpetual motion with his d irection  controlled by the ways events a re  
anticipated.

C onstruction C orollary: A p erson  anticipates events by construing th e ir  
rep lica tio n s . Man attem pts to an tic ipate  future events by detecting certa in  
re c u rre n t them es that he has experienced .

Individual C orollary: P e rso n s  d iffer from  each o ther in th e ir  con stru c 
tion of even ts. Individuals have d ifferen t in terpre ta tions of the sam e event 
based  on th e ir  d ifferent constructions.

O rganization C orollary : E ach person  ch a rac te ris tic a lly  evolves fo r his 
convenience in anticipating even ts, a construction system  em bracing ordinal 
re la tionsh ips between co n stru cts . Personality  is conceptualized as a personal 
h ie ra rc h ia l system , which is the p e rso n 's  way of viewing him self and the world.

Dichotomy C orollary: A p e rs o n 's  construction system  is com posed of 
a  fin ite  num ber of dlchotomous co n stru c ts . A p e rso n 's  construction  system  is 
a b s trac te d  on the b a sis  of s im ila rity  and con trast.

Choice C orollary: A p e rso n  chooses for h im self tha t alternative  in a 
dichotom ized construct through which he anticipates the g re a te r  possib ility  fo r 
the e laboration  of h is system . The d irection  of a p e rso n 's  choice depends on 
the b e tte rm en t of his anticipations and is  governed by h is aw areness of the p o s
s ib ilitie s .

Range C orollary : A co n stru c t is convenient for the anticipation of a 
finite ran g e  of events only. A co n stru c t is not re levan t to  a ll perceptual events. 
It has a  focus of convenience.

20 The Fundamental P ostu la te  and its eleven C o ro lla ries  a re  the subject 
of C hap ter II in G. A. Kelly, The Psychology of P ersona l C onstructs ^  (New 
York: W. W. Norton and Company, 1955), pp. 46-104.

21 The 1955 yersion  re fe r re d  to "the extension and definition" of the 
system , but the te rm  "elaboration" is now used to coyer both.
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E xperience C orollary: A p e rso n 's  construction  system  v a rie s  a s  he 
successively  construes the rep lication  of events. As a  p e rso n ^  anticipation 
of events unfold, h is construction system  will be a lte re d  to improve his p r e 
diction.

M odulation C orollary  : The varia tion  in a p e rso n 's  construction sy stem  
is lim ited  by the perm eability  of the constructs w ithin whose range of conveni
ence the v a rian ts  lie . A perm eable construct is one th a t is m ore  open to the  
Inclusion of new events than is an im perm eable co n stru c t.

Fragm entation  C orollary: A person  may successive ly  employ a v a rie ty  
of construction subsystem s which a re  inferentially  Incom patible with each o ther, 
A p e rso n 's  reac tio n s  to a s im ila r event may seem  inconsisten t until viewed 
from  a supero rd inate  construct.

Commonality C orollary: To the extent that one person  employs a  con
struction  of experience which is s im ila r  to that em ployed by another, his p ro 
cesses  a re  psychologically s im ila r to  those of the o th e r person . The events 
two people experience don 't have to be the sam e o r s im ila r , but th e ir c o n stru c 
tion has to  be the sam e o r s im ila r  in o rd e r to have psychological c o n g r u e n c e .  ^2

Sociality C oro llary : To the extent that one p e rso n  construes the con
struction  p ro c e sse s  of another, he m ay play a ro le  in a socia l p rocess involving 
the other p e rso n . The extent to which one person  co n stru es  ano ther's  view 
point d e te rm in es  the in terpersonal understanding and in te raction  that w ill ensue.

Kelly carefu lly  worded h is fundamental postu late  and eleven c o ro lla r ie s  

to surm ount the problem s of, why is m an m otivated and what determ ines the 

d irection  of h is choices. F ir s t ,  Kelly re je c ts  the push th eo rie s  based on stim uli 

and the pull th eo ries  based  on needs, and instead sim ply  defines man as ac tiv e . 

Secondly, m an m oves in the d irection  tha t will re s u lt  in increased  m eaning fo r 

h im self.

Kelly points out tha t when the individual begins to  use h im self as  a  datum  

in the context of a  superord inate  system , his behavior in com parison to o th e rs

22Kelly orginally  used the te rm  "psychological " to modify "p ro cesses , " 
but rev ised  it to  modify "s im ila r. "
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is  significantly  affected. The co n structs  the individual form s with his se lf 

op era tes  as  a  tight control on his own social behavior. As the Individual 

m oves tow ard increased  m eaning, the self constructs  m ake it possib le to o r 

ganize his own behavior in re la tio n  to  o thers.

Cognitive Com plexity-Sim plicity 

B ie ri se ts  forth a  th eo re tic a l fram ew ork, which focuses on the d ifferen

tia tion  of in terpersonal percep tion . The cen tra l core of th is  fram ew ork is based  

on the p redictive accuracy of an individual's behavior. P red ic tive  accuracy is 

the extent to  which one p e rso n 's  expectations of an o th er 's  behavior a re  accu ra te . 

Following the perceptual fram ew ork  of Kelly, B ieri assum es that:

. . .  a  basic c h a ra c te r is tic  of human behavior is its  movement in 
the d irec tion  of g re a te r  p red ic tab ility  of an individual's in terpersonal 
environm ent. It is fu rth e r assum ed  that each individual p o ssesses  a 
system  of constructs for perceiv ing  his social w orld. There constructs 
a re  invoked and form  the b a s is  for m aking predictions. The constructs 
com posing the system  a re  the c h a rac te ris tic  m odes of perceiving p e r
sons in the individual's environm ent. 24

The personal constructs  a re  fundamental in p redicting  a  p e rso n 's  behav

io r. The predictive efficiency of an individual's system  of constructs  lies in its  

v e rsa tility . B ie ri s ta tes :

Inasm uch as co n stru c ts  re p re se n t differential perceptions o r d isc r im 
inations of the environm ent, it would be expected tha t the g re a te r  the degree 
of differentiation among the co n stru c ts , the g rea te r w ill be the predictive

^^Kelly, The Psychology of P ersona l C onstructs, p. 131.

24 Jam es B ieri, "Cognitive COmplexity-Simplicity and Pred ictive B ehavior," 
Jo u rn a l of Abnormal and Social Psychologv. 51, 1955, p. 263.
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power of the individual. In o th e r w ords, th e re  should be a  positive 
re la tionsh ip  betw een how well an individual's s y s te m  of con stru cts  dif
fe ren tia tes  people in the environm ent and how well the individual can 
p red ic t the behav ior of these  people. ^5

The concept of d ifferen tia tion  re fe rs  to the re la tiv e  num ber of dim ensions used 

in construing an o th e r 's  behavior. The degree of d ifferentia tion  is defined as 

its  cognitive com plex ity -sim plic ity . A cognitively com plex individual has a 

m ore v e rsa tile  sy stem  that m ed ia tes  the perception of o th e r individuals and 

anticipates th e ir  behav ior. The position taken is tha t an individual's anticipa

to ry  behavior and its  accuracy  a re  viewed within the conception of a  personality  

s tru c tu re .

Human Inform ation P rocessing  

Schroder e t a l . , se t forth a th eo re tica l fram ew ork  which focuses on the 

level of inform ation processing . The levels of inform ation processing  re fe rs  

to the nature and interdependence of conceptual ru le s  fo r organizing dim ensional 

values. F our conceptual-com plex s tru c tu ra l levels w ill be  described , which 

a re  points along a  somewhat continuous dim ension. T hese four s tru c tu ra l levels 

a re  low, m odera tely  low, m odera te ly  high, and high in teg ra tion  indices.

F igure 4 illu s tra te s  the low in tegration  s tru c tu re , which is  ch arac te rized

Oe
B ieri, "Cognitive Com plexity-Sim plicity and P red ic tive  Behavior," p. 263. 

^^ Ib id ., p. 263.

^^The th eo re tic a l d escrip tion  is  the subject of C hapter II in Schroder,
e t a l . , Human Inform ation P ro cessin g  (New York: Holt, R inehart and Winston,
In c ., 1967), pp. 14-28.
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by com partm entation and h ie ra rch ica l in tegration of p a rts  (ru les). When the 

dim ensional percep tion  of a range of s tim uli a re  organized in a  fixed way, the 

s tru c tu re  is h ie ra rch ica l and lacks se ts  of a lte rnate  in teracting  p a r ts . A h ie r

a rch ica l s tru c tu re  can have a sm all o r a  large number of p a r ts , but the re la tio n 

ship between them  a re  re la tively  s ta tic  and may be exp ressed  as a single c irc le .

D im ensions

R elatively  f ix e d  o r  
h ie ro rch ico i o r g a n iz a t io n

Figure 4 — Low Integration Index 
Schroder e t a l . , Human Inform ation P ro cessin g , p. 15.

The following im plications derived from  these  c h a rac te ris tic s  a re  (1) a t any given 

tim e, stim uli a re  "read" o r  in te rp re ted  unidim ensionally, (2) com paratively  few 

degrees of freedom  ex ist fo r generating  conflict o r  am biguity o r  for resolving 

am biguity, and (3) dim ensions a re  dichotom ous with re sp ec t to the distribution 

of stim uli.^®

C ertain  behavioral pa tte rn s a re  generated  by the low integrative s tru c tu re  

There is ca teg o rica l thinking in te rm s  of black o r  white. Since the s tru c tu re  of 

thinking is  based  ig)on a  single fixed ru le  the individuals' ab ility  to  think in te rm s  

of re la tiv en ess  is  reduced. Conflict is  m inim ized, since stim uli e ith e r fit into

^®Schroder, e t a l . , Human Inform ation P ro cessing , p. 16.
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a category or a re  excluded from  consideration. The conceptual apparatus p re 

vents a lte rnative  generation. Behavior is anchored in ex ternal condition. 

Absolute categorization  re s tr ic ts  the in tegral in tergra tive  p ro cesses  resu lting  

in no in ternal causation. As a re su lt of the above fac to rs  behavior in generalized  

to a g rea t extent. The perception of the o ther person  is over-generalized  and 

viewed from  the sub ject’s point of view.

The cen tra l fea tu re  in the fu rth er evolvem ent of h igher level s tru c tu ra l 

p ro p e rtie s  is the developm ent of ru le s  for categorizing  stim uli, and for a rtic u 

lating s tru c tu re  and o rd e r. The differentiation of stim ulus placem ent within a 

single dim ension opens up the developm ental possib ilities. As the conceptual 

level in c rease s , a lte rnative  perspec tives and in te rre la tionsh ips a re  generated 

from  the sam e dim ensional values. This developm ent rep re sen ts  an increase  

in the concept of "se lf"  as an in ternal cau sa l agent. Schroder e t , s ta te :

The m ore  integratively com plex the inform ation p rocessing  s tru c tu re , 
the m ore  the ’’se lf” en te rs  as  a causa l agent in generating  new perspectives 
and new ways of re la ting  to objects. In sim ple a ttitudes, the ways of r e la 
ting a re  fixed and absolute and the potential fo r generating  a lternate p e r
spectives is  low. Conceptual level defines the level of aw areness of se lf 
as agent and provides an objective m easu re  of self-developm ent.^®

Figure 5 illu s tra te s  the m oderately  low in tegration s tru c tu re , which is 

ch arac te rized  by the  em ergence of a lte rn a te  com binations of dim ensional scale  

va lues. The evolvem ent of th is  conceptual level re q u ire s  the generation of a l te r 

native in te rp re ta tions of a stim ulus on any one dim ension a t the same tim e. This

29 Schroder, e t ^ . , Human Inform ation P ro cessin g , p. 9.
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inform ation p rocessing  system  re su lts  in the generation of m o re  inform ation 

and evaluations which a re  less  fixed. The m a jo r ch a rac te ris tic s  of this in teg ra

tive s tru c tu re  is the p resence of a conceptual apparatus that can generate a l te r 

nate organizations of dim ensions, but lacks apparatus for re la tin g  as  organizing 

d ifferentia ted  ru les .

D im ensions

E m erg en ce  o f a ife rn a fe  

co m b in a tio n s o f  
d im eiisiono i s c a le  v a lu e s

Figure 5 — M oderately Low Integration Index 
Schroder e t a l . , Human Inform ation P ro cessin g , p. 18.

C erta in  behav ioral pa tterns a re  genera ted  by the m odera te ly  low in teg ra

tive s tru c tu re . With the em ergence of the in te rna l causation p ro c e sses  th e re  is 

a m ovem ent away from  absolutism . There Is le ss  ca tegorica l thinking because 

of the availability  of a lte rnate  schem ata, but a t the sam e tim e th e re  is m ore 

instab ility  and noncom m itm ent because of the absence of com plex ru le s  for inte

g ra ting  the a lte rn a te  schem ata. A form  of rig id ity  and negativ ism  is s till p resen t 

a t  th is  level due to  the fact that when one percep tual a lte rnative  is selected the 

o th er becom es a lm ost com pletely ineffective.

F igure  6 illu s tra te s  the m oderately  high integration s tru c tu re  which is

c h a rac te riz ed  by the em ergence of m ore  com plex ru le s  fo r com paring and re la tin g
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differen t perspec tives. At th is level, the p erson  is  able to  combine various 

p e rsp ec tiv es  in h is  decision  m aking. The m a jo r  im plication of th is  development 

is  the increase in the amount of functional inform ation available. This is due to

D im ensions

A lferno fe  co m b in a tio n s  
(p erspectives)

M o re  com p lex  ru le s  fo r  
co m p a rin g  a n d  re la t in g

Figure 6 — M oderately High Integration Index 
Schroder e t , Human Inform ation P ro cessin g , p. 20,

the fac t that in the p ro cess  of com paring, the a lternative  pe rsp ec tiv es  becom e 

m o re  independent and therefo re  rem a in  open to  the percep tion  and effects of 

o th e r a lte rnatives.

A num ber of behavioral p a tte rn s a re  generated  by the m oderately high 

in tegration s tru c tu re . As the system  becom es less  d e te rm in istic  the causal 

"se lf"  en ters  m ore into the internal p ro c e sse s . The inform ation processing 

s tru c tu re  is now m ore  se lfreflective . The p e rso n  is  able to  generate stra teg ic  

ad justm ent p ro cesses , which m eans he can view the effects of his behavior from  

a num ber of viewpoints. Therefore, the individual's behavior becom es less  

anchored  in the p a st and increasingly determ ined  by the in ternal p ro cesses  of
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the s tru c tu re .

F igure  7 Illu s tra te s  the high in tegration s tru c tu re  which is ch arac te rized  

by a s tru c tu re  fo r generating complex re la tionsh ips. At th is  h ighest level, com 

p ariso n  ru le s  can be fu rth er in tegrated re su ltin g  in highly a b s tra c t functioning.

D im ensions

D ifferen t c o m b in a tio n s  of 

d im ensiono l sc a le  values

C o m parison  ru les

S t r u c t u r e  f o r  g e n e r a t i n g  

c o m p i e *  r e i o t l c n s h i p s

F igure 7 — High In tegration  Index 
Schroder e t  , Human Inform ation P ro cessin g , p . 22.

Schroder e t a l . , s ta te  tha t as the num ber and com plexity of the p a rts  of a 

s tru c tu re  in c rease  it is accom panied by:

(a) an in c rease  in the degree of d iversity  the system  can generate 
and handle, in the num ber of schem ata and dim ensions, and in the com 
plexity  of th e ir  organization; (b) g re a te r  d iscrim ination  betw een stim uli 
w ithin dim ensions; and (c) an Increased  potential for the s tru c tu re  to 
genera te  a lte rn a te  p a tte rn s  of in te rac tion  and new schem ata without the 
im position of new ex ternal conditions. Internal p ro c e sse s  can produce 
a lte rn a te  o rganizations of ru le s  for viewing the w orld. These schem ata 
can then be te s ted  by exploration. ^0

^^Schroder, e t ^ . , Human Inform ation P ro cessin g , p. 23.



91

Behaviorally the high integration s tru c tu re  should be effective in adopting 

to a complex and changing situation. The effectiveness of th is s tru c tu re  will be 

m axim ized if the perform ance c r i te r ia  a re  based upon the utilization of the a l te r 

nate in teractive  p ro ce sses  and the ability  to cope with a changing situation. With 

the delineation of many system atically  re la ted  a lte rn a tiv es , decisions at a p a r ti

c u la r  tim e should be m ost effective fo r adapting to future events.

At each successive  level of in tegrative evolvem ent the information p ro 

cess in g  s tru c tu re  acqu ires additional functioning p a rts . In the low integrative 

s tru c tu re  ru le s  specify the conditions that govern the choice of stim ulus ca te 

g o rie s . Then in the m oderately in tegrative s tru c tu re  additional ru le s  specify 

conditions under which a lte rnate  schem ata a re  used. Next, the m oderately high 

in tegrative s tru c tu re  specifies additional ru le s  in which schem ata a re  com pared. 

F inally , at the high in tegrative s tru c tu re s  general laws a re  generated  that 

system atize  a la rge  body of d ifferentiated  inform ation. This evolvem ent p ro cess  

re p re se n ts  a growing self aw areness, which ultim ately w ill have a considerable 

influence on an individual's in te rpersonal in teractions. The m ore integratively 

com plex the inform ation p rocessing  s tru c tu re  the m ore ways a person  has of 

perceiv ing  and in teracting  with h is w orld.

O rganization of Dim ensional Scale Values of Inform ation

The organization of dim ensional sca le  values of inform ation is  a p e rs is t

ant and im portant problem  in psychology. The learning p ro c e ss  and personality  

developm ent s tr e s s  both the acquisition of dim ensions and the organization of 

dim ensional inform ation. The conceptual fram ew ork p resen ted  here  em phasizes
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the degree of d ifferentiation and integration of in terpersonal stim uli. O peration

alizing  the p rocesses of integration has been described  by a lin ea r additive model 

and by a m ore com plex configurai model.

Figure 8 il lu s tra te s  the m ultidim ensional s ing le -ru le  s tru c tu re  for pro

cessing  inform ation. Com pared to o ther re levan t people, stim ulus person A is 

differentiated a t sca le  points x, y, and z along the th ree  independent dim ensions: 

c (creativity), o (o rd erlin ess), and r  (reciprocity  -  the ability to understand 

an o th er 's  point of view). The combinatory ru le  ex p resses  the weights (65%, 25%, 

and 10%) utilized when the scale  values a re  combined in decision making. The 

linear additive m odel a ssu m es that reg a rd le ss  of the scale value or the value of 

o ther dim ensions the sca le  value is weighted the sam e for a ll persons.

GOAL SPECIFIC JUDGMENT REQUIRED ABOUT STIMULUS PERSON A

V alues o f 
In form ation

O rg a n iz a tio n

Decision

low high  low(c)

65% ' 10%

C o m b in a to ry  Ru!f 
(w e ig h tin g  o f sco le  v a ' ;c': 

G e n e ra t in g  Pcrspfi.:lv<.

Ju d g m e n t

Figure 8 — A M ultidimensional S ingle-ru le S tructure.
S chroder, "Conceptual Complexity and P ersonality  O rganization, " p. 249.
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Figure 9 illu s tra te s  the m ultidim ensional m ultirule s tru c tu re  fo r p roces

sing inform ation. Using the sam e inform ational input c rea tiv ity , o rd erlin ess, 

and rec ip roc ity  the th ree  scale values x, y, and z a re  orgainized by two com 

binatory  ru le s  which generate  two a lternative  judgm ents. The configurai model 

assu m es tha t d ifferential weighting of scale  values produces d ifferent p e rsp ec 

tives. Schroder s ta tes :

This ability to generate  m ultiple perspectives by weighting s im ila r  
dim ensional scale  values of inform ation differently, re p re se n ts  a c ritic a l 
s tep  in personality  development in any stim ulus domain. In the in te rp e r
sonal domain it may be observed as a  reduction in abso lu tistic  thinking.
It re p re se n ts  the ability  to view and understand events from  another p e rso n 's  
pe rsp ec tiv e  and to a rr iv e  a t a lte rnative  judgm ents o r opinions about people 
o r  events. It re p re se n ts  a m arked advance in the com plexity of thinking, 
in providing the foundation for an individual to generate conflict and uncer
ta in ty  fo r h im self. 31

GOAL SPECIFIC JUDGM ENT REQUIRED ABOUT STIMULUS PER SO N  A

low h ighD im ensiono l S co le  
V a lu es  o f 
In fo rn io tion

65  % \  25% ,

10%

O rg o n iz o tio n

C o m b in o to ry  Rules 
G e n e ro tin g  Two 

P e rsp ec tiv es

D ecision Ju d g m e n t A Ju d g m e n t B

Figure 9 — A M ultidim ensional M ulti-ru le S tructure.
S chroder, "Conceptual Complexity and P ersona lity  O rganization, " p. 252.

31 Schroder, "Conceptual Complexity and Personality  O rganization, " p. 253.
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F igure 10 illu s tra te s  the m ultidim ensional m ulticonnected ru le  s tru c tu re  

fo r p ro cessing  inform ation. The information p rocessing  s tru c tu re  advances to 

high degree of com plexity as  the com binatory ru le s  for generating perspectives 

a re  connected in form ulating a judgement. F u rth e r conceptual advancement 

would be rep resen ted  by additional combinatory ru le s  and connectors between 

p e rsp ec tiv es . A situational model for combining cues considers the linear addi

tive , configurai, o r both methods for generating a lte rnative  constructions.

GOAL SPECIFIC JUDGM ENT REQUIRED ABOUT STIMULUS PERSON A

V alu es  o f  
In fo rm otion

O rg a n iz a tio n

C o n n e c te d n e ss
B etw een
P ersp ec tiv es

D ecision

h ig h  low highlow(c)

65% ' 6 0 % '25%25% ,

10%  lO^/o

C o m b in a to ry  Rules 
G e n e ra tin g  Two 

, P ersp ec tiv es

R e la tin g
P ersp ec tiv es

Ju d g m e n t

F igure 10 — A M ultidim ensional M ulticonnected Rule S tructure. 
Schroder, "Conceptual Complexity and P ersona lity  O rganization, " p. 254.
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Summary

The philosophical assum ptions of a universe that is rea l, in tegra l, and 

p rim arily  understood along the dim ension of tim e determ ine  the e ssen tia l na tu re  

of m an. As a sc ien tis t, man is postulated as seeking tru th  in o rder to im prove 

his anticipations of his w orld. Each man is in tru th  seen as  an idea of an unfold

ing un iverse . It is  m an 's  ab ility  to place a lternative  constructions on the events 

he experiences that leads to the Fundamental P ostu late  tha t "a p e rso n 's  p ro c e sse s  

a re  psychologically channelized by the ways in which he anticipates even ts. " P e r 

sonality is  defined as  the in ternal system  a person  u tilizes  in p rocessing  in form a

tion and its  cognitive com plexity is the degree of d ifferen tia tion  and in tegration  

of in terpersonal stim u li. A m o re  cognitively com plex system  indicates a  m ore  

fully functioning person . B ehaviorally , there is a g re a te r  congruence of ex p e ri

ence, aw areness, and com m unication on the p a rt of the individual. In the w ords 

of Knowles and Saxberg:

Acceptance of another p erson  involves positive attitudes of re sp ec t, 
in te re s t, ca rin g , and tru s t ,  a s  well as the assum ption of dependability, con
s istency , and the p reserv a tio n  of separa teness based  on an honest ap p ra isa l 
of d ifferences. Self-acceptance is synonymous with se lf-aw aren ess . A w are
n ess , in tu rn , in c reases  the capacity of individuals to attend to and respond 
to another individual o r  group. The degree to which th is  is possib le  can be 
m easu red  by the extent to which an individual can  respond meaningfully to a 
fram e  of re fe ren ce  other than his own. Thus, com m unication is inex tricab ly  
bound to cooperation. "No m an is an island, " sa id  the poet Donne, each  is  
"a  p a r t of the m ain . " Nowhere is this m ore tru e  and m ore c ritic a l than in
the life of the organization. 32

OO
Knowles and Saxberg, Personality  and L eadersh ip  B ehavior, p. 93.



CHAPTER IV 

R esearch  Review

Introduction

The re se a rc h  lite ra tu re  re levan t to the th eo re tica l fram ew orks previously 

p resen ted , is review ed in th is  chap ter. The re s e a rc h  studies u tiliz ing the LBDQ 

and the LOQ will be sum m arized  in tabu lar form  along with som e general com 

m ent. This will be followed by a m ore detailed  p resen ta tion  of State Vocational 

R ehabilitation Agency s tud ies. Next, the re s e a rc h  studies utilizing the MRT and 

the PCT a re  review ed and, finally cognitive com plexity and leadersh ip  behavior 

studies a re  p resen ted .

L eadersh ip  R esearch  Studies 

T here  have been num erous re sea rc h  stud ies describ ing  the le a d e r 's  be

havior and h is effectiveness. Leader behavior has been  identified as "em ployee- 

cen tered" and "production cen te red "; "support" and "production em phasis"; 

"concern  fo r people" and "concern  for production" ; "psychologically-distant" and 

"psychologically-close"; and "dem ocratic" and " a u to c ra tic ."  In the "L ead er

ship in a  D em ocracy" re s e a rc h  p rogram , the Ohio State L eadership  Studies 

iso lated  "consideration" and "in itiating s tru c tu re "  as  basic  dim ensions of le ad e r

ship behavior in form al organizations. These dim ensions w ere identified in a

96
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se r ie s  of fac to r-analy tical stud ies, which described  the le ad e r 's  behavior as 

seen  by his subordinates and by him self. Consideration and Initiating S tructu re  

w ere found to be orthogonal in the original factor-analy tic  studies and th is is 

in te rp re ted  as indicating independence of the two dim ensions. The independence 

of the dim ensions suggests that the le ad e r 's  behavior with re sp ec t to one dim en

sion does not n ecessa rily  influence the other dim ension. Lowin, e t a l. s ta te ;

This is  a  v ery  significant argum ent fo r it  suggests that it is  possible 
to ex ert considerable d irec tion  on the ac tiv itie s  of one 's subord inates, yet 
s till  m aintain  a  highly supportive re la tionsh ip  with him . Ju s t th is  delicate 
fusion of a  high level of consideration  and a high level of initiating s tru c tu re  
may be the key to effective superv ision .^

K orm an has cataloged som e of the lite ra tu re  on the re la tionsh ip  of con

sidera tion  and initiating s tru c tu re  with organization effectiveness. The review 

is not exhaustive and the orig inal s tud ies contain far m ore data than is p resen ted . 

K orm an 's review  was in te rested  only in the dim ensions as  independent v ariab les  

and specific independent organization c r i te r ia . Table 5 and Table 6 provide a 

sum m ary review  of the re la tionsh ip  between v arious c r i te r ia  and the LBDQ and

O
the LOQ, respec tive ly .

The studies review ed w ere conducted under a  wide varie ty  of conditions 

and m ost followed the concurren t validity approach of simply co rre la tin g  the te s t

A aron Lowin, W illiam J . Hrapchak, M ichael J . Kavanagh, "C onsider
ation and Initiating S tructure an E xperim ental Investigation of Leadership  
T ra its , " A dm inistrative Science Q u arte rly . 14, 1969, p. 238.

^Abraham  K. Korman, " 'C onsid era tio n ','In itia tin g  S tru c tu re 'a n d  O rgan
izational C r i te r ia —A Review, " P ersona l Psychology, 19. 1966. pp. 349-361.
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TABLE 5

VALIDITY STUDIES OF THE LEADER BEHAVIOR DESCRIPTION
QUESTIONNAIRE

Investigator Type of Sample 15 PC of 
Vuli.lity Ty|K.' of Criteria

r with 
Consider

ation

1 r with  
1 Initiating  

Structure
.V

I . O b je ctiv e M easu res o f  P crform an ee a s  C riter ia

l-’leisliin .an (1053) S u p e r v iio r s C on cu rren t W ork G rou p  G r iev a n ces — .43 i .23 23
F lc isliiiir .ii, l î i ir r is  & B iir tt F r o d u c liu n  S u p er  C on cu rren t W ork G roup  .A b senteeism - .1 0 * * .27* 72

(1055) v iso r s !
W ork G rou p  A c c id e n ts - .0 1 ) 1 .1 5 72
W ork G rou p  G r iev a n ces - . 0 7 ! .45** 72
W ork G rou p  T u r n o v e r .13 1 .00 72

F lc is liiiia n . H arris & f l i ir t t X o n -P ro d u ctio n C o n cu rren t W ork G rou p  .A bsenteeism — . 38 j - . 0 0 23
(1055) .Supervisors W ork G rou p  A c c id e n ts - . 1 2 * 1 .13 2.3

W ork  G rou p  G r ie v a n c e s .15 1 .2.3 2:1
W ork G roup  T u rn o v er .01 .51* 23

l ’Ioi-iliintiii & H arris (1002) Sitpcrvi.sor.s (Concurrent W ork G rou p  G r iev a n ces - .5 1 * * ' ! .71**' 57
W ork  G rou p  T u r n o v e r - .0 0 * * ' 1  .03**' 57

II . S tip er ior  K a tin g s  A s C riter ia

R ating I
H alp iii & W iiier'(1957) A ir Crew  C om  C on cu rren t T e ch n ica l C o m p e te n c e - . ,3 8 * : 1 .30* 20

m anders T iffrctivcn css o f  W ork in g  w ith - .3 .3 ; .4 0 - 29

I
C row  M em b ers 1

.

I I I . C om b in ed  I’eer  Snbtirilinalt? K a li i ip i  A s C riter ia

H ciiip liiil (10.55) .A cadem ic D ep a rt- ^ C.'oncuirent^ A d m in is tr a t iv e  H c p u la lio n  j .31) ‘ .48^ 1.8
m e n t H eads i

1 '

IV . P eer  I ta t in g s  A s C riter ia

B a ss  (1057) j S a le s  S u p erv iso rs j C on cu rren t! V is ib ility  i - . 0 4 - . 1 1  i 34

1 — S a m p le  A  j ! P o p u la r ity  ; .00 .12 : 34
1 V a lu e  to  C o m p a n y  j .03 .10 ! 34

1
i P r o b le m -S o lv in g  A b ility  | .0 5 - . 0 0 34

j 1 .A bility  to  In tlu cu ee  R a te r  j - . 1 8 .15 ; 34
iia ss  (1057) 1 S a le s  S u p erv iso rs ! C o iicu rrcn tl V i.sib iiity -  .0.3 .25 ; 28

1 — S a m p le  B  1 1
1 P o p u la r ity  | - . 0 0 — .04 1 28

1 1 V a lu e  to  C o m p a n y  1 - . 1 1 — .09 28
' 1 P r o b le m -S o lv in g  A b il ity  j .00 .14 1 28
I1 .Abilit y  to  In flu en ce  R a te r  j - . 0 9 .15 1

1
28

Source: Korm an, " 'C onsidera tion ', 'In itia ting  S tru c tu re ', and O rganiza
tional C rite r ia  -  A review , " p. 356-358.
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TABLE 5 (Continued)

Invcfti'eator

1

Typ« ot Stm pir 1 1 T ype c l Criteria

1 !

r  w illi 
Consider

ation

r  with  
Initiating  
Structure

N

V . S u b o rd in a te  R a tin g s  am C riter ia

l la lp in  & W in er (1957) A ir C rew  C om  C oncurrent S a tis fa c tio n .5 7 " : - . 0 3 29
m and ers C o n fo rm ity  to  S ta n d a rd - . 5 2 * * .&(** 29

O p era tin g  P roced u res
P erfo r m a n ce  U n d er  S tr ess - . 2 4 .20 29
A tt itu d e  & M o tiv a t io n  to  bo - . 5 0 * * .42* 29

E ficct iv c
O ver-A ll - . 4 0 * .48»* 20

H a tp in  (1957) A ircra ft C o m  C on cu rren t T e c h n ic a l C o m p eten ce .09 .30** 1 87
m and ers E ffe c t iv e n e ss  in  W ork ing w ith .18 .28** 1 87

O thers 1
C o n fo r m ity  to  S ta n d a rd  P r o  — .03 .3 2 '*  i 87

cedures 1
P erfo r m a n ce  u n d er  S tress .18 .3 2 "  1 87
A tt itu d e  & M o t iv a t io n .03 .29 1 87
O ver-A ll E ffc e t iv e n c ss .17 .30** 1 87

V. S u b o rd in a te  R a tin g s  a s  C r iter ia — C oni.

1
1 Rating

F le ish m a n , H a r r is  & D u rtt P ro d u c tio n  F o r e  C oncurrent O vcr-A ll I - . 3 1 " .4 7 " 72
(1955) m en ;

F le ish m a n , H a r r is  & B u r tt N o n -P r o d u c tio n C on cu rren t O vcr-A ll i .28 - . 1 9 23
(1055) F o rem e n I

U uss (1957) S a les  S u p erv iso rs C on cu rren t M erit 1 - . 0 2 - . 0 5 34
— S a m p le  A 1

S a les S u p erv iso rs C on cu rren t M er it .02 .15 28
— S a m p le  B

H a tp in  (1957) A ir C ra ft C om  C on cu rren t
. .

C o n fid en ce  &  P ro fic ien cy .09** .08** 84
m and ers F r ie n d sh ip  & C o o p era tio n .84** .5 1 " 84

M ora le .27** .2 8 " 84
S a tis fa c t io n .75*

1
.4 7 " 88

' T h e s e  lire c o r r e la t io n  r a t io s . A ll o th e r  c o rre la tio n s  in  T a b le s  5  and  6  are P e a r so n  r 's .  ^
• A ll p r e d ic to r -c r ite r io u  co rre la tio n s  rep o rted  fo r  th e  H a tp in  an d  W in er (1957) s t u d y  are p a rtia l r 's w ith  t h e  e ffec t o f th e  o tiicr  

p r c d ic to r -c r ilc r io n  c o r r e la t io n  rem o v ed . U n lik e  m o st  s tu d ie s , " (C onsideration"  a n d  " I n it ia t in g  S tr u c tu r e ”  w e r e  h ig h ly  n e g a t iv e ly  
r e la te d  fo r  t h is  sa m p le .

' S e e  F o o tn o te  2  a b o v e .
* p  <  .05 .

** p  <  .01.

Source: Korman, ’"C o n sid era tio n ', 'In itia ting  S tru ctu re ’, and O rganiza
tional C r ite r ia  -  A review , " pp. 356-358.
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TABLE 6

VALIDITY STUDIES OF THE LEADERSHIP OPINION QUESTIONNAIRE

Investigator Type of Sample Type o f C rite riaVauuiiy

Correlation 'Correlation •
with

Consider
ation

with  Y
I n i t ia t ir c  ; ' 
Structure

I . O b je c tiv e  M ea su res  o f P erfo rm a n ce  a s  C riter ia

P a rk er  (1903)

S p ilz c r  & M c N a m a r a  (1904)

S u p erv iso rs  

V a rio u s M g m t. L e v e ls

C o n cu rren t G rou p  P r o d u c tiv ity
j O rd er-F illin g  E r ro rs  G roup  

O rd er-P ric in g  E r ro rs  G roup  
C o n cu rren t C orrected  S a la r y — S a m p le  A  

C o rre c ted  S a la r y — S a m p le  B

.13 .07 SO
- . 1 1 .15 SO
- . 1 0 .23* 80

.02 .09 51

.14 - . 0 5 .51

I I . S u p er io r  R a t in g s  a s  C r ite r ia

R ating

Bas.s (1950) S u p erv iso rs P r e d ic t iv e O v cr-A ll .29* - . 0 0 53
B a ss  (19ÜS) S u p erv iso rs P r e d ic t iv e O vcr-A ll .32* .05 42
F lc is lim u n  & P e te r s  (1902) V a rio u s M g m t. L e v e ls C o n cu rren t O ver-A ll .02 - . 0 2 35
O ak lau d cr & F le is h m a n  (1904) L argo  H o sp ita l M g m t. C o n cu rren t In te r -U n it  Stre.ss S a m p le  A .10 .00 CO

M ed iu m  H o sp ita l In te r -U iii l  S tr e ss  S a m p le  B .19 - . 3 9 * * 30
M gm t.

S m a ll H o sp ita l M g m t. In te r -U n it  S tr e ss  S a m p le  C .15 - . 3 0 22
S p itz c r  & M c N a m a r a  (1901) V ariou s M g m t. L ev e ls C on cu rren t O v er-A ll— S a m p le  A .01 - . 0 7 51

' O v er-A ll— S a m p le  B - . 0 0 .13 51

I I I .  P e e r  R a t in g s  A s C riter ia

S p iU c r  & M c N a m a r a  (1904) V a r io u s  M g m t. L e v e ls C o n cu rren t O ver-A ll R a t in g s  S a m p le  A - . 1 7 .14 51
O v er-A ll W eig h ted  R a t in g s — - . 1 2 .15 51

S a m p le
O v er-A ll R a n k in g s  S a m p le  A - . 0 9 .01 51
O v er-A ll R a t in g s  S a m p le  B .03 - . 1 1 51
O v cr-A ll W eig h ted  R a t in g s— .01 - . 0 9 51

S a m p le  B 1
O ver-.A ll R a n k in g s  S a m p le  B - . 0 2 - . 0 1  1 51

F le ish m a n  (1957) O C S  G roup C o n cu rren t O ver-.M l R a tin g s - . 0 1 .03  1 110
O vcr-A ll R a tin g s - . 0 2 .08  i 247

IV . S e lf -R a t in g s  A s C r iter ia

O a k lan d cr & F le ish m a n  (1964) Large Hospital Mgmt. C o n cu rren t In tr a -U n it  S tr e ss  S a m p le  A 1 - .3 7 * * - . 4 1 * *  ! GO
Medium Hospital C o n cu rren t In tr a -U n it  S tr e ss  S a m p le  B 1 - . 4 6 ' * - . 0 7 36

Mgmt. 1 (
Small Hospital Mgmt. C o n cu rren t In tr a -U n it  S tr e ss  S a m p le  C 1 - . 0 2 .45*  1 22

V . S u b o r d in a tc -R a tin g s  A s C r iter ia

P a rk er  (1963) S u p e r v iso r s C o n cu rren t A t t i tu d e s  T o w a rd  S u p erv iso r ! .51" .22* 80
! j S u p e r v iso r y  R e c o g n it io n j .45** .0 5 SO
j I P erfo r m a n ce  I n s tr u m e n ta lity j .24* .18 so

* p  <  .05. 
<  .01.

Source: Korm an, " 'C o n s id e ra tio n ', 'In itia ting  S tru c tu re ', and O rganiza
tional C r i te r ia  -  A review , "  pp. 352-353.
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v ariab le  with the c rite rio n  variab le . Studies of the LBDQ indicate a slightly 

consisten t pa ttern  of effective perform ance being re la ted  positively to c o n s id e r

ation and negatively to initiating s tru c tu re , but there  a re  some inconsistencies 

(B ass, 1957; Hemphill, 1955), even among studies using somewhat s im ila r  

populations (Halpin and W iner, 1957; Halpin, 1957).

A possib le explanation of these re sea rch  re su lts  is the concurren t na tu re  

of these studies. In a  re s e a rc h  design where the sam e people m ake both p re d ic to r 

and c rite rio n  ra tin g s  the r a te r  m ight d is to rt one or both of his perceptions in 

o rd e r to attain  a m ore "balanced" cognition.^ A nderson sta tes  another re a so n :

C onsideration and Initiation of S tructure  ra tin g s  generally  have 
shown re liab le  re la tionsh ips with leadersh ip -effec tiveness ra tings. The 
re la tionsh ips a re  c rucia lly  dependent, however, upon the source of the 
effectiveness ra ting : i . e . , w hether the leader is being evaluated by his 
su p erio rs  o r by h is subordinates. Subordinates generally  ra te  the leader 
a s  being effective to the extent that he displays considera te  behavior.
When ra ted  by his s iç e r io r s ,  however, the effectiveness of th is  sam e 
leader is  positively  co rre la ted  with the s tru c tu rin g  behavior tha t he is 
seen  as instigating in his group. ^

Studies of the LOQ reveal that m ost of the c o rre la tio n s  a re  insignificant 

fo r consideration  and initiating s tru c tu re . C onsideration seem s to have som e 

re la tio n  to a  "pleasantly  affective" work situation a s  it  is  ra ted  both by self 

(Oaklander and F leishm an, 1964) and by subordinates (P ark er, 1963), but the

^Andrew W. Halpin, "The Leader Behavior and Effectiveness of A ir
c ra ft C om m anders, in Ralph M. Stogdill and Alvin E. Coons (eds. ), L eader 
B ehavior: Its  D escrip tion  and M easurem ent. (Columbus, Ohio: B ureau of B u si
n ess  R esearch , Ohio State U niversity , 1957), pp. 52-64.

^Lynn R. A nderson, "L eader Behavior, M em ber A ttitudes, and Task
P erfo rm ances of In tercu ltu ra l D iscussion Groiq>s, " Journal of Social Psychol
ogy. 69, 1966, p. 306.
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re su lts  for initiating stru c tu re  a re  inconsistent and indicate no d iscern ib le  pa t

te rn . Korman points out that the concurren t nature of these studies make it 

difficult to know w hether the patte rns of consideration o r in itia ting s tru c tu re  a re  

the cause o r  the effect of m anageria l effectiveness. This is  probably the m ajo r 

reaso n  the re su lts  with the LOQ a re  le ss  prom ising than those with the LBDQ. 

A fter a thorough reading of the re levan t lite ra tu re  Lowin, e t al. conclude:

There appears to be much evidence that consideration and initiating 
s tru c tu re  can each co rre la te  positively , negatively, both positively and 
negatively (depending on o ther va riab les), and only weakly if at a ll with 
effectiveness and m orale  indices. There seem s to be no apparent prepon
derance of any one of these kinds of findings. It m ust be em phasized that 
many of the co rre la tio n s  a re  sufficiently high (given the num ber of subjects) 
to very  sa tisfac to ry  levels of s ta tis tic a l significance. We a re  dealing, 
th e re fo re , with tru ly  complex re la tionsh ips, not m ere ly  with a sam pling 
d istribu tion  about a (probably weak) co rre la tion  value. ^

F leishm an com piled the following re su lts  on these d im ensions: (1) No cases  

w here low consideration  goes with good superv isory  perform ance; (2) the m ost 

undesirab le p a tte rn  is one in which sup erv iso rs  a re  low in both consideration  and 

initiating s tru c tu re ; (3) the low consideration  and high initiating s tru c tu re  su p e r

v iso r is m ore  likely to show m ore tu rnover, grievances, and s tre s s  among his 

subordinates, but superv iso rs  high in consideration can be higher in s tru c tu re  with

out these ad v erse  effects; and (4) for many c r i te r ia  and situations, the above a v e r

age considera tion  and initiating s tru c tu re  pattern  seem s m o st likely to optim ize a  

v a rie ty  of d ifferen t effectiveness c rite ria .®  A fter review ing the available evidence,

5Lowin, e t ad ., "C onsideration and Initiating S tructure  An Experim ental 
Investigation of Leadership  T ra its , " p .  240.

^F leishm an, Manual F o r L eadersh ip  Opinion Q uestionnaire, p. 2.
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Shartle  com es to the sam e conclusion that leader behavior, which is high on both 

consideration and initiating s tru c tu re  ra th e r  than on one fac to r alone is m ore 

likely to enhance group perform ance. ^

State Vocational R ehabilitation Agency R esearch  Studies 

In terpersonal influence is accepted as  an essen tia l fac to r in the behavior 

of a leader. The effectiveness of a le a d e r 's  influence is a  function of the in te r

p e rso n a l values that he holds. In terpersonal values a re  in te rp re ted  as the "kinds 

of human re la tions"  considered  im portant and they re p re se n t "motivational 

p a tte rn s  that a re  re la tiv e ly  stable t ra i ts  within individuals. " ® The human re la tion  

sk ill of perceiving accu ra te ly  the position  of o thers has been defined as "em pathy. " 

The empathie le a d e r 's  m otivational pa tte rn s  enable him to perceive and s tru c tu re  

accura te ly  his psychological map of the follower and the situation. The f ir s t  

th re e  studies exam ine the re la tionsh ip  between the le a d e r 's  behavior, h is  in te r

perso n al values and h is empathy tow ard subordinates. This sam e theme is  next 

investigated  in th re e  State Vocational Rehabilitation Agency re se a rc h  studies. 

F inally , five additional agency re se a rc h  studies a re  p resen ted .

Fleishm an and P e te rs  studied the in terre la tionsh ips among c r i te r ia  of 

leadersh ip  effectiveness, value d im ensions, and leader behavior and attitudes. 

T h e ir subjects included four plant m anagers, ten group m anagers, and tw enty-five 

subordinate departm ent m anagers of a m anufacturing plant. The plant m anagers

^C arro l L. S hartle , Executive P erfo rm ance and Leadership  (Englewood 
C liffs, New Je rse y : P ren tice-H all, 1956).

g

Edwin A. F le ishm an and David A. P e te rs , "In te rpersonal Values, L eader
ship A ttitudes and M anagerial Success, " Personnel Psychology, 15,1962, p. 127.
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com pleted effectiveness ratings for each of th e ir  group and departm ent m anagers. 

The Survey of In terpersonal Values and the LOQ w ere com pleted by the gro\q) and 

departm ent m anagers. The effectiveness ra tings w ere not re la ted  to leadersh ip  

a ttitudes, but w ere significantly c o rre la te d  with the value conform ity (r = - , 44, 

p <  . 02).® The leadersh ip  pattern  of S tru c tu re  was significantly co rre la ted  with 

the in terpersonal value of Independence (r = - .3 9 , p <  ,05). C onsideration and Ben

evolence w ere  c o rre la ted  (r = .35). The au tho rs  conclude that "if a  p e rso n 's  in te r

personal needs and values a re  considered  a s  reflecting  stable personality  tra i ts ,  

the re su lts  a re  encouraging."^®

Litzinger studied in terpersonal values and leadership a ttitudes of m anagers 

in cen tra lized  and decentralized  organization. The subjects consisted  of 33 m ana

g e rs  from  a cen tra lized  and 32 m anagers from  a decentralized bank. The survey 

of In terpersonal V alues and the LOQ w ere com pleted. No significant differences 

w ere  found betw een th ese  two categories  of m anagers . S tructure and Siqiport w ere 

c o rre la ted  fo r  the cen tra lized  m anagers (r = .25). Consideration and Independence 

w ere  significantly co rre la ted  for the cen tra lized  m anager (r = - .3 6 , p < . 05).

The author concluded tha t the leadersh ip  and value c lim ate of the two groups a re  

re la tive ly  homogeneous.

Q
The Survey of In terpersonal V alues has the following subscales: Sig>port, 

Conform ity, Recognition, Independence, Benevolence, Leadership.

^®Fleishman and P e te rs , " In te rpersonal Values, Leadership Attitudes and 
M anagerial Success, " p. 142.

^^W illiam  D. L itzinger, "In te rpersonal Values and Leadership A ttitudes of 
B ranch Bank M anagers, " Personnel Psychology. 18, 1965, p. 198.



105

Fleishm an and S alter exam ined the re la tio n  between the le a d e r 's  behavior 

and his empathy toward subord inates. The subjects w ere 12 departm ental su p er

v is o rs  and 24 subordinates in two sm all business organizations. An empathy 

m e asu re  was developed based  on the Self-D escrip tion Q uestionnaire. The leader

1 9behav io r was m easured  by the Supervisory  B ehavior D escrip tion  Questionnaire.^^ 

The empathy score was significantly  c o rre la ted  with C onsideration (r = .4 0 ,p <  . 05). 

S tructu re  and empathy did not c o rre la te  significantly. The au thors conclude that 

the study should be repeated  with a la rg e r  sam ple. It was em phasized  that con

cep ts  like empathy, se lf-aw aren ess , and socia l sensitiv ity  can be useful when

1 o
re la te d  to leader behavior.

Sm its desc rib es  the leadersh ip  s ty le s , in terpersonal problem -solving 

o rien ta tio n s , and work ac tiv itie s  of su p erv iso rs  in State R ehabilitation Agencies. 

The subjects w ere 252 sv çe rv iso rs  in 32 State R ehabilitation A gencies. The 

L eadersh ip  Opinion Q uestionnaire, the In te rpersonal O rientation  Scale, and the 

W ork A ctivities Q uestionnaire w ere d is trib u ted  to the su p erv iso rs .^ '^  The super

v iso rs  described  them selves a s  being m o re  "considera te" than "stru c tu red "  and 

m o re  "a ltru is tic "  than "m anipulative. " C onsideration was significantly  co rre la ted

12 The Supervisory B ehavior D escrip tion  Q uestionnaire m easu re s  the sam e 
dim ensions as the L eadersh ip  Opinion Q uestionnaire.

13 Edwin A. F le ishm an and Jam e s  A. S a lte r, "The R elation Between the 
L e a d e r 's  Behavior and His Empathy Tow ard Subordinates, " Jo u rn a l of Industrial 
Psychology. 1, 1963, p. 84.

^^The In te rpersonal O rientation  Scale co n sis ts  of two types of re la tedness: 
a ltru is tic  and m anipulative. The Work A ctivities Q uestionnaire is  composed of 
adm in istra tive  item s, consultive item s, and evaluative item s.
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with A ltru ism  (rho = .15 , p<  .05) and M anipulation (rho= - .1 6 , p <  .05). S truc

tu re  was significantly co rre la ted  with A ltru ism  (rho = - .2 4 , p <  . 01) and Manipu

lation (rho = .23 , p <  .01). S içæ rv isors m o re  frequently engaged in consultative 

work ac tiv ities  w ere  significantly re la ted  to Consideration (rho = .12 , p <  .05), 

A ltru ism  (rho = .14 , p <  . 05), and M anipulation (rho = - .1 4 , p < .0 5 ) .  The le ad e r

ship s ty le s , in terpersonal problem -solv ing  orientation, and w ork activ ities 

w ere analyzed with resp ec t to size of the superv isory  unit. Sm its concludes:

The h ie ra rch ica l organizational system  places ro le  demands upon the 
su p erv iso rs  m o st rem oved from  the counselo rs which a re  d ifferent from  
those placed upon siq>ervisors who a re  in d irec t contact with counselors on 
a daily b asis . The ro le dem ands in tu rn , influence both leadersh ip  style 
and in te rp erso n al problem -solving o rien tation . If th is  assum ed s ta te -o f- 
a ffa irs  is accu ra te , leadersh ip  behav ior could be changed m ost easily  by 
changing the ro le  demands placed upon the superv isor. Such changes 
would probably begin with a  change in the size of the unit supervised.

Sm its and Aiken studied the su p erv iso ry  p rac tice  a s  perceived  by coun

se lo rs  in State Vocational R ehabilitation A gencies. The sub jec ts w ere 230 coun

s e lo rs  in 31 State Rehabilitation A gencies. The LBDQ, the Relationship Inventory 

(RI), and the JSI w ere  distributed  to the counselors.^®  The counselors saw th e ir  

su p e rv iso rs ' leadersh ip  behavior as being m ore  ch a rac te ris tic  of " to lerance of 

freedom " and "consideration" than of "in itia tion  of s tru c tu re "  and "production

^®Stanley J .  Sm its, "S içe rv iso ry  P ra c tic e s : From  the S uperv iso r's  
Point of View, " in S. J .  Sm its, L eadersh ip  Behavior of S uperv isors in State 
R ehabilitation A gencies (Atlanta, G eorge: G eorgia State U niversity , 1971), p. 47.

Ifi The Relationship Inventory a ttem pts to m easure  an individual's ability 
to dem onstrate  to another person  his capacity  for emphatic understanding, level 
of re g a rd , unconditionality of reg a rd , congruence o r genuineness, and total 
re la tio n  sco re . Initiation of S tructure, Tolerance of F reedom , C onsideration, 
and Production Em phasis w ere the only LBDQ sca les  u tilized  on the LBDQ.
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em phasis. " Twenty-one out of the 32 co rre la tions between the subscales on the 

LBDQ and the JSI a re  significant. F ifteen  out of the 20 co rre la tio n s  between 

the subscales on the LBDQ and the RI a re  significantly c o rre la te d  (Appendix X).

When the sam ple was analyzed in te rm s of eight reg ional a reas  only one 

significant F value w as found among the subscales (F = 2 .97 , p <  . 01 fo r S ecu rity / 

A dvancem ent/F inances). When the sam ple was analyzed in te rm s  of agency size  

only one significant F value was found among the subscales (F =4.33, p <  . 05 for 

Initiating S tructu re). The authors conclude that the data substantia tes the r e la 

tionship of su p erv iso ry  behavior and counselor job satisfac tion , but they indicated 

tha t fu rth er re s e a rc h  was needed to iso la te  the le ad e r 's  in terpersonal values.

Aiken, Sm its and L ollar facto r-analyzed  the data from  the previous study. 

The f ir s t  factor. In terpersonal A spects of the Work Environm ent, accounted for 

the la rg e s t percen tage  of common variance  (52.2%). High loadings w ere obtained 

on the RI su b sca les , LBDQ C onsideration subscales, and the JSI Relationship 

with Em ployer subscale . The re su lts  of the factor analy sis  suggests that:

The m o s t im portan t aspect of employment in State Rehabilitation 
Agencies a s  fa r  a s  counselors a re  concerned is  the in terpersonal behavior 
in which the su p erv iso r and counselor engage. How the superv iso r tre a ts  
the counselor seem s to be fa r  m ore  im portant than w orking conditions o r  
the rew ard  system  of the agency.

Stanley J .  Sm its and W ilbur J .  Aiken, A D escrip tive Study of Super
v iso ry  P rac tic es  As P erceived  by C ounselors in a  State Vocational R ehabilitation 
Agency (Bloomington, Indiana: Indiana U niversity, 1969), p. 38.

^®Wilbur J .  Aiken, Stanley J .  Sm its, and Donald J .  L o llar, "Leadership  
B ehavior and Job Satisfaction in State R ehabilitation A gencies, " Experim ental 
Publications S ystem s, No. 5, Ms No. 181A (Washington, D. C. : A m erican 
Psychological A ssociation, 1970), p. 5.



108

In a follow-iç) study to Sm its and Aiken, Sm its exam ined the job sa tis fa c 

tion and employm ent turnover in State R ehabilitation A gencies. The d ire c to rs  

of the 31 agencies w ere asked to re p o rt each  counse lo r's  em ploym ent status one 

y ea r a fte r  the JSI w as initially ad m in istra ted . The re su lts  dem onstrated  the 

p red ictive  validity of the JSI in m edium  and la rg e -s ize  agencies. The JSI was 

successfu l in d ifferentiating between counselors re ta ined  and term inated  (Appen

dix XI). Smits s ta te s :

Because of the rep resen ta tiv en ess  of the sub jec ts, i . e . , counselors 
from  30 State Rehabilitation A gencies from  all reg ions of the country, it 
seem s appropria te  a t th is tim e to  conclude that the JSI can be of applied 
value as a  m anagem ent tool and a  re s e a rc h  c rite rio n  m easu re  in "medium 
sized" and " la rg e"  State R ehabilitation Agencies.

Sm its studied the relationship  betw een the accuracy  of a  counselo r's  

understanding of agency policies, p ro ced u res , re so u rce s  and goals, and his 

su p e rv iso r 's  leadersh ip  behavior. The sub jec ts  includeu : S s ip e rv iso rs  and 28 

counselors in a State Vocational R ehabilitation Agency. The LOQ was com pleted 

by the su p erv iso rs  and the Inform ation Q uestionnaire was com pleted by the coun

se lo rs . A significant co rre la tion  (rho = . 48, p <  . 05) was found between the 

su p e rv iso r 's  s tru c tu re  and the c o u n se lo r 's  accuracy of inform ation.^®

Pacinelli exam ined the re la tionsh ip  of counselor percep tions of leadersh ip

19Stanley J .  Sm its, "Job Satisfaction and Employment Turnover in State 
R ehabilitation A gencies: R esults of a  Follow Up Study, " in S. J .  Sm its, Leadersh ip  
Behavior of Superv isors in State R ehabilitation Agencies (Atlanta, Georgia:
G eorgia State U niversity , 1971), p. 31.

20
Stanley J .  Sm its, "A Com m unication Experim ent in a  State Rehabilitation 

Agency, " in S. J .  Sm its, Leadership B ehavior of S upervisors in State R ehabilita
tion Agencies (Atlanta. Georgia: G eorgia State U niversity, 1971), pp. 50-57.
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behavior and job satisfac tion . The LBDQ and the JSI w ere adm in istered  to 250 

counselo rs in a State Rehabilitation Agency, The study co n trasted  scores on 

the JSI of counselors who perceived  th e ir  su p erv iso rs  as  high v s . low in Consid

e ra tio n  and high v s . low in Initiating S tructu re . C onsideration was significantly 

d ifferen t between the two groups on a ll sca le s  of the JSI. Initiating Structure w as 

significantly d ifferen t between a ll sca les  except Physical and Mental Exertion 

and the total JSI sc o re s . When the counselo rs w ere placed into two groups based  

on a  combination of the two perceived  leadersh ip  behav io rs, counselors p e r

ceiving th e ir su p erv iso rs  as  high in C onsideration and Initiating S tructure had 

significantly higher s co re s  on the JSI than su p erv iso rs  perceived  as low in these  

two leadership  behav io rs. C onsideration c o rre la ted  significantly  with all the JSI 

sca le s . Initiating S tructu re  c o rre la ted  significantly with a ll except Physical, 

M ental Exertion, and Total JSI (Appendix XII). P acinelli concludes that 'bo th  

s ty le s  of leadership  behavior a re  re q u ired  in the s iç e rv is o r  if counselor and 

agency goals a re  to be efficiently and effectively attainec^!

Bostic studied the perceived  leadersh ip  clim ate  and its  effects on job s a t

isfaction  and job perform ance in a State R ehabilitation Agency. The LBDQ and 

the JSI w ere com pleted by 66 counselo rs , and 23 sv p erv iso rs  provided personal 

da ta  and job perform ance inform ation. The counselor percep tions of leadership  

behav ior w ere analyzed by a  two-way analysis  of v a riance  of counselor and su p e r

v iso r  levels of tra in ing  and experience. U ntrained counselo rs perceived th e ir

^^P acinelli, "Rehabilitation C ounselor Job Satisfaction As it Relates to 
P erce iv ed  L eadership  Behavior and Selected Background F a c to rs , " p. 58.
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su p e rv iso r 's  behavior significantly h igher in Tolerance for F reedom  and Consid

era tion . Experienced counselors perceived  th e ir  su p e rv iso r 's  behavior signifi

cantly higher in Production Em phasis. C ounselors with under-experienced  siqper- 

v iso rs  perceived  th e ir  s iç e rv is o r 's  behav io r significantly higher in Production 

Em phasis. The co rre la tio n  between In itiating  S tructure and the to ta l JSI sco re  

was significant fo r tra in ed  counselors (Appendix XIII). Bostic sum m arizes the 

re la tionsh ip  between leader behavior and the c rite rio n  of successfu lly  c losed  

case s  as  follows;

(1) Counselors who perceive th e ir  su p e rv iso rs  as to lera ting  m ore freedom  
tend to achieve g re a te r  num bers of successful c lo su res  when em ployed 
under inexperienced su p erv iso rs .

(2) C ounselors who perceive th e ir  su p erv iso rs  as being considera te  tend
to achieve g re a te r  num bers of successfu l c losu res when employed under 
untrained superv ision .

(3) C ounselors who perceive th e ir  su p erv iso rs  as em phasizing production 
tend to achieve g re a te r  num bers of successfu l c lo su re s .^ "

V iaille, H ills and Ledgerwood studied  the m anagem ent p rac tices  in ten  

Vocational R ehabilitation D is tric t O ffices. The subjects included 25 su p erv iso rs  

and 115 counselors. The sta te  d ire c to rs  w ere requested  to designate one office 

within his state  a s  being among the low er 20 percen t and one office a s  being among 

the upper 20 p ercen t in effectiveness. The th re e  m ajo r c r i te r ia  repeated ly  speci

fied as indicating effectiveness w ere (1) production, (2) adm in istra tion  and m anage

m ent p rac tice s , and (3) community re la tio n s . In addition to extensive subjective 

data, objective data w ere gathered with L ik e r t 's  Profile  of O rganizational

22
B ostic,"The Effects of P erce ived  Leadership  C lim ate in a  State Rehab

ilita tion  Agency, " p . 90.
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C h arac te ris tic s , M arv in 's M anagement M atrix, and The M innesota Satisfaction

Q uestionnaire. Both the counselors and the sup erv iso rs  in the m o re  effective

offices perceived  the d is tr ic t  and state offices a s  being m ore partic ipa tive  in

th e ir  m anagem ent approach, than did counselo rs in the less effective offices.

The ra tin g s  on the M anagement M atrix w ere h igher for the counselors and the

s iç e rv is o rs  in the m ore effective offices. The counselors and su p erv iso rs  were

m ore sa tisfied  with em ploym ent o r work factors than personnel in le ss  effective

offices. The authors conclude that, "each m easu ring  device has consistently

d ifferen tia ted  between the offices described  a s  e ith e r  m ore effective o r less

effective. It is hoped tha t with fu rther refinem ent these instrum ents can indicate

23a d irec tion  of future office developm ent."

Cognitive Com plexity-Sim plicity R esearch  Studies 

The theore tical system  reviewed in the following re se a rc h  studies con

ceives p red ictive  behavior to be a function of on e 's  perceptions of o th e rs .

C u rren t re se a rc h  dealing with social perception , in terpersonal perception , under

standing o th ers , em pathy, o r  social sensitiv ity  a re  form s of behavior which r e s t  

operationally  iq)on the p red ic tive  behavior of the individual. B ie ri assum es that 

p red ic tive  behavior depends upon the in te rp erso n al d iscrim inations o r  constructs 

which the individual invokes in making his p red ic tions. The extent to which 

differen t in te rp erso n al co n stru c ts  a re  applied differentially  to the o ther person 

de term in es  the cognitive com plexity.

V iaille, e t , Management P ra c tic e s  in Vocational R ehabilitation 
D is tr ic t O ffices, p. 71.
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In the f ir s t  study on the m easurem ent of cognitive com plexity, B ieri 

exam ined the re la tionsh ip  between cognitive com plexity-sim plicity  and p red ic 

tive behavior. The Role C onstruct R eperto ry  T est (RCRT) developed by Kelly 

and a Situation Q uestionnaire designed to m easu re  p redictive accuracy , were 

adm in istered  to 32 college students. The underlying assum ption is  tha t making 

"adequate d ifferentiations in one 's  percep tions of o thers  is basic  to an optimum 

pred ic tab ility  of th e ir  behavior. " A significant co rre la tio n  ex ists  between cog

nitive complexity and p red ic tive  accuracy (r = .29 , p < .0 5 ). Of the two compo

nents of predictive accu racy , accura te  p ro jec tion  and accurate  perceived  

d ifferences, only the la tte r  co rre la ted  significantly  (r = .35, p < .0 5 ) . A signifi

can t co rre la tio n  ex is ts  betw een the degree of cognitive com plexity and the 

tendency to engage in a ss im ila tiv e  pro jection  in one 's  predictions (r = - .3 2 , 

p <  . 05). Of the two component sco res  of ass im ila tiv e  projection, accu ra te  

p ro jec tion  and inaccurate  pro jection , only the la t te r  co rre la ted  significantly 

(r = - .4 0 , p < .0 5 ) . B ie ri concludes that:

. . . Cognitive com plexity re la te s  especially  to the tendency to p re 
dict accurately  the d ifferences between oneself and o thers . S im ilarly , 
the tendency to engage in inaccurate p ro jec tions concerning the s im ila rity  
between self and o th e rs  re la te s  significantly  to  cognitive sim plicity .

. . . the com plexity of one 's  cognitive system  fo r perceiv ing  o thers 
is effectively re la ted  to  one 's ability  to p re d ic t accurate ly  the behavior 
of o thers  and to on e 's  tendency to engage in assim ila tive  p ro jec tion  in 
such behavior. 24

Leventhal studied the re la tionship  between the cognitive p ro c e sse s  and 

in te rp erso n al p red ic tions of a  group of 253 m ale  undergraduates. The RCRT

24B ieri, "Cognitive C om plexity-Sim plicity and Pred ictive  B ehavior, "
p . 267.
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was ad m in is tered  along with an experim ental design in which sim ple and com plex 

judges m ade predictions a fte r hearing tape-reco rded  interview s involving varying 

am ounts of inform ation about sim ple and complex in terview ees. Cognitively 

com plex subjects tended to be m o re  accurate  in th e ir  p redictions than cognitively 

sim ple sub jec ts . With com plete information the cognitively sim ple sub jects 

showed re la tive ly  g re a te r  im provem ent in p redictive accuracy . F u rth e r analysis  

indicated significantly g re a te r  assim ila tive  pro jection  by cognitively sim ple sub

jec ts . Component analysis of predictive accuracy re v e a ls  an insignificant trend  

showing sim ple subjects c o rre c tly  predicting a g re a te r  proportion of s im ila r itie s  

and com plex subjects co rrec tly  predicting a g re a te r  proportion  of d ifferences 

between them selves and o th ers . Cognitively complex subjects w ere m ore  able to 

rank o rd e r  interview ees in te rm s  of s im ila rity  to them selves (r= .49 , p<  .01). 

Leventhal concludes in general that:

. . . Complex judges respond in te rm s  of difference between people, 
while sim ple judges respond in te rm s of s im ila r itie s . Viewing people as  
s im ila r  to oneself a s  an in itia l hypothesis may help sim ple judges to under
stand  and adjust to th e ir  own in terpersonal environm ents. They d iffe r
en tia te  only when sufficient inform ation is availab le. Complex judges, on 
the o ther hand, seem  to seek  a unique ch arac te riza tio n  of a person  and to 
be fa irly  able to  pick out a sp ec ts  of h is individuality even with little  in fo r
m ation. 25

S ech rest and Jackson exam ined the re la tionsh ip  between social intelligence 

and accu racy  of in te rpersonal predictions of 60 college subjects. A p red ictive  

accuracy  m easu re  s im ila r  to th a t used by B ieri and Leventhal and a m easu re

Howard Leventhal, "Cognitive P ro ce sse s  and In terpersonal P red ic tions,
Journal of Abnorm al Social Psychology, 55, 1957, p. 180.
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of "d ifferen tia l"  accuracy  developed by the au tho rs  w ere co rre la ted  with the 

following four m easu re s  of cognitive com plexity: (1) the RCRT, (2) a  m ethod 

fo r  a sse ss in g  num ber of determ inan ts in ink b lo t re sp o n ses, (3) the B arro n - 

W elsh A rt Scale, and (4) a  m easu re  of the com plexity of stim uli afforded by 

o n e 's  fam ily background. All four m easu res of com plexity co rre la ted  positively 

w ith effectiveness of in te rp erso n al re la tions (social intelligence), but only the 

a r t  p re fe rence  and fam ily background m easu res  w ere significant. A weighted 

com posite  complexity sco re  co rre la ted  significantly with the social intelligence 

m easu re  (r = .5 4 , p <  . 01). The RCRT was positively  co rre la ted  to the pred ictive 

accuracy  m easure , but th is  was not significant (r = .22). None of the m e asu re s  of 

com plexity in social in telligence co rre la ted  significantly  with differential a cc u r

acy. Sechrest and Jackson  suggest that "cognitive com plexity may contribute 

substan tia lly  to in c reased  social effectiveness. "26

Plotnick studied the re la tion  between cognitive com plexity of 129 graduate 

so cia l w ork students and th e ir  accuracy in p red icting  the behavior of c lien ts.

The subjects com pleted the RCRT and p red ic ted  the attitude resp o n ses, m ade by 

th re e  c lien ts, on an acceptance of authority sca le . The th ree  clien ts w ere high, 

m edium  and low in acceptance of authority. Cognitive com plexity was positively 

c o rre la te d  with the p red ic tive  accuracy fo r c lien ts  with low and medium  deg rees 

of acceptance of au thority  a ttitudes, but only the la tte r  co rre la tio n  was significant. 

The cognitively com plex sub jects co rrec tly  d ifferen tia ted  the th ree  c lien ts  in

26 Lee Sechrest and Douglas N. Jackson , "Social Intelligence and A ccuracy 
of In te rp erso n al P red ic tio n s . " Journal of P e rso n a lity . 29, 1961, p. 181.
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te rm s of the rank o rd e r of the c lien t's  actual attitude sco res . Cognitive com 

plexity and acceptance of authority  w ere independent for the subjects.

Higgins investigated  the relationship  betw een cognitive com plexity and 

probability  p re fe ren ces . The subjects com pleted a  m odified version  of the RCRT, 

and m ade probability e stim a te s  and confidence ra tin g s  on a se r ie s  of item s con

cerning events whose frequency of occurance was unknown to them. Higgins 

reasoned tha t the cognitively complex individual should be m ore hesitan t to 

advance extrem e o r definitive solutions to events with indeterm inant p robab ili

ties and, th e re fo re , cognitive com plexity should be re la ted  to m oderate  p roba

bility p re fe ren ces  and le ss  confidence in ra tin g s . Cognitive com plexity was 

significantly co rre la ted  w ith m oderate p robability  p re fe ren ces  (r = . 70) and low er 

confidence ra tings (r = .57).^®

Lundy and B erkow itz investigated cognitive com plexity and assim ila tive  

projection in attitude change. The RCRT and an a ttitude  questionnaire w ere 

adm in istered  to undergraduate  students. The second adm in istra tion  of the attitude 

questionnaire was p reced ed  by inform ation concern ing  exp ressed  opinions of 

e ither generals  o r p e e rs . The basic  assum ption is  tha t the m ore cognitively 

complex subject would m an ifest g re a te r  attitude change because h is personal 

construct system  fu rn ishes g re a te r  opportunity to  evaluate new ideas. A significant

L. P lotnick ,"T he R elationship Betw een Selected P ersona lity  C harac
te r is tic s  of Social W ork Students and A ccuracy in P red ic ting  the B ehavior of 
C lients", unpublished d o c to r 's  d isse rta tio n , N. Y. School of Social W ork, 
Columbia U niversity, 1961.

2®J. C. Higgins, "Cognitive Complexity and Probability  P re fe re n c e s ,"  
unpublished m anuscrip t, U niversity  of Chicago, 1959.
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association  was found indicating that the little  attitude change groiç) a re  lowest in  

cognitive com plexity (F= 5 .0 , p<  .05). High cognitive sub jec ts  increased  th e ir  level 

of in itia l a ttitudes and m oderate cognitive subjects w ere m o re  susceptible to 

change. A significant association was found between ass im ila tiv e  projection and 

susceptib ility  to p e e r s  (F = 4 ,1 2 , p < . 05). No such association  was found with 

re sp e c t to authority  figu res. Those highest in cognitive com plexity reacted  nega

tively to both p e e r  and authority persuasion .

Mayo and C rockett studied cognitive complexity and p rim acy -recen cy  

effects in im pression  form ation. The RCRT, a conflict questionnaire  and an 

adjective check lis t  w ere com pleted by 48 college students, who had listened  to 

a tape recorded  d escrip tion  of a man. The re su lts  showed th a t sub jects high and 

low in com plexity form ed a univalent im pression  of the m an from  a univalent se t 

of inform ation. However, following a second presen tation  of opposite valence 

inform ation, low com plex subjects form ed m ore  univalent im p ressio n s, by 

changing th e ir in itia l im pressions in the d irec tion  of the subsequent inform ation.

High complex su b jec ts  re ta ined  both types of inform ation re su ltin g  in a  m ore  

am bivalent final im pression . The com plexity and response in te raction  was sign i

ficant (F = 14.735, p <  .05). Mayo and C rockett conclude:

These re s u lts  lend siqiport to  the conception tha t the  com plexity of 
a  sub jec t's  cognitions about people affects  the m anner in which he u tilizes 
inform ation about o thers in form ing im pressions of them .

^^R ichard M. Lundy and Leonard Berkow itz, "Cognitive Complexity and 
A ssim ilative  P ro jec tio n  in Attitude Change, " Journal of A bnorm al Social P sy
chology, 55, 1957, pp. 34-37.

^^C lara  W. Mayo and W alter H. C rockett, "Cognitive Complexity and 
P rim acy-R ecency  Effects in Im pression Form ation , " Jo u rn a l of Abnorm al 
Social Psychology. 68, 1964, p. 338.
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Leventhal and S inger studied cognitive com plexity, im pression  form ation 

and im pression  change. The RCRT, tra n sc r ip ts  of interview s, im pression  m ea

su re s  and reactions to judgm ent tasks w ere adm in istered  to 97 college students. 

The o v e ra ll re su lts  siQ)port the expectation tha t cognitively sim ple subjects have 

a  g re a te r  change in im pressions than do cognitively complex subjects. One of 

the c le a re s t  findings suggest that the cognitively complex subjects approach in te r

p e rso n a l re la tions search ing  for inform ation concerning the " inner substance of 

people" while the cognitively sim ple sub jec ts .respond  m ore to  the outer qualities 

of behav ior. These findings suggest tha t im pression  form ation by subjects of 

d iffering  cognitive com plexity is due in p a r t to a p reference  fo r d ifferent types of 

behav io ral inform ation.

M iller and B ieri exam ined the re la tionsh ip  between cognitive complexity 

and affective stim ulus value of the objects being judged. The MRT was adm inis

te re d  to 126 graduate so cia l work students. The ten ro le  types w ere grouped 

into positive and negative valued ca teg o rie s . The subjects w ere significantly 

m ore complex in judging ro le s  of g re a te r  socia l distance (W ilcoxon's z = 8 .67, 

p <  .001). The re su lts  w ere in te rp re ted  as:

When confronted with a re la tive ly  d isliked  or a lien  person , the judge 
m ay assum e a m ore vigilant cognitive stance , leading to a  g re a te r  d iffer
entiation of the p e rso n 's  behavior. Such an increase  in differentiation may 
be considered to se rv e  an adaptive function in te rm s of facilita ting  g rea te r 
flexibility  in anticipating the behavior of th is  m ore rem ote and possibly m ore 
threatening  person . ^2

Howard Leventhal and David L. S inger, "Cognitive Complexity, Im pres
sion Form ation  and Im pression  Change," Jo u rn a l of P ersonality . 32, 1964, pp. 
210-226.

^^Henry M iller and Jam es B ie ri, "Cognitive Complexity As a Function of 
the Significance of the Stim ulus Objects Being Judged, " Psychological R eports . 
16, 1965, p. 1204.
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Irwin, Tripodi, and B ie ri a lso  examined the re la tionsh ip  between cogni

tive com plexity and affective stim ulus value. The MRT was adm in istered  to 

105 undergraduate students and 80 undergraduate students in two independent 

studies. The positive and negative valued ro les  of the MRT w ere exam ined for 

th e ir  degree  of d ifferentiation. The re su lts  a re  consisten t with M iller and 

B ie r i 's  vigilance hypothesis. The negatively valued ro le s  w ere differentiated  

significantly m ore than the positively-valued ro le s . The co rre la tio n  between 

cognitive complexity sc o re s  fo r positive and negative ro le s  was significant, 

indicating that subjects d ifferen tia ting  highly in judging positive  persons a lso  

d ifferen tia te  highly in judging negative persons. 3̂

Tripodi and B ieri investigated information tran sm iss io n  as a function of 

stim ulus dim ensionality and cognitive complexity. The MRT and a m u lti

d im ensional experim ental design w ere adm inistered  to 64 graduate socia l work 

students. The re su lts  indicate that a s  stim ulus dim ensionality  in c reases  from  

one dim ension to two congruent dim ensions, inform ation tran sm iss io n  insignifi

cantly decreased , but then when dim ensionality in c re a se s  to th ree dim ensions 

inform ation tran sm issio n  increased . While the c u rv ilin ea r function held fo r both 

com plexity groups only the low com plexity group showed a  significant inform ation 

tran sm iss io n  increase  (t = 3 .0 , p <  . 01). Cognitively com plex subjects a s  a  group 

w ere significantly b e tte r  able to  d iscrim inate  incongruent Inform ation (F = 2 .2 9 , 

p < .  05). The d iscrim lnab ility  of the complex subjects was higher on eight of the ten

33 M ark Irwin, Tony Tripodi and Jam es B ie ri, "Affective Stim ulus Value 
and Cognitive Complexity, " Journal of Personality  and Social Psychology. 5, 
1967, pp. 444-448.
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stim ulus conditions. The m ean confidence judgments indicate that com plex sub

je c ts  w ere consisten tly  less confident except under incongruent inform ation 

conditions.

T ripodi and B ie ri studied the re la tionship  between cognitive com plexity, 

perceived  conflict and certain ty . Two independent stud ies tested  the following 

hypotheses: (1) There is  a  positive association  between cognitive com plexity and 

the a ttribu tion  of in terpersonal conflict in s to r ie s  about im aginary p erso n s, (2) 

High com plex subjects a re  re la tiv e ly  m ore ce rta in  of th e ir  judgments of conflic t

ing inform ation, while the obverse is expected to hold fo r low complex sub jec ts. 

The MRT and a story telling  task  w ere com pleted by 64 graduate social work 

students. In the second study the MRT and various stim ulus conditions req u irin g  

a pathology ra tin g  and estim ates of certa in ty  w ere adm in istered  to 72 graduate 

socia l work students. Cognitive com plexity was sigfnificantly associated  with 

in te rpersonal conflict in the s to rie s  (x^ = 6 .64 , p <  . 05). Cognitively com plex 

subjects have significantly higher m ean certa in ty  ra tin g s  in th e ir  judgm ents of 

conflicting v e rs e s  nonconflicting stim ulus inform ation ( t= 2 .2 9 ,p < . 05). The 

au thors conclude:

. . . m ore  cognitively com plex S s p ro jec t m o re  conflicting them es 
because of th e ir  g rea te r v e rsa tility  in conceptualizing dim ensions of behavior.

. . .  the judge 's tendency to perceive  conflict and his certain ty  in 
judging conflicting inform ation a re  two facets of an underlying d isposition 
to seek a  congruency between in ternal and ex tern al s tru c tu re . ^5

^^Tony Tripodi and Jam es  B ie ri, "Inform ation T ransm ission  in C lin ical 
Judgm ents As A Function of Stim ulus D im ensionality and Cognitive Com plexity, " 
Jo u rna l of P e rso n a lity . 32, 1964, pp. 119-137.

^®Tony Tripodi and Jam es B ie ri, "Cognitive Com plexity, Perceived  
Conflict and C ertain ty , " Journal of P erso n a lity . 34, 1966, p. 152.
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Human Inform ation P rocessing  R esearch  Studies 

The inform ation p ro cessin g  fram ew ork developed by Schroder, e t 

view s the level of inform ation processing  as an in teractive  consequence of d is 

positional and conditional fac to rs . The environm ental fa c to rs  a re  d im ensional- 

ized in te rm s of th e ir  re levance  to the p ro cesses  of d ifferentiation  and integration. 

The preceding re se a rc h  stud ies analyze independently the environm ental inputs, 

m ediating s tru c tu re s , and behavioral outputs, but they a re  based  on a common 

foundation. These th ree  com ponents develop an in te rac tive  fram ew ork with the 

following general hypotheses:

1. Inform ation p ro cessin g  by "people in g en era l"  (individual d ifferences 
d isregarded) re a ch e s  a  maximum level of s tru c tu ra l complexity a t some 
level of environm ental complexity.

2. Individual d ifferences in the level of in tegrative complexity of inform a
tion p rocessing  m ay be expressed  as  a  fam ily of U curves.

3. Com pared to the U curve fo r in tegratively sim ple s tru c tu re s , that for 
complex s tru c tu re s  (a) is always higher (generates m ore integratively 
complex in form ation-processing  behavior) over the m id -ranges of 
environm ental com plexity, and equal a t  the ex trem e ranges of environ
m ental com plexity; and (b) reaches its  optim al point a t h igher levels of 
environm ental com plexity. 36

Figure 11 illu s tra te s  the relationship  betw een environm ental and behavioral 

com plexity fo r d ifferent levels of personality  s tru c tu re . As the environm ental 

com plexity in c reases  inform ation processing  in c rease s  to an  optimal level and 

then d ec rea se s . Curve A re p re se n ts  a complex s tru c tu re  (abstract) which reaches 

an optim al level of inform ation p rocessing  a t point £  in an environm ental com 

plexity  rep resen ted  a t point D. Curve B re p re se n ts  a sim ple s tru c tu re  (concrete)

36 Schroder, e t a l . , Human Inform ation P ro cessin g , p. 36-40.
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Figure  11 — R elationship Between Environm ental and Behavioral 
Complexity fo r D ifferent Levels of P ersonality  S tructure. 
Schroder, e t a l . , Human Inform ation P rocessing , p . 40.

which reach es  an optim al level of inform ation p rocessing  a t point F in an env iron

m ental com plexity rep resen ted  a t point C. The m axim al d ifferences between 

behavioral com plexity occurs a t the optim al level fo r the m ore  complex s tru c tu re  

and is evident by com paring E -F  w ith E-G .

S treu fert and Schroder studied the relationship  betw een conceptual s tru c 

tu re , environm ental com plexity, and task  perform ance. Twenty equally in te lli

gent groups of four subjects p a rtic ip a ted  in a  tac tica l gam e experim ent which 

explored the re la tio n sh ip  betw een environm ental com plexity and the d ifferen tia

tion  and flexibility  of in tegration in decision making. 37

variab le  program  [s. S treu fert, M. Clardy , M. J .  D river, M. K arlin s,
H. M. Schroder and P. Suedfeld, "A T actical Game F o r the Analysis of Complex 
D ecision Making in Individuals and G roups, " Psvcholoeical R eports. 17, 1965, 
pp. 723-729] and a  fixed p rogram  [M a rv in  K arlins, S iegfried S treufert and 
Harold M. S chroder, A Controlled Input P rogram  fo r a  T actical W ar G am e. A m er
ican Documentation Institu te , A uxiliary Publications P ro jec t, L ib rary  of C ongress. 
No. 8621, 1965 ]  d esc rib e  the experim ental p rocedure.
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Ten groups w ere com posed of in tegratively  complex sub jects and ten groups 

w ere com posed of integratively sim ple subjects as m easu red  by the PCT. Six 

behavioral m e asu re s  w ere used to a s s e s s  the ab s trac tn e ss  in the integration of 

inform ation in decision making. T hese were;

1. The num ber of in tegrations in a period.

2. The re la tiv e  num ber of in tegrations p e r  decision  (average m ultiplexity 
of decisions).

3. The tim e spanned by inform ation integrated in a  period.

4. The re la tiv e  tim e spanned by inform ation in teg ra ted  in each decision.

5. The com bined tim e-w eighted m ultiplexity of decision  (general quality 
of a ll decisions).

6. The quality of high-level decisions.

It is hypothesized that when the periods of the gam e a re  a rranged  in o rd e r 

of ascending com plexity, the in c rease  in input com plexity w ill f ir s t  r is e  and then 

low er the level of inform ation p ro cess in g . Figure 12 illu s tra te s  that the hypothe

sized  cu rv ilin ea r function is  apparen t fo r a ll ind ices. As the environm ental com 

plexity in c re a se s  the degree of flex ib ility  of in tegration in decision making 

in c re ase s  to an optim al point and then d ecreases . The m edium  environm ental 

com plexity of periods 1, 3, and 4 showed the h ighest ran k s . The low environ

m ental com plexity period  2 showed the lowest rank . The d ifferences between the 

ran k  of p e rio d  2 and the ranks averaged  over periods 1, 3 , and 4 a re  significant 

fo r  each index. The m ost sa tisfac to ry  index is  the h igh-level integration frequency. 

There ap p ears  to be an inverse re la tionsh ip  between the quality and quantity of 

decisions.
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Figure 12 — D ecision Making Q ualities as a Function of Informational 
Complexity Load in a T actical Game.

Schroder, e t a l . , Human Information P ro cess in g , p. 60.

F igure  13 illu s tra tes  the num ber of integrations in task  perform ance fo r 

the a b s trac t and concrete  group of sub jects. Except for the low input condition, 

the d ifferences in complexity of ru le  s tru c tu re  in decision  making for the two 

conceptual levels a re  significant. The re su lts  do not substantiate  the hypothesis 

tha t com plex s tru c tu re s  reach  an optim al point a t h igher levels of environm ental
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F igure  13 — Perform ance B ased On An Integration C rite rio n  F or Groups of Con
c re te  and A b strac t Subjects U nder Varying Conditions of Information Load. 

Schroder, ^  ad ., Human Inform ation P ro cessin g , p. 151.

com plexity.

S treu fe rt and D river studied  the re la tionship  betw een conceptual s tru c tu re ,

38S iegfried  S treu fert and H arold M. Schroder, "Conceptual S tructu re , 
Environm ental Complexity, and T ask  P erform ance, " Jou rna l of Experim ental 
R esearch  in P ersona lity . 1, 1965, pp. 132-137.
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inform ation load and percep tual com plexity. The experim ental p rocedure em 

ployed the sam e m ethod used by S treu fert and Schroder, bu t substitu tes m e asu re 

m ents of differentiation and in tegration in perception for the differentiation and 

in tegration  in perfo rm ance. The re su lts  for perception a re  highly s im ila r  to 

the previous study re su lts  with perform ance. F igure 14 illu s tra te s  that as  the 

environm ental com plexity increased  both a b s trac t and concrete  group perceptions 

in c reased  to an optim al point and then decreased . Conceptually a b s trac t subjects 

w ere significantly higher in d ifferentiation and in tegration in perception.
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F igure  14 — Integrative Complexity of P e rcep tu a l R esponses of 28 Concrete and 
28 A bstract Subjects Under Varying Conditions of Inform ation Load. 

Schroder, e t a l . ,  Human Inform ation P ro cessin g , p .  156.

^^Slegfried S treu fert and M ichael J .  D river, "Conceptual S tructure, In fo r
m ation Load and P ercep tu a l Complexity, " Psychonom ic Science. 3, 1965, pp. 249- 
250.
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S treu fert, Suedfeld and D river studied the re la tionship  between conceptual 

s tru c tu re , inform ation search , and inform ation utilization. The experim ental 

p roced u re  em ployed the sam e m ethod used by S treufert and Schroder, except that 

the following data were collected on the subjects: (1) delegated inform ation sea rch ,

(2) se lf-in itia ted  inform ation search , and (3) integrative inform ation utilization. 

F igure  15 illu s tra te s  that conceptually complex subjects w ere significantly low er 

in delegated inform ation sea rch  a t the higher environm ental com plexity. The 

m ean sc o re s  fo r self-in itia ted  inform ation sea rch  showed that s truc tu ra lly  sim ple 

sub jects a re  considerably m ore sensitive  to changes in inform ation load than a re  

s tru c tu ra lly  com plex subjects, indicating that sim ple subjects respond m ore 

d irec tly  to  im m ediate environm ental inform ation. In tegrative information u tili

zation w as significantly higher for s tru c tu ra lly  complex subjects (F =33.61, p < .O l) . 

The au thors  s ta te  :

. . .  s tru c tu ra lly  sim ple groups, who would tend to re la te  one stim ulus 
to  one resp o n se , should req u ire  m o re  inform ation under suboptim al loads 
than s tru c tu ra lly  complex grovq)s, who can reu tilize  inform ation for m o re  
com plex indegrated decisions. On the other hand, under superoptim al load 
conditions s tru c tu ra lly  sim ple groups should be sa tisfied  with available 
inform ation, since it gives them  sufficient stim uli to  produce responses. 
S tru c tu ra lly  complex groups, who m ake m ore in tegrated  stategic decisions, 
would be likely to req u ire  additional re levan t inform ation to p e rm it in teg ra 
tion  no m a tte r  what the inform ation load level may be.

Suedfeld and S treufert also studied the re la tionsh ip  between conceptual 

s tru c tu re  and inform ation sea rch . This study is  a  p a rtia l rep lication  of S treu fert,

^^S iegfried S treufert, P e te r  Suedfeld and M ichael J .  D river, "Conceptual 
S tru c tu re , Inform ation Search, and Inform ation U tilization, " Journal of P e rso n a l
ity and Social Psychology. 2, 1965, p. 740.
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e ta l .  study, except individual p layers  w ere  used ra th e r  than groups. The amount 

and kind of inform ation which the subjects requested  was investigated. The sub

je c t exchanged m essages with the experim enter in o rder to play the gam e. Con

ceptually sim ple subjects requested  significantly  m ore inform ation in the low and 

the m oderate environm ental complexity considerations. Conceptually complex 

subjects exhibited m ore information sea rc h  a t high levels of environm ental com 

plexity. Complex subjects requested  a significantly  higher proportion of new 

inform ation to the sim ple subjects req u est fo r inform ation about ongoing activ ities 

(x^ = 4 .24 , p <  .05). The authors sta te :

The fact that sim ple Ss perfo rm ed  m ore  inform ation search  in the low 
and m oderate  conditions is  in accordance with the theory (Schroder, e t , 
1967) because such Ss a re  thought to use inform ation in a m ore tem porally  
iso la ted  fashion. Since the individual b ases  only one o r a few responses on 
each piece of inform ation, he needs m o re  inform ation to m aintain effective 
play than does the complex person  who can use each item , in combination 
w ith o ther item s, as  the b a s is  fo r m any m oves.

Law rence investigated the re la tionsh ip  between personality  s tru c tu re  and 

group functioning. An exploratory ve rs io n  of tactica l game experim ent was 

utilized. In addition to task-orien ted  d a ta -p ro cessin g  m easu res , in terpersonal 

attitude m e asu re s  w ere introduced, which consisted  of ra tings on group cohesive

n ess . The ta sk -o rien ted  da ta-p rocess ing re su lts  w ere in the expected U curve 

shape, but w ere  not significant. The re s u lts  on the in terpersonal attitude m ea

su re  indicate tha t a t high levels of environm ental complexity the ra tings of

P e te r  Suedfeld and Siegfried S treu fe rt, "Inform ation Search As A Func
tion of Conceptual and Environm ental Com plexity, " Psychonomic Science. 4, 
1966, p . 352.
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cohesiveness becam e m o re  ex trem e and negative. This finding offers some 

indication that s tru c tu re s  fo r p rocessing  socia l stim uli also  v a ry  withoverload."^^ 

Suedfeld and Hagen examined conceptual s tru c tu re  and inform ation p a tte rn  

a s  fac to rs in Inform ation processing . The PC T was ad m in istered  to 100 college 

students from  which ten com plex and ten  sim ple subjects w ere selected . These 

20 subjects w ere adm in istered  the Kent-Rosanoff Word A ssociation te s t which 

gathered  evidence concerning in form ation-processing  behavior. Conceptually 

com plex subjects w ere found significantly m ore  effective in solving problem s 

when m ore clues m ust be  considered  (t = 2 .1 7 , p < . 05). Conceptually complex 

sub jects also used significantly  m ore c lues than sim ple subjects in arriv ing  a t 

solutions (t= 3 .66 , p <  .01 ). These re su lts  indicate that conceptually complex 

subjects were m ore effective in p ro cessin g  complex inform ation patterns, by 

using  available inform ation in a  m ore com plex way.*^®

S treufert studied conceptual s tru c tu re  and in te rpersonal attitudes tow ard 

conform ing and deviant group m em bers. The Sentence Com pletion Test and the 

Im pression  Form ation T es t w ere adm in istered  to a s s e s s  conceptual complexity. 

The experim ental p rocedure  was concerned with the effects of conceptual s tru c 

tu re  on in terpersonal a ttitudes under vary ing  in teraction-d istance  conditions. A 

h igher in teraction d istance  rep re se n ts  low er levels of im portance a ttrac ted  to

A. Law rence, "An Investigation of Some R elationships Between 
P ersonality  S tructu re  and Group Functioning, " unpublished sen io r thesis, 
P rinceton  U niversity, 1962.

40
P ete r Suedfeld and R ichard L. Hagen, "M easurem ent of Inform ation 

Complexity: I. Conceptual S tructure and Inform ation P a tte rn  As F ac to rs  in In
form ation P rocessing , " Journal of P ersonality  and Social Psychology. 4, 1966, 
pp. 233-236.



130

the co-com m unicator. Conceptually sim ple subjects attitudes w ere not affected 

by the changes in Interaction distances. Conceptually com plex subject attitudes 

changed m ore tow ard the m ean as in teraction  distance increased .

S tager Investigated the conceptual level a s  a com position variab le  In 

sm all group decision  making. The tac tica l w ar game was utilized In studying the 

re la tionsh ip  of conceptual level to em ergen t group inform ation p rocessing  s tru c 

tu re s  and the c h a rac te ris tic  p redeclslonal subp rocesses. The PCT was used to 

se lec t 20 four-m an  team s which varied  in com position of m em bers with high 

conceptual level (25, 50, 75, and 100%). The groups w ere observed and ra ted  

on v a rio u s  decision  making behaviors. A ssessm en t of group uncertainty and 

group s tru c tu re  w ere calculated by the following form ulas:

H = - i p , l o g p .  and c  .  ( ( - l ) d h -  (d h -1 d h -2 ^ d h -3 )  ,
(t-1) D

F igure  16 p re sen ts  the re se a rc h  re su lts  confirm ing  the following hypotheses:

1. With an Increase  in the percentage of m em bers of a high conceptual 
level In the group, there Is an In c rease  In the ro le  flexibility  o r, con
v e rse ly , a  d ecrease  In s tru c tu re  and m o re  functional ro le  uncertainty.

2. Groups In which the m em bers a re  a ll of a  high conceptual level (100%) 
generate  m ore Interpersonal (substantive) conflict than g ro tç s  In which 
the m em bers d iffer in conceptual level.

3. The extent to which generated conflic t Is utilized in the synthesis of 
decisions Inc reases  with an Increasing  percentage of m em bers of a  high

^^Slegfrled S treu fert, "Conceptual S tru c tu re , Com m unicator Im portance 
and In te rpersonal A ttitudes Toward Conform ing and Deviant Group M em bers, " 
Jo u rn a l of P erso n a lity  and Social Psychology. 4, 1966, pp. 100-107.

^®For a  descrip tion  of these fo rm ulas see W. R. G am er, U ncertainty and 
S tructu re  As Psychological Concepts (New Y ork: John Wiley and Sons, In c . , 1962); 
and H. Hutte, "D ecision-m akingIn a M anagem ent Game, " Human R elations. 18, 
1965, pp. 5-20.
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conceptual level In the group. With an increasing  percentage of high 
conceptual level m em b ers, th e re  is increasingly m ore  synthesizing 
of generated  a lte rn a tiv es  and evaluating of a lternatives in the p re -  
decisional phase.

4. The extent of se a rc h  for novel inform ation increases as  the percentage 
of m em bers of a high conceptual level in the group in c rease , w hereas 
to ta l inform ation sea rch  is not dependent upon groiç) com position.

Com m unication com plexity co rre la ted  significantly with in terpersonal con

flic t u tiliza tion  (r = .95 , p <  .01), the suggestion to evaluation ra tio n  S/E  (r = - .6 7 , 

p <  .01 ), the num ber of evaluations (r = .53 , p<  .01), group s tru c tu ra l index 

(r = - .  70, p < . 01) and groiq) uncertain ty  (r =. 73, p < . 01). The group s truc tu ra l 

index c o rre la te d  significantly  with S /E  ra tio  (r = .59 , p < .O l) and in terpersonal 

conflict u tilization  (r = - .6 3 , p < .  01). A fter analyzing these re la tionsh ips. Stager 

suggests that the p ro cess  of in tegrating  d iscrepan t inform ation would seem  to be 

p receed ed  by the p ro c e ss  of evaluation. The co rre la tio n  data p resen ted  indicates 

tha t an in c rease  in evaluation was para lle led  by an increase in communication 

com plexity (openness of com m unication channels), and that com m unication com 

plexity was in tu rn  highly c o rre la ted  with in terpersonal conflict utilization and 

negatively c o rre la te d  with the S /E  ra tio . T herefo re , the effects of communication 

com plexity was considered  the p rim ary  factor associating  these  v a riab les , even 

though group stru c tu rin g  was a lso  co rre la ted  with them. S tager s ta tes :

It would seem  th a t flexibility  in perform ing d ifferent functions is a 
n e ce ssa ry  but not a  sufficien t requ irem en t fo r effective decision  making; 
an openness to  m ultip le  sou rces of inform ation is req u ired  on the p a rt of 
each  group m em ber. 46

46Paul S tager, "Conceptual Level As A Composition V ariable in Sm all- 
Group D ecision Making, " Jo u rn a l of P ersonality  and Social Psychology, 5, 1967, 
p. 160.
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Cognitive Complexity and L eadership  R esearch  Studies 

Kelley studied the relationship  between cognitive com plexity-sim plicity  

and leadersh ip  style in school superintendents. The MRT was adm inistered  to 

24 school superintendents and the LBDQ was adm in istered  to th e ir  subordinates. 

Cognitive com plexity w as significantly c o rre la ted  with dem and reconciliation 

(r = .54 , p < .0 1 ) , and w ith predictive accuracy  (r = .53 , p < . 01). Cognitive com

plexity  co rre la ted  positively  but not significantly  with P ersu asiv en ess  (r = .28), 

C onsideration (r=  .25), and Tolerance of F reedom  (r = .17). The superintendents 

w ere significantly m o re  complex in perceiv ing  the five negative ro le  types on the 

MRT (x2 =15.06, p < .  01). When the superin tendents ' building p rinc ipa ls  were 

p laced in the M RT's ro le  ca tego ries , th e ir  percep tion  was significantly  m ore 

sim ple (x^=12.04) (Appendix XIV)."^^

Tuckman investigated  personality  s tru c tu re , g ro ip  com position, and group 

functioning. A stock m ark e t game was utilized  in studying the em ergent group 

s tru c tu re  and inform ation p rocessing  as a function of conceptual level. The Sen

tence Completion T est and the Situational In terpreta tion  T es t w ere  used to select
X O

12 th ree -m an  homogeneous groups designated system  I - IV . The groups were 

observed  and ra te d  on in te rpersonal and decision  making b eh av io rs. Table 7 p re 

sen ts a  sum m ary of the hypotheses and the p red ic ted  rankings of the four System

'^'^Wilbur R . K elley, "The Relationship Between Cognitive Complexity and 
L eadersh ip  Style in School Siq)erintendents, " unpublished docto ra l d isserta tion . 
State U niversity a t Albany, 1967.

'^^System I, II, III, and IV a re  identical to  low integration  index, m oderately 
low in tegration  index, m oderately  high in tegration  index, and high integration 
index outlined in C hapter 3. The Sentence Completion T est and the Situational 
In te rp re ta tion  T est a re  designed to m easu re  these  s tru c tu re s .
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TABLE 7

Summary of Hypotheses : P red ic ted  Rankings of Four Group 
System s On 13 M easures

Dependeat Variables (in rank)

In terperio iu l Behaviors Task*Related Behaviors
ladependenb-

V artable la  lb  2a  2b 3a 3b la  4b 4c 4d 4c 4f

. 1

% il is| Is 1

e
•8 I I Ii II

•a

J II

1

Î jJ *3.S
j t a g 8 Ê 8
a 3  o E l S bH <u* (/iH. OSh

[ 4 4 4 1 1 3 2
[ 1 3 2 . 3 2 2 1 3  
H I  2 2 2 1 3 3 1  3 2 3 3 3 3
I V 1 1 1 3 3 3 1  1 1 1 1 4 1 «

Source: Tuckm an, "P ersonality  S tru c tu re , Group Composition, and Grovç) 
Functioning, " p. 473.

Groups on 13 m easu re s . All the hypothesized rankings w ere significantly con

firm ed  except 2a, 3a, and 4c.

Hypothesis two s ta te s  that "em ergent leadersh ip  will: (a) occur to a 

g re a te r  extent in Group System  I and III g roups than in Group System IV and II 

groups; (b) be m o st au tocra tic  in Group System  I groups, least au tocratic  in Group 

System IV groups, and of in term ediate  au tocracy  in Group System II and HI 

groups. " Hypothesis 2a w as p red ic ted  because  leadersh ip  in System I was a  m eans 

of avoiding d iversity  and in System III of m aintaining harm ony. The re s u lts  were 

in the expected d irec tion  but w ere not significant.

Hypothesis 2b w as confirm ed. Individuals w ere organized h ie rarch ica lly  

under System I and leadersh ip  was au tocratic  with an in term ediate amount of
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cooperation. L eadership  in System II groups was m inim ized, although w here it 

did occur le ad e rs  reacted  according to the anticipated w ishes of the m em b ers. 

System III le ad e rs  w ere strong but functioned dem ocratically . When leadersh ip  

occured in System  IV it was dem ocratic , but fo r the m o st p a rt leadersh ip  w as 

rep laced  by interdependency.

Schroder, S treufert and Weeden exam ined the effects of s tru c tu ra l a b s tra c t

ness in in te rp e rso n al stim uli on the leadersh ip  ro le . The tactical w ar game was 

utilized to te s t  the hypothesis that "the m ore sim ple the conceptual s tru c tu re  of 

the m em bers com posing a group, the m ore com partm entalized  ( i .e .,th e  le ss  sub

stitution between) the ro le s  which em erge . " The Sentence Completion T est w as 

used to selec t seven  conceptually com plex th ree -m an  team s and seven concept

ually sim ple th ree -m an  team s. A fter each run the sub ject ra ted  h im self and 

each group m em ber on amount of leadersh ip  contributed to the groiq). O bservers  

a lso  ra ted  the sub jec ts. The conceptually sim ple groups showed a  significantly  

lower num ber of leadersh ip  ro le  changes than the conceptually complex groiq)s.

The author» conclude that:

The da ta  provides strong evidence indicating that integrative com 
plexity, an individual o r organism ic v a riab le , affects the organizational 
s tru c tu re  of groiq)s, a t leas t in the early  stages of development. It dem 
on stra tes  th a t the em ergence of a lte rn a te  lead ers  a s  the situation changes 
and evolves can be significantly affected by com position fac to rs. ^0

B ruce N. Tuckman, "P ersonality  S tructu re , Group Composition and 
Grovq} F unctioning ," Soclom etrv. 27, 1964, pp. 269-487.

®®Harold M. Schroder, S iegfried S treu fert and D. C. Weeden, "The Effect 
of S tructu ral A bstrac tn ess  in In terpersonal Stim uli On the Leadership R ole, "  
Office of Naval R esearch  Technical R eport No. 3 , P rinceton  U niversity, 1964.
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Summary

The re se a rc h  lite ra tu re  dealing with the Ohio State Leadership  studies, 

Cognitive C om plexity-sim plicity  and Human Inform ation P rocessing  a re  review ed. 

The re se a rc h  pertinen t to leadersh ip  within a  S tate Vocational Rehabilitation 

Agency is  review ed and finally, re se a rc h  on the rela tionsh ip  between a  p e rso n 's  

conceptual com plexity and leadersh ip  behav io r is  p resen ted . The na tu re  of these 

findings suggest a positive re la tionsh ip  betw een a p e rso n 's  conceptual complexity, 

p red ic tive  accuracy , behav ior, and effectiveness.



CHAPTER V 

RESULTS, IMPLICATIONS, AND CONCLUSIONS

Introduction

The aim  of th is  re s e a rc h  w as to investigate the personality  s tru c tu re  

and leadersh ip  behavior of vocational rehab ilita tion  agency su p e rv iso rs . The 

investigation was conducted in o rd e r  to determ ine the re la tionship  between the 

su p e rv iso r 's  cognitive com plexity and the dependent v a riab les : (1) su perv iso r 

leadersh ip  behavior, (2) su p erv iso r effectiveness, and (3) counselor job sa tis 

faction. The m ajo r hypothesis s ta te s  that a su p erv iso r with a m o re  cognitively 

com plex inform ation p ro cessin g  personality  should m anifest a  leadersh ip  style 

that w ill m o re  effectively accom plish  the rehab ilita tion  agency 's objectives and 

re su lt in h igher rehab ilita tion  counselor job satisfaction .

The data collected fo r th is  re se a rc h  study a re  reported  and d iscussed  in 

th is chap ter. Included a re  the biographic data, the chief of field  se rv ic e s ' 

effectiveness c lassifica tion , the m easurem ent of the su p erv iso rs ' cognitive com 

plexity and leadersh ip  opinion, and the m easu rem en t of the co u n se lo rs ' perceived  

leadersh ip  behavior and job satisfac tion . The re la tionsh ips ex isting  among these 

data  a re  exam ined in light of the hypotheses th a t w ere developed. The re su lts  of 

the m ultip le  reg ress io n  analysis  on the dependent variab le , to ta l JSI sco re , a re  

a lso  p re sen ted .
137



138

R esults 

B iographic Data

The s iç e rv iso rs  w ere a ll m ales and ranged in age from  32-63 y ea rs  with 

a m ean age of 46.19. They a ll had m aste rs  deg rees  in Counseling, Psychology, 

o r A dm inistration. Three su p erv iso rs  had advanced w ork tow ards th e ir  d o c to r's  

degree. They supervised from  5 to 19 counselors with the m ean a t 10.85. The 

niunber of y e a rs  of superv iso ry  experience ranged from  1 to 10 y ea rs  with a 

m ean of 4 .77 . The num ber of y e a rs  of counselor experience preceding the 

appointm ent to s ip e rv iso r  ranged from  1 to 31 y e a rs  with a  m ean of 8 .27 .

Effectiveness C lassification

The chief of field  se rv ic e s  c lassified  h is su p e rv iso rs  into an effective o r 

le ss  effective group. This categorization re su lted  in 15 superv iso rs  being c la s 

sified  effective and 14 su p erv iso rs  being c lass ified  le ss  effective. One super

v iso r  in the effective group and two superv iso rs  in  the le ss  effective group w ere 

elim inated a s  previously e;q>lained. The chief of fie ld  se rv ices  was then requested  

to se lec t from  these two grotqss those su p erv iso rs  who would com prise  a m iddle 

group of effectiveness. Six siq )erv isors from  the effective group and six  svq)er- 

v iso rs  from  the le ss  effective group w ere selec ted . Superv isors 1-14 w ere 

c lass ified  effective with su p erv iso rs  9-14 being p laced  in the middle groiq). 

S uperv isors 15-26 w ere c la ss ified  le ss  effective with siq )erv isors 15-20 beii% 

placed in the middle groiq). A com plete listing  of the PC T, MRT, LOQ, LBDQ, 

and JSI sco res  for each stqservisor appears in Appendix XV.

Establishing a  c r i te r ia  fo r m easuring  stqpervisory effectiveness has been 

a  difficult re se a rc h  p rob lem . The reasons fo r th is  is tha t the siqpervisors* jobs
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a re  often multidim ensional m aking it d ifficult to define and quantify th e ir  p e r 

form ance. In light of the em phasis to develop m o re  objective m easu re s , the 

su p e r io r 's  global ra ting  of perform ance effectiveness s till rem ains the m ost 

frequently  used approach.  ̂ The su p e r io r 's  ra tin g s  a re  assum ed to have the 

b e s t overview  of the situation and a re  the b est evaluation of how a  subord inate 's  

job behavior contributes to the organizational goals. In th is  re s e a rc h  the chief of 

rehab ilita tion  serv ices designated which su p erv iso rs  w ere m ore and le ss  effective 

and lis ted  the c r i te r ia  he utilized in m aking th is designation.

In the V iaille, et al. study of m anagem ent p ra c tic e s , the s ta te  d ire c to rs  

designated one office among the uR ier 20 p e rcen t and one office am ong the lower 

20 p e rcen t of effectiveness, and a lso  specified  the c r i te r ia  used in m aking these 

designations. A fter carefully exam ining the 27 sep a ra te  c r i te r ia , they w ere sub

sum ed under the following th ree  headings :

1. Production -  Number of c lo su res ; co st-e ffec tiv en ss ; num ber of persons 
served ; unsuccessful c lo su res ; quality of caseload, quality of casew ork.

2. A dm inistrative and M anagement P ra c tic e s  -  Quality of p ro g ram  devel
opment; counselor con tro l of case  flow; general office c lim ate ; staff 
m orale ; in -serv ice  tra in ing ; delegation; problem  solving; s taff experi
ence; paperwork; attitude tow ard paperw ork; adequacy of case  record ing .

3. Community Relations -  Community expression ; com plaints; counselor 
involvement in the com m unity.

The g en era l findings w ere tha t the m ore effective offices w ere o rien ta ted  tow ards 

quality ra th e r  than quantity of production, w ere m ore  partic ipa tive  in th e ir  m an

agem ent p rac tices , seemed b e tte r  sa tisfied  with th e ir  employment, and spent

^Edw ard E. Lawler HI, "The M u ltitra it-M u ltira te r Approach to  M easuring 
M anagerial Perform ance, " Jo u rna l of Applied Psychology. 51, 1967, p . 369.
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m o re  tim e in the ir public re la tio n s  activ ities. V iaille , e t al. indicate that these 

findings "tend to verify  the fact that the c r i te r ia  specified by the d ire c to r  

(production, m anagem ent p ra c tic e s  and community re la tions) a re  the actual

2
operating  c r i te r ia  by which the d is tr ic t offices a re  judged on th e ir  e ffectiveness. " 

The chief of field  se rv ice s  classification  c r i te r ia  can also be subsum ed 

im der these three headings. These c r i te r ia  in the o rd e r listed a re :

1. C ooperativeness -  the loyality and ability  to cooperate with the adm in is
tra tion .

2. Ability to provide leadersh ip  and guidance to counselors -  the education 
and development of counselors in case  m anagem ent.

3. Degree of con tro l w ithin a superv isory  a rea  -  the m anagem ent and 
control of co u n se lo r 's  case  load.

4. Ability to act u n d er p re s su re  -  the ab ility  to handle conflict and confront
ation in the w ork situation.

5. Public image of a re a  supervised -  the com m unity re lation  in the s ip e r -  
v ised  a rea .

Production em phasis is  d esc rib ed  by the degree of con tro l within a superv isory  

a re a . Control is m ain tained  by a com puterized m anagem ent inform ation system  

which tra c k s  every c o u n se lo r 's  case  load m ovem ent throughout the rehab ilita tion  

p ro cess . The chief re c e iv e s  a  weekly output and the superv iso r re ce iv e s  a 

monthly output of the length of tim e a  case  rem a in s  in any status position. Con

tro l of case  load m anagem ent is therefore  quantitive, but since it s tre s s e s  the 

m anagem ent processing  of c a se s  ra th e r  than ju s t  num bers, it can  a lso  be consid

ered  to  be qualitative. The adm in istra tive and m anagem ent p rac tice s  a re

^V iaille, e t , M anagem ent P rac tic e s  in Vocational R ehabilitation 
 ̂ D is tr ic t Offices, p. 41.
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(k'KcTihcd by the su p e rv iso r 's  coopcrativencss, the ability to provide leadership  

aiKl guidance to counselo rs, and the ab ility  to a c t under p re ssu re . 'I’hese three 

c r i te r ia  seem  to indicate the ab ility  to in te rac t both upward and downward in the 

agency. The community re la tio n s  is  d esc rib ed  by the public image of the a rea  

superv ised . It seem s apparen t that the ch ief of rehabilita tion  se rv ice s  is evalu

ating the su p e rv iso r 's  effectiveness along the lines of other rehab ilita tion  agencies.

Cognitive Complexity 

The cognitive com plexity of the su p e rv iso rs  was m easured  by th e ir respon

ses  on the Modified R ep erto ry  T est and the P arag rap h  Completion T est. The 

lower the MRT sco re  and the higher the PCT sco re  the m ore cognitively complex 

the sub ject. The PCT stem  sc o re s  a re  p re sen ted  in Appendix XV. Table 8 sum 

m a riz e s  the data derived  from  the PCT and the MRT.

The data derived from  the MRT and the PC T indicate that the sample 

contained a full range of cognitive com plexity sco re s . The m ean fo r  both m easu res

TABLE 8

COGNITIVE COMPLEXITY OF SUPERVISORS

Instrum ent Range Mean
Standard
Deviation

Modified R epertory  T est 8 1 -2 3 8 144.08* 35.36

P a rag rap h  Completion T est 3 - 9 5.72^ 1.28

=24 ^N = 25
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re p re se n t a m iddle degree of cognitive com plexity. On the MRT eight sco res 

ranging from 81 to  120 a re  considered com plex, ten sco re s  ranging from  125 to 

159 a re  considered of m odera te  complexity and six sco re s  ranging from  169 to 

238 a re  considered cognitively sim ple. On the PCT five sco re s  ranging from 

7 to  9 a re  considered com plex, fourteen sco re s  ranging from  5 to 6 a re  considered 

of m oderate  com plexity and five sco res ranging  from  3 to  4 a re  considered  cog

nitively sim ple.

Leadership Opinion 

The leadersh ip  opinion of the su p e rv iso r was rep o rted  by th e ir  responses 

on the L eadership Opinion Q uestionnaire. The su p e rv iso rs  rep o rted  th e ir  leader

ship opinion on the leadersh ip  dim ensions C onsideration and S tructu re . Table 9 

indicates that su p erv iso rs  in th is study said  they w ere "considera te"  to a 

m oderately-h lgh  degree and ra th e r  Inactive in defining ro le s , se tting  goals, and 

d irec tin g  group ac tiv itie s . These re su lts  a re  co n sisten t w ith those found by Sm its 

p resen ted  in Table X-5. Although norm s have not been  estab lish ed  fo r reh ab ili

tation  s tç e rv ls o rs ,  com paring  these re s u lts  w ith Table V-1 indicates that the 

su p e rv iso r 's  considera tion  sco re  is s im ila r  to m ost o ther occupational groups, 

but his s tru c tu re  sco re  is  considerably  low er. However, the m ean sco res  a re  

v irtu a lly  the sam e fo r the  following occupational groups: m ale  c iv il serv ice  

su p e rv iso rs , hospital ad m in is tra to rs , m anagem ent tra in in g  studen ts, and 

em ployees. F le ish m an 's  data a lso  indicates th a t generally  consideration  sco res 

a re  h igher than s tru c tu re  sco re s . T heore tically  such a  LOQ p a tte rn  is  predictive
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TABLE 9

LEADERSHIP OPINION OF SUPERVISORS (N = 26)

LOQ Subscales Range Mean Standard
Deviation

C onsideration 4 3 -6 0 54.08 4 .09

Structure 2 5 -5 9 43.31 7.80

of m oderately-h igh  subordinate m o ra le , but low productivity . The m o d era te ly - 

high job sa tisfac tion  to be rep o rted  la te r  could be expected to confirm  a high level 

of m ora le .

Leadersh ip  Behavior 

The leadersh ip  behavior of the superv iso rs  studied was repo rted  by th e ir  

counselors through the Leadership  B ehavior D escrip tion  Q uestionnaire. The 

sup erv iso rs  w ere ra ted  on twelve subscales of the LBDQ each of which a s s e s s e s  

a d ifferent dim ension of leadersh ip  behavior. The LBDQ sum m ary p resen ted  in 

Table 10 indicates the counselors perceived  th e ir  siQ )ervisors highest in  Tolerance 

of Freedom  and approxim ately equal on Consideration and Initiation of S tructu re . 

Com paring the m ean LBDQ sco res  of th is  study with Tables X-4, XII-2, and 

Xni-1 indicates tha t these LBDQ re s u lts  have s im ila r  rankings. The m ean sco re  

fo r P roduction Em phasis p laces it la s t in o rd er of these  preceived leadersh ip  

behaviors.
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TABLE 10

LEADERSHIP BEHAVIOR DESCRIPTION OF SUPERVISORS (N = 26)

LBDQ Subscales Range Mean Standard
Deviation

R epresentation 1 4 -2 1 18.69 1.72

Demand Reconciliation 8-22 17.81 3.45

T olerance of U ncertainty 2 0 -4 2 34.08 5.65

P ersuasiveness 2 0 -  43 34.69 5.30

Initiation of S tructure 2 7 -4 3 37.62 4.21

Tolerance of Freedom 2 3 -5 4 40.65 5.70

Role Assumption 2 1 -4 9 37.38 5.80

C onsideration 2 3 -4 6 37.27 5.50

Production Em phasis 2 4 -3 9 32.61 4.21

P redictive Accuracy 11 -21 17.58 2.27

Integration 8 -2 3 17.65 3.77

S uperior O rientation 2 6 -4 2 36.15 3.59

Job Satisfaction

The job satisfac tion  of the counselors was rep o rted  by the ir resp o n ses  

on the Job Satisfaction Inventory. The counselors ra te d  th e ir  sa tisfac tion  on 

eight subscales of the JSI each of which a sse sse s  a  d ifferent dim ension of job 

satisfaction . A to ta l JSI sco re  is computed by sum m ing the eight subsca les . A 

h igher to ta l JSI sco re  indicates higher job satisfaction .

The JSI sum m ary  p resen ted  in Table 11 indicates that there is  a wide 

range of satisfaction  among the counselors. Total JSI sco re  ranged from  237 to
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TABLE 11

JOB SATISFACTION INVENTORY OF COUNSELORS (N = 160)

LBDQ Subscales Range Mean
Standard
Deviation

Physical and Mental Exertion 19 -32 28.35 2.45

Relation with A ssociates 23 -32 27.65 2.15

Relation with Em ployer 28 -4 4 39.15 3.33

Security, Advancement, F inance 24 -32 27.81 2.40

In te rest in the Job 54 -8 0 70.77 5.36

Job Inform ation, T raining, Status 30 -3 7 34.19 1.58

Physical Work Conditions 15 -2 4 20.11 2.21

Future, Goals, P ro g ram s 27 -37 31.85 2.80

Total 237 -310 279.96 16.12

310 with an average of 279.96. In general the overa ll level of job satisfac tion  

is  high within this s ta te  agency. Com paring the re su lts  of Table 11 with Tables 

X-3 and XII-2 illu s tra te  the d ifferen t levels of job satisfaction . The re su lts  of 

Table XII-2 indicate a s ta te  agency with a  much low er level of job satisfac tion  

than that evidenced by the indexes in this study.

Hypotheses

The f ir s t  four hypotheses a re  concerned with testing  for significant d iffer

ences between the chief of field s e rv ic e 's  effectiveness c lass ifica tio n s. When 

the superv iso rs w ere sep a ra ted  from  two groups of effectiveness into upper and 

lower one-th ird  groups of effectiveness the m ean sp read  increased  between the
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vîiriîiblus. The re su lts  a re  d iscussed  using the upper and lower one-th ird  elTee 

(ivcness classification . ^

Hypothesis I s ta tes tha t th e re  is no d ifference between the su p erv iso rs ' 

cognitive complexity when c lass ified  according to effectiveness. Table 12 p re 

sen ts the m eans, standard  deviations, and U -tes ts  on the cognitive m easu re s , 

when the superv iso rs  were c lass ified  into upper one-th ird  and lower one-th ird

TABLE 12

SUPERVISORS MEAN SCORES ON MRT AND PC T WHEN CLASSIFIED INTO 
UPPER ONE-THIRD AND LOWER ONE-THIRD GROUPS OF EFFECTIVENESS

Effective (N = 8) 
Mean S. D.

L ess  Effective (N = 6) 
Mean S.D. U

MRT 132.71 57.53 141.33 20.26 17

PCT 5.37 1.19 5.50 1.39 22

groups of effectiveness. The null hypothesis is accepted on both cognitive person

ality  m easu rem en ts. T here  a re  no significant d ifferences between the cognitive 

com plexity of effective and le ss  effective su p erv iso rs .

N either the MRT n o r the PCT d ifferen tia ted  between the effective and le ss  

effective su p erv iso rs. The effective s iç e rv is o r s ' m ean MRT score is somewhat 

sm a lle r , but the large s tandard  deviation re s u lts  in significant d istribu tion  overlap. 

The PCT sco res  a re  essen tia lly  identical for the two groups and a re  not affected

In Appendix XVII the data for the two group classification  is  p resen ted .
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when the groups become m o re  po lar. These re su lts  may indicate e ith e r  no 

re la tionsh ip  between cognitive com plexity and effectiveness o r tha t the c r i te r ia  

considered  fo r the c lassifica tion  m ight not re fle c t the cognitive com plexity of 

the su p erv iso rs . The connotation of the f ir s t  c r i te r ia , cooperation, m ay reveal 

som e p re fe ren tia l consideration. The MRT and PCT a re  significantly  co rre la ted  

(r = .3 5 , p < .0 5 ).

Hypothesis n s ta te s  that there  is no difference between the su p e rv iso rs ' 

LOQ subscale  sco res  when c lass ified  according to effectiveness. Table 13 

p re sen ts  the m eans, standard  deviations and XJ-tests on the LOQ dim ensions,

TABLE 13

SUPERVISORS MEAN SCORES ON THE LOQ WHEN CLASSIFIED INTO UPPER 
ONE-THIRD AND LOWER ONE-THIRD GROUPS OF EFFECTIVENESS

LOQ
Effective (N = 8) 
Mean S. D.

L ess Effective (N 
Mean S .D .

= 6)
U

C onsideration 56.75 2.71 51.83 2 .32 o.oo^^

Structure 44.38 4.24 39.17 7.68 10. 00^

♦♦Significant a t . 01 level. 

♦Significant a t . 05 level.

when the su p erv iso rs  w ere c lass ified  into upper one-th ird  and low er one-th ird  

groups of effectiveness. The null hypothesis is  re jec ted  on the LOQ dim ension 

C onsideration, and S tructu re . The effective sup erv iso rs  a re  significantly  higher 

on the leadersh ip  opinion dim ension consideration  and s tru c tu re .
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Hypothesis III s ta te s  tha t there  is no d ifference between the su p e rv iso rs ' 

LBDQ subscale sco res  when c lassified  according to effectiveness. Table 14 

p re se n ts  the m eans, s tandard  deviations and U -tes ts  on the LBDQ dim ensions, 

when the superv iso rs  w ere c lassified  into upper one-th ird  and lower one-th ird  

groups of effectiveness. The null hypothesis is  re jec ted  on the dim ensions 

Demand Reconciliation, Initiation of S tructure, Role Assumption, Consideration, 

P roduction Em phasis, In tegration, and Superior O rientation. The effective

TABLE 14

SUPERVISORS MEAN SCORES ON THE LBDQ SUBSCALES WHEN 
CLASSIFIED INTO UPPER ONE-THIRD AND LOWER ONE- 

THIRD GROUPS OF EFFECTIVENESS

LBDQ Subscales Effective (N = 8) 
Mean S. D.

L ess Effective (N = 6) 
Mean S.D . U

R epresen tation 19.12 1.12 18.50 1.76 15

Demand R econciliation 20.25 1.28 14.67 4.50 00**

T olerance of U ncertainty 36.25 4.77 30.67 6.91 12

P ersu asiv en ess 37.38 1.41 32.33 7.84 16

Initiation of S tructure 39.86 2.64 34.17 4.35 3**

T olerance of Freedom 40.62 2.56 43.17 7.49 17

Role Assumption 40.62 2.06 32.50 6.72 2**

C onsideration 40.38 2.32 34.17 5.49 6**

Production Em phasis 34.00 1.77 29.67 4.50 10*

P red ic tiv e  A ccuracy 18.75 1.39 16.00 3.16 12

In tegration 20.12 1.46 15.00 4.73 9*

Superio r O rientation 38.38 1.41 33.33 2 .94 5**

* Significant a t . 05 level.
**Significant a t . 01 level.
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su p erv iso rs  a re  significantly higher on the above-m entioned leadersh ip  behavior 

dim ensions.

Hypothesis IV s ta te s  tha t there is  no difference between the counselors '

JSI subscale sco res  when c lass ified  according to the ir su p e rv iso r 's  effectiveness. 

Table 15 p resen ts the  m eans, standard  deviations and U -tests  on the JSI dim en

sions when the su p erv iso rs  w ere c lassified  into upper o n e-th ird  and lower one- 

th ird  groups of effectivenss. The null hypothesis is re jec ted  on the dim ension 

Physical Work Conditions.

TABLE 15

COUNSELOR JSI SUBSCALE SCORES WHEN CLASSIFIED ACCORDING TO 
THE UPPER ONE-THIRD AND LOWER ONE-THIRD GROUPS 

OF SUPERVISOR EFFECTIVENESS

JSI Subscales
Effective (N = 8) 
Mean S .D .

Less E ffective (N=6) 
Mean S.D . U

P hysical and M ental 
Exertion 28.75 1.83 26.83 4.17 22

R elation with A ssociates 28.87 1 .96 26.50 2.43 15

R elation with Em ployer 40.37 2.00 37.83 2.71 12

S ecurity , Advancement and 
Finance 28.00 2 .67 27.50 2.34 24

In te re s t in the Job 72.37 4 .17 70.00 3.63 17

Job Inform ation, T rain ing , 
and Status 33.62 2.00 34.67 1.63 16

P hysical Work Conditions 21.25 2.12 18.50 2.26 10*

F u tu re , Goals, and 
P ro g ram s 31.87 2 .3 6 31.67 2.87 20

Total JSI 284.88 15.65 274.50 13.35 13

^Significant a t . 05 level.
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Tables 13, 14, and 15 indicate some significant d ifferences betw een the 

effective and le ss  effective su p erv iso rs. The effective superv iso rs  w ere sign i

ficantly  higher on the LOQ dim ensions and scored  higher on all the LBDQ 

dim ensions except Tolerance of Freedom . The effective superv iso rs sco red  

h igher on a ll the JSI dim ensions except Job Inform ation, Training, and Status. 

P hysical Work Conditions was the only JSI dim ension with a significant d ifference 

but. R elation with Em ployer and Total JSI dim ension U 's w ere significant a t the 

le ss  than .10 level.

The chief of rehab ilita tion  se rv ices  effectiveness c lassification  is sub

s tan tia ted  by the counselo rs ' perceptions of the su p e rv iso r 's  leadership  behavior. 

The effective superv iso rs  m ore actively exerc ised  the leadersh ip  ro le , by 

exhibiting consideration and stru c tu rin g  the situation. The effective su p erv iso rs  

w ere seen as being m ore in tegrative, which is probably indicated by th e ir  higher 

Demand Reconciliation behavior. They also em phasized production and e sp ec 

ially  w ere  seen to m aintain cord ial re la tions with th e ir  su p erio rs . It is in te re s t

ing to note that the le ss  effective superv iso rs to le ra ted  m ore freedom  for th e ir 

co unse lo rs . Without the n ecessa ry  levels of C onsideration  and Initiation of 

S tructu re  the freedom  is probably not utilized in the m ost effective m anner. 

Stogdill indicates that th e re  is  a curv ilinear re la tionsh ip  between the level of 

freedom  and group s tru c tu re . The counselors under the effective su p erv iso rs  

indicated  slightly higher job satisfaction  sco res .

Hypothesis V s ta te s  that th e re  is no significant co rre la tio n  between the 

su p e rv iso rs ' cognitive com plexity and the LOQ dim ension sco res . Table 16
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TABLE 16

CORRELATION OF SUPERVISORY ATTITUDES LOQ AND COGNITIVE 
COMPLEXITY MRT AND PC T (N = 24)

LOQ Subscales MRT PC T

C onsideration -.20 .14

Initiation of S tructure .07 .29

p resen ts  the co rre la tio n  coeffic ien ts. The null hypothesis is accepted. T here  is 

no significant re la tionsh ip  betw een the su p e rv iso rs ' cognitive complexity and his 

leadersh ip  opinion.

Hypothesis VI s ta tes  tha t th e re  is no significant co rre la tio n  betw een the 

su p e rv iso rs ' cognitive com plexity and the LBDQ dim ension sco res . Table 17 

p resen ts  the co rre la tio n  coeffic ien ts. The MRT is significantly co rre la ted  with 

dim ensions R epresentation , T o lerance  of F reedom , C onsideration, P red ic tive  

A ccuracy, Integration, and S uperio r O rientation. The PCT is not significantly 

co rre la ted  with any of the LBDQ dim ensions.

Hypothesis VII s ta te s  tha t th e re  a re  no significant co rre la tio n s  betw een 

the su p e rv iso rs ' cognitive com plexity  and the co u n se lo rs ' JSI dim ension sc o re s . 

Table 18 p re sen ts  the co rre la tio n  coefficients. The MRT is significantly c o r r e 

lated with the dim ensions R elations with Em ployer; In te re s t in the Job; Job 

Inform ation, T raining, and Status; Fu tu re , G oals, and P ro g ram s; and Total Job 

Satisfaction. The PCT does not c o rre la te  significantly  w ith any of the JSI 

d im ensions.
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TABLE 17

COKIIEIATION OF SUPERVISORY BEHAVIOR LBDQ AND COGNITIVE 
COMPLEXITY MRT AND PCT (N -- 24)

LBDQ Subscale MRT PCT

R epresentation .46* -.0 7
Demand Reconciliation .13 .04
T olerance of Uncertainty .07 .20
P ersu asiv en ess .32 .07
Initiation of S tructure .33 -.0 6
T olerance of Freedom .51** .09
Role Assum ption .28 .25
C onsideration .36* - .  06
Production Em phasis .10 - .0 8
P red ic tive  A ccuracy .46* - .02
Integration .46* .08
S uperior O rientation .48** .16

^Significant a t .05 level. 
**Significant a t .01 level.

TABLE 18

CORRELATION OF SUPERVISORY COGNITIVE COMPLEXITY MRT AND 
PCT AND COUNSELOR JSI DIMENSION SCORES (N = 24)

JSI D im ensions MRT PCT

P hysical and M ental Exertion - . 18 .05
R elation with A ssociates .29 .15
R elation with Em ployer 35* .09
Security , Advancement, and Finance .24 .11
In te re s t in the Job .53** - .0 5
Job Inform ation, Training, and S tatus .56** - .12
Physical Work Conditions .20 .01
F u tu re , Goals, and P ro g ram s 54** .01
Total JSI .42* .00

♦Significant a t . 05 level. 
**Significant a t . 01 level.
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Kxnmining the P C T 's co rre la tio n s  with the LOQ, LBDQ, and th<; JSI 

dim ensions indicates only a  weak re la tio n  on two su b sca les . The PCT was 

positively re la ted  (p = , 10) to the LOQ dim ension Initiation of S tructure and the 

LBDQ dim ension Role A ssum ption. Although the re la tionsh ips a re  weak it m ight 

be reasoned  that the superv iso rs  cognitive com plexity (PCT) is re la ted  to the 

active ex e rc ise  of the leadersh ip  ro le . This re la tionsh ip  should be fu rth er sub

stantiated.

Examining the MRT’s co rre la tio n s  with the LOQ, LBDQ, and the JSI 

dim ensions indicates that the m ore cognitively com plex (MRT) superv iso r allow s 

his counselors m o re  scope for in itia tive, decision m aking and action. He speaks 

and a c ts  as the group 's rep resen ta tiv e  m aintaining co rd ia l re la tions with h is 

su p erio r and a closely  knit organization. These su p erv iso rs  show consideration  

in reg a rd s  to th e ir  counselors and exhibit foresigh t and ability to p red ic t out

com es accura te ly . The m ore cognitively com plex the s iq jerv isor the h igher the 

counselors to ta l job satisfaction  sco re . The dim ension that contributes to the 

M RT's significant co rre la tio n  with to ta l JSI involve the m o re  in trinsic  fac to rs 

of the job. The significant co rre la tio n  between the su p e rv iso rs ' cognitive com 

plexity (MRT) and the counselo rs ' R elation with E m ployer would indicate the 

ability  of these su p erv iso rs  to identify the expectations of h is counselors. Evi

dence for th is  m ight be seen  in the counse lo rs ' in te re s t In the job and agency 

p rog ram s.

Hypothesis VIII s ta te s  that th e re  is no significant co rre la tion  betw een the 

su p e rv iso rs ' LOQ dim ension sco res  and the LBDQ dim ension sco res . Table 19
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p re sen ts  the co rre la tion  coeffic ien ts. The LOQ dim ension C onsideration c o r r e 

la tes significantly with the dim ensions Demand Reconciliation, Tolerance of

TABLE 19

CORRELATION OF SUPERVISORY BEHAVIOR LBDQ AND 
SUPERVISORY OPINION LOQ (N = 26)

LBDQ Subscales LOQ
C onsideration S tructure

R epresen tation .12 .19

Demand R econciliation .54+^ . 06

T olerance of Uncertainty 40* ♦ .00

P ersu asiv en ess .11 .13

Initiation of S tructure .20 .28

T olerance of Freedom .01 - . 16

Role Assum ption _ 44** .27

C onsideration .24 .16

Production Em phasis - .0 8 .27

P red ic tive  A ccuracy .31 .15

Integration .35^ .14

S uperio r O rientation .31 .24

♦Significant a t . 05 level. 
♦♦Significant a t .01 level.

U ncertainty, Role A ssum ption, and Integration. The LOQ dim ension s tru c tu re  

does not co rre la te  significantly  with any of the LBDQ dim ensions.
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Hypothesis IX s ta tes  that th e re  a re  no significant co rre la tio n s  between 

the su p erv iso rs ' LOQ dim ension sco re s  and the co u n se lo rs ' JSI dim ension sco re s . 

Table 20 p resen ts  the co rre la tion  coefficients. The LOQ dim ension C onsideration

TABLE 20

CORRELATION OF SUPERVISORY OPINION LOQ AND 
COUNSELOR JOB SATISFACTION JSI (N = 26)

JSI Subscales
LOQ

C onsideration
Initiation of 

S tructure

Physical and Mental Exertion .18 - .0 8

Relation with A ssocia tes .23 .05

Relation with Em ployer .34* - .00

Security, Advancement, and Finance - .20 .21

In te re s t in the Job .08 .01

Job Inform ation, T raining, and Status - .0 7 - .0 9

P hysical Work Conditions .28 .12
Futu re , Goals, and P rog ram s - .2 5 .10

Total .07 - .0 4

♦Significant a t . 05 level.

c o rre la te s  significantly  with the JSI dim ension R elation with Em ployer. The LOQ 

dim ension S tructu re  does not c o rre la te  significantly w ith any of the JSI dim ensions.

The LOQ dim ension C onsideration co rre la tio n s  indicate that the m ore  

considerate  a  su p erv iso r sees his behavior the m ore sa tisfied  the counselor is  

in his Relation with Em ployer. This re la tion  m ight be fu rth e r  detailed by the 

fac t that a m ore  considerate  siq>ervisor is  seen by his counselo rs as actively 

exercising  the leadersh ip  ro le  by anticipating uncertain  outcom es and re c o n c ilin g
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conflicting dem ands. The lack of re la tionsh ip  between the s iç e rv is o r s ' S tru c 

tu re  sco re , and leadership behavior and job satisfac tion  seem s to indicate th a t 

su p erv iso r s tru c tu re  plays a  le s s e r  ro le  in this work re la tionsh ip . This can 

a lso  be seen  by the s iç e rv is o rs  re la tiv e ly  low m ean LOQ S tructu re  sco re .

Hypothesis X states tha t th e re  a re  no significant c o rre la tio n s  betw een 

the su p e rv iso rs ' LBDQ dim ension s c o re s  and the co u n se lo rs ' JSI dim ension 

sco re s . The null hypothesis is  re je c te d . Table 21 p re se n ts  the co rre la tio n  

coeffic ien ts. The co rre la tio n s  indicate that the LBDQ dim ensions T olerance of 

U ncertainty, Productive Em phasis, P red ic tive  A ccuracy, and Superior O rientation  

fa iled  to c o rre la te  significantly w ith the to tal JSI sco re . The JSI dim ensions 

Physical and M ental Exertion; S ecurity , Advancement, and F inance; Job In fo r

m ation, T rain ing , and Status; and F u tu re  Goals and P ro g ram s failed  to c o r r e 

late significantly  with any of the LBDQ dim ensions. The rem ain ing  JSI d im ensions 

c o rre la te d  significantly  w ith a lm ost a ll  the LBDQ dim ensions.

The re s u lts  indicate tha t the su p e rv iso rs ' behav io r has a  m a jo r influence 

on the job satisfac tion  a re a s  dealing w ith in te rpersonal re la tio n s  and in te re s t, 

liking and involvem ent in the job. Production E m phasis ' lack  of significant 

co rre la tio n  w ith any of the JSI d im ensions and its  re la tiv e ly  low m ean sco re  

re p o rte d  below indicate little  siq>ervisory p re s su re  fo r c lo su re s  of reh ab ilita tion  

c a se s . These re su lts  a re  inconsisten t w ith the re s e a rc h  findings of Irz in sk i,

The co rre la tio n  coefficients appearing in Table 21 a re  P ea rso n  product 
m om ent co rre la tio n s . The assum ption underlying th is s ta tis tic  w ere fe lt to  have 
been  m et in th is  situation and these  coefficien ts a re  re p o rte d  so the re a d e r  can 
m ake com parisons with the sam e p roceedu re  used to ca lcu la te  Table X-1 and 
Table XII-1.
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CORRELATION OF SUPERVISORY BEHAVIOR LBDQ AND COUNSELOR
JOB SATISFACTION JSI (N = 26)

LBDQ Subscales
1 2 3 4

JSI*
5 6 7 8 Total

R epresentation - .2 4 .36 .64 .01 .54** .14 .43* .18 .40*

Demand R econciliation - .02 .50** .72** .13 .48* .16 .55** .10 . 48*

T olerance of U ncertainty .02 .35 .42* .14 .19 -.001 .31 - . 05 .22

P ersu asiv en ess - .2 5 .42* .72** .17 .48* .26 .40* .15 .43*

Initiation of S tructu re - .0 4 .48* .60** -.0 8 .44* .20 .56** .17 .42*

T olerance of F reedom -.2 9 .18 . 66** .24 .57** .37 .30 .30 .45*

Role Assum ption .23 .56** .54** .08 .47* - .1 3 .55** .08 .45*

C onsideration - .21 .38 .67** .34 .46* .11 .41* .19 .41*

Productive Em phasis .01 .28 .11 - .20 .04 - .10 .25 .10 .07

P red ic tive  A ccuracy - .1 8 .39 .64** -.0 6 .48* .22 .44* .10 .38

Integration - .20 .46* .74** .14 .51** .16 .51** .16 .45*

Superior O rientation - .1 5 .41* .52** .02 .46* .15 .41* .22 .37

(1) Physical and M ental Exertion; (2) R elations with A ssocia tes; (3) R elations with Em ployer; (4) Security, 
Advancement, and F inance; (5) In te re s t in the Job; (6) Job Inform ation, T rain ing  and Status; (7) Physical W ork 
Conditions; (8) F u tu re , Goals and P ro g ra m s; Total Score.

cn-3

* Significant a t . 05 level. **Significant a t . 01 level.
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M uthard and Jaques, and W right, e t a l . , who found p re s su re s  for c lo su res  to 

be a m ajo r problem  rep o rted  by rehab ilita tion  counselors. ^ Smits found s im ila r  

re su lts  to th is  study between Production Em phasis and job satisfaction and 

offered the explanation tha t production p re s su re s  might be com m unicated to 

counselors by someone o th er than the s ip e rv iso rs  (see Table X-1).® This 

agency 's m anagem ent inform ation system  seem s to be one possib le explanation 

fo r the lack of c losu re  p re s su re  in the su p erv iso r’s behavior. ^

M ultiple R eg ression  Analysis 

The object of the m ultiple re g re ss io n  analysis is  the derivation of an 

equation by which the dependent v a riab le  may be estim ated  by the o ther indepen

dent v a riab le s . The dependent v a riab le  is the to ta l sco re  on the JSI. The 

independent v a riab les  a re  the MRT and PCT sco res  of cognitive com plexity, the 

two dim ensions on the LOQ, and the twelve dim ensions on the LBDQ. Table 22 

p re sen ts  the f i r s t  five v a riab le s  a s  they w ere en tered , the m ultiple R, the

5
Stanley M. Irz in sk i, " F a c to rs  Related to T urnover In a  State R ehabili

ta tion  Agency, " unpublished docto ra l d isse rta tio n , Pennsylvania State U niversity, 
1968; John E. M uthard and M arceline E. Jaques, " B a rr ie rs  to Effective Rehab
ilita tion : C ounselor Opinion, " P ersonnel and Guidance Jo u rn a l. 39, 1961, pp. 
710-716. George N. W right, e t a l . , A Survey of C ounselor Perception  (Madison. 
W isconsin: U niversity of W isconsin, Rehabilitation R esearch  Institute, Mono
graph n ,  1968).

®Smits, "S içe rv iso ry  P ra c tic e s : From  the C ounselors ' Point of View, " 
in Sm its, og. c i t . , p . 17.

»7
This agency is  rep o rted  to  have one of the m ost sophisticated inform ation 

sy stem s in operation w ithin the United States. F o r an excellent descrip tion  of the 
im portance of such a  system  see R ichard  F. E ric  son, "O rganizational C yber
n e tics and Human Values, " Jo u rn a l of the Academy of M anagement. 1, 1970, pp. 
49-65.
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TABLE 22 

MULTIPLE REGRESSION ANALYSIS

V ariable E ntered Multiple
R

Std. E r ro r  
of E st. d .f. F -R atio

Demand R econciliation .48 14.92 1/21 6.13*

MRT . 58 14.04 2/20 5.32*

Tolerance of U ncertainty .65 13.58 3/19 4.58*

Pred ic tive  A ccuracy .68 13.40 4/18 3.91*

S tructure .71 13.26 5/17 3.46*

♦Significant a t . 05 level.

Standard of E r ro r  of estim ate , the degrees of freedom , and the F -ra tio . Table

23 p resen ts  the constant and variab le  coefficients fo r the m ultiple reg ression

analysis.

TABLE 23

MULTIPLE REGRESSION FUNCTION

V ariable Function Constant

Demand Reconciliation 5.25 238.13

MRT .19

Tolerance of U ncertainty -1 .23

Pred ic tive  A ccuracy -3 .18

S tructure .43
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Table 22 indicates the v a riab les  Demand Reconciliation, MRT, Tolerance 

of U ncertainty, P redictive A ccuracy and Structure en tered  the Multiple R eg res

sion A nalysis, The v ariab les  beyond these f ir s t  five did not add any significant 

in c rease  in R , Demand R econciliation has the la rg est effect on to ta l job s a tis 

faction. The m ultiple re g re ss io n  analysis  function is:

Yi = 2 3 8 . 1 3 + 5 . 25 (Xi ) + .19 (X 2)-1 .2 3 (X 3 ) -3 .1 8 (X 4 )  + .43(X5).

Im plications

S togdill's theory of leadersh ip  is based upon the perfo rm ances, in teractions 

and expectations of group m em b ers. The ro le  system  is  a cen tra l concept of 

Stogdill's theory  and suggests tha t groups become stru c tu red  by differential ro le  

expectations. The leadersh ip  ro le  is expected to initiate in teraction s tru c tu re  

and provide the freedom  fo r in itia tion  of perform ance in o ther m em ber ro le s . 

Stogdill s ta te s :

That function of high s ta tu s  positions which defines the righ t to in itia te  
s tru c tu re  for o thers im plies acceptance of the co rre la tiv e  and inseparable 
obligation to provide freedom  fo r o thers. Those expectations which specify 
the boundaries of ro le s  define the authority of any one ro le  in re la tion  to 
the authority  of o ther ro le s . The group tends, when possib le , to elevate to 
high s ta tu s  a m em ber whose perform ances, values, and responses to 
in teraction  confirm  the expectations that, in m aintaining groups s tru c tu re  
and in exercising  the authority  defined for h is ro le , he will re sp ec t the 
righ t of other m em bers to in itia te  action in accordance with the degrees of 
freedom  defined for th e ir ro le s . 8

g

Stogdill, Individual B ehavior and Group Achievem ent, p. 130.
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K elly 's Commonality and Sociality C oro llary  have d irec t im plications 

to the leadersh ip  ro le . Kelly defines a  role in te rm s  of the theory of personal 

constructs  as  "a  psychological p ro c e ss  based upon the ro le  p lay e r 's  construction 

of asp ec ts  of the construction  system s of those w ith whom he attem pts to join in 

a social e n te rp rise . The extent tha t one person  em ploys a construction of 

experience which is  s im ila r  to another and a lso  the extent that one person  con

strues the construction  p ro cesses  of another, he is  in a  s tra teg ic  position to 

assum e the leadersh ip  ro le . Kelly sta tes:

The ra lly ing  le a d e r 's  contribution to the acce le ra tio n  of the g roup 's  
socia l p ro g re ss  is dependent upon and p roportional to his understanding 
of the re lev an t fea tu re s  in h is  colleagues' p e rso n a l construct system . By 
"understanding" we do not m ean  that he n e c e ssa r ily  holds the common 
viewpoint, but ra th e r  tha t he has a  way of looking a t h is  colleagues' ideas 
that m akes sense  and enables him to p red ic t th e ir  behavior. Of course , 
a com m onality of viewpoint m ay, to a c e r ta in  ex tent, m ake it e a s ie r  fo r 
him to subsum e p a rts  of the construction sy stem  of h is  colleagues within 
h is own, bu t com m onality is  not a necessary  p re re q u is ite  to subsuming.

The leadersh ip  p ro c e ss  outlined by Tannenbaum , e t  aL , p resen ts  a th eo re t

ical fram ew ork which illu s tra te s  the lead e r 's  psychological p rocess  s tre ss e d  by 

Kelly. The end re su lt  of the le a d e r 's  psychological s tru c tu rin g  of the follower 

and the situation  is  h is psychological map. The le ad e r then a ttem pts to se lec t 

the com m unication behaviors that w ill "strike  the r ig h t chord" in  the  fo l lo w e r 's  

personality . The le a d e r 's  effectiveness will depend on the extent to which the

^Kelly, The Psychology of P ersonal C o n stru c ts , p . 97. 

^ ^ Ib ld .. p . 101.
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fo llow er's attitudes and behavior is  changed in line with the d e s ired  goals. 

Tannenbaum, e t a l. s ta te ;

. . . effectiveness in leadersh ip  is  a function of the dynam ic in te r
re la tionsh ip  of the personality  c h a ra c te r is tic s  of the lead er, the person
ality  c h a ra c te r is tic s  of the follow er, and the c h a ra c te r is tic s  of the s itu 
ation with the fie ld  of each individual.

The preceding d iscussion  p resen ts  a broad  fram ew ork for understanding 

the leadership  p ro c e ss . Despite the effo rts  of social science re s e a rc h e rs  to 

understand the leadersh ip  p ro cess  it s till rem ain s  to a la rge  extent an individual 

a r t. An a r t, however, that is dependent upon the m an ag e r's  inner personality  

development. M anagerial growth and advancem ent can be achieved by the continual 

evaluation of on e 's  to ta l personality  and its  effect on o thers . The to ta l personality  

of an individual largely  determ ines what and how he re a c ts  in the leadersh ip  ro le  

and is essen tially  working out ones e sse n tia l being in the form  of action.

Owens s ta tes :

What "behavior theory" has taught us, over the y e a rs , is that, within 
ce rta in  lim its im posed by the inner personality  of the individual, each p e r 
son has the capability  of cultivating habits of behavior (by ac t of will) which 
optim ize h is  effects  upon people. . . .  The m ost im portant contribution of 
"behavior theory',' however, is the developm ent of a  c lass ifica tio n  of le ad e r
ship behaviors (styles) which p rov ides a  m anager an analy tica l tool with 
which a m anager can  consciously and intelligently build  a  personally  
successfu l leadersh ip  sty le . 12

1^Tannenbaum, e t a l . , Leadership  and O rganization, p. 31.

12Jam es Owens, '
Review. 25, 1973, p. 15.

12Jam es Owens, "The U ses of L eadersh ip  Theory, " M ichigan B usiness
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The goal of th is w illful developm ent Is stated  by Count Herm ann 

Key s e r  ling:

, , . the basic  condition of leadersh ip  on w hatever plane w ill hence
forth  co n sis t in the attainm ent of an inner s ta te  in which m an has a s  a 
m a tte r  of course  grow n beyond a ll specia lization , p ro fessional de term in
ation and lite ra l b e lie fs; in which he lives as  a com pletely responsib le  
being from  out of h is own c rea tive  self.

S togdill's theory of Individual and Groiqj Achievement p re se n ts  a  se t of 

concepts that may be useful in diagnosing and understanding the leadersh ip  ro le  

and ac tiv itie s  of the groiq) in reaching  its goals. The input-output system  was 

developed a fte r  a ra th e r  exacting exam ination of theory and experim en tal data. 

B ee r feels that S togdill's theory c la r if ie s  som e of the conflicting re se a rc h  findings 

on job satisfac tion  and production. L eadersh ip  behavior is  fe lt to in te rac t with 

individual needs and expectations in a way the affects in te rg ra tion , production, 

and m o ra le . In F igure 17 the followii% re la tionsh ips a re  outlined d iag ram m ati- 

cally .

The output of organizations a re  group integration, production and 
m o ra l. Satisfaction of m em bers expectation leads to group in tegration 
and cohesiveness but is  not re la ted  to production. R ather production is 
a function of group s tru c tu re  a s  is  m o ra le  (defined a s  group enthusiasm  
to achieve group goals). Thus, m ora le  and production a re  positively

^^F o r an in te resting  th eo re tica l d iscussion  on the re la tio n  between the 
W ill, the Intelligence, and the Sensibility, see  C harles Finney, A ttributes of 
Love —A section  from  L ectu res on System atic Theology (M inneapolis, M innesota: 
Bethany Fellow ship, In c ., 1963).

^^Count Hermann K eyserling, C reative  Understanding (New York: H arpers 
and B ro th e rs  P ub lish ers , 1929), p. 477.
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re la ted  to sa tisfac tion  only when conditions that lead to high m orale  and 
production, nam ely freedom  of action fo r group m em b ers, lead to re in 
forcem ent of w orker expectations.

Freedom  o f^ A c ti^  fo r^G ^up  M em bers

R einforcem ent of W orker Expectations 

1
Satisfaction of M em ber Expectations Group S tructure

Integration Production M orale

Figure 17 — Relationship Between Integration, Production, and M orale.

The theory re q u ire s  that group achievem ent be analyzed in te rm s  of p ro 

ductivity, m orale , and integration. An input-output balance is achieved through

out the system . An increase  in the output values will re q u ire  some in c rease  in 

inputs, o r  e lse  if inputs rem ain  constant any increase  in one of the outputs would 

be offset with a d ecrease  in one o r both of the o ther outputs. The objective then 

is to m aintain the Group S tructure and O perations that w ill optim ize the Group 

Achievem ents. Productivity  being the d ire c t outcome of ta sk  perform ance, 

Stogdill s ta tes:

. . . both the fo rm al grovq> s tru c tu re  and the ro le  s tru c tu re  a re  in s tru 
m ental to productiv ity . P roductivity  is  facilita ted  when function and sta tus  
a re  c learly  defined and when those m em bers in high s ta tu s  positions m aintain

^^M ichael B eer, Leadersh ip  Employee Needs and Motivation (Columbus, 
Ohio: Bureau of B usiness R esearch , D ivision of R esearch , College of Com
m erce  and A dm inistration, The Ohio State U niversity, 1966), p. 67.
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uroiip s tru c tu re  and group d irec tion . A type of leadersh ip  in high status 
positions which en larges the responsib ility  and authority  of subordinates 
to a degree that is  perm itted  by the necessity  for contro lling  operations 
also  tends to facilita te  productivity.

M orale is d irec tly  re la ted  to productivity in that the goal d irection of 

activ ity  and freedom  of action a re  its  e sse n tia l factors. F reedom  of action 

in c re ase s  a s  group stru c tu re  in c rease  to  an optimum level and then decreases. 

M orale, th e re fo re , is  cu rv ilinearly  re la ted  to the degree of group struc tu re . 

Stogdill s ta tes :

Since group stru c tu re  and operations control a re  determ ined to a 
very  high degree by the leadersh ip  of a  g ro ip  and since m orale  is a 
function of s tru c tu re  and con tro l, it m u st be concluded tha t m orale is 
closely re la ted  to group leadersh ip .

M ember satisfaction  was previously  thought to in c rease  group m orale 

and productivity. The re la tion  hypothesized is that sa tisfied  m em bers will be 

m ore  highly m otivated resu lting  in h igher production. In questioning th is re la tio n 

ship Stogdill observed  that both the norm s of subgroups and operations control 

tended to dep ress  the effects of incentives on productivity and m orale , but had 

no effect on re in forcem ent of groig) in tegration. It was concluded that m em ber 

satisfac tion  "contributes tow ard group integration only when reinforcem ent of 

the  m em b ers ' expectation leads them  to sig)port the groiq> s tru c tu re , operations, 

and goals. " The im portance of satisfy ing  expectations and increasing

^®Stogdill, Individual and Group Achievement, p. 210. 

^"^Ibid.. p. 212.

^®Ibld., p. 219.
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in tegration  depends on the g roup 's value of its  pow er and su rv iva l. The potential 

power a group ex erts  on an objective is determ ined  by its  in tegration  and m orale .

Tlie probable n a tu re  of the input-output balance is s ta ted  in these hypothe

ses . Productivity and m o ra le  a re  positively re la ted . M orale m ay be re la ted  

e ith e r positively o r  negatively to integration. In tegration  and productivity a re  

negatively re la ted . M orale, productivity, and in tegration may be positively 

re la ted  when the group is  strongly m otivated in stiv ing  tow ard goal achievem ent 

o r when m otivation is v e ry  low. Stogdill condludes:

The p re sen t theory  suggests that the lead er is as fully responsible 
fo r the m ora le  and integration of h is organization as he is  fo r its  p ro 
ductivity.

The vocational rehab ilita tion  su perv iso r is considered  as the d irec t link 

to im proved c lien t se rv ice s  and counselor job sa tisfac tion . If the b asic  axiom 

of percep tual psychologists, that the individual's behavior is  a  product of his 

percep tual capacities  is  accepted, then the re s u lts  of th is  study can  be in terpreted  

in the following m anner. The su p erv iso r 's  cognitive cap ac itie s , d ifferentiation 

and integration, a re  m an ifested  in h is leadersh ip  behavior a s  C onsideration and 

S tructu re . The h igher the  cognitive d ifferentia tion  the m ore  considera te  is the 

superv iso r in analyzing h is  counselo rs ' needs. The higher cognitive integration 

the m ore s tru c tu re  the sig)ervi8o r see s  in h is assum ption  of the leadersh ip  ro le . 

As R ogers indicated e a r l ie r ,  "when the individual perceives and accep ts  into one 

consisten t and in tegrated  system  all h is sen so ry  and v isual ex p erien ces, then he

19Stogdill, Individual and Group A chievem ent, p. 223.
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is n ecessa ry  m ore  understanding of o th e rs  and is m ore accepting of o thers  as  

sep a ra te  individuals, "

Accepting the philosophical and theoretical p rem ise , that as the "se lf"  

becom es m ore differentiated  and in tegrated  the individual is  able to respond 

m ore m eaningfully to the fram e of re fe ren ce  of o thers , has im portant im plica

tions fo r accom plishing the agency’s goals. The p rofessionally  educated su p er

v iso r and counselor req u ire  a  working atm osphere ch arac te rized  by a  high 

T olerance of Freedom  which allows scope for initiative, decision , and action.

It is in th is  type of atm osphere tha t the partic ipan ts  w ill b e  free  to explore the 

view points held by each other. The "principle of supportive relationships" 

m ain tains that in the leadership  p ro cess  a ll in teractions should be supportive 

and build  and m aintain  a sense of personal worth and im portance on the p a rt of 

the p a rtic ipan ts. The continued effectiveness of the V ocational Rehabilitation 

Agencies is a function of the quality of superv isory  personnel and the re la tio n 

ship they develop. Scanlan s ta tes :

The success  of an organization depends chiefly on the quality of 
m anagem ent existing within the organization. It is often acknowledged 
th a t organizational surv ival depends on effective m anagem ent and that 
the m ain single ingredient that d istinguishes a  m ore  successfu l organi
zation from  a le ss  successfu l one is  the ability to p ro c u re , tra in , and 
develop a  com petent m anagem ent team . This is tru e  w hether the organ
ization is public o r p riva te , p ro fit o r nonprofit. E ffective m anagem ent 
is  the key factor that m ust be p re sen t if the o rganization  is to ex ist.

On
B urt K. Scanlan, P rin c ip les  of M anagement and O rganizational B ehavior 

(New Y ork: John Wiley and Sons, In c ., 1973), p. v.
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Explanation of Findings

The s tu d y 's  aim  was to analyze the relationship  betw een the siqserv iso r's  

cognitive p e rso n a lity , leadership  behav ior, subordinates ' job satisfac tion , and 

the su p e r io r 's  effectiveness ra ting . The re su lts  of the co rre la tio n  of cognitive 

com plexity w ith leadersh ip  behavior and with job satisfac tion  indicate that 

only the MET showed significant re la tio n sh ip s. The M RT's significant c o r re la 

tions indicate the types of behaviors and satisfactions that would be expected.

F o r exam ple, a  high cognitive com plexity resu lted  in h igher p red ic tive  accuracy  

leading to  b e tte r  su p erio r and subordinate re la tionsh ips. The M RT's usefulness 

in identifying lead ersh ip  behavior seem s to be substantiated . The P C T 's  

fa ilu re  to c o rre la te  significantly with leadersh ip  behavior o r  job satisfaction  

indicates the difficulty of m easuring  the individual's cognitive in tegration . The 

a re a  of cognitive in tegration  has proved the m ost difficult fo r percep tua l 

psychologists to  m e asu re . The c o a rsen ess  of the P C T 's m easu rem en t (3-9) 

resu lted  in a num ber of tied  ranks which reduces the c o rre la tio n a l re su lts .

The P C T 's  usefu lness in a p rac tica l application is  th e re fo re  questioned.

The su p e rv iso rs  c lassified  a s  effective did not have a  m o re  cognitive 

personality  a s  hypothesized. A m a jo r em phasis of Schroder e t a l. is  that the 

evaluation of individuals should be dim ensionalized in te rm s  of inform ation 

p rocessing  v a ria b le s . When this approach  is taken, the m o re  cognitively com 

plex individual would be m ore effective in a dynam ically changing situation, 

w hereas a cognitively sim ple individual would be m ore adaptable to a  sta tic
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situation. The acceptance of th is  null hypothesis indicates th a t the c r i te r ia  

considered fo r e lassification  w ere  not reflective of cognitive com plexity.

The concept of effectiveness has proved difficult for re s e a rc h e rs  to 

quantify. This is  compounded by the ev e r increasing m achine pacing in p ro ces

sing, subsystem  interdependence and w ork group norm s. T hese changes 

suggest that the su perv iso r no longer has a d irec t effect on the productive 

effectiveness of the organization, but s t il l  m aintains an influence on the loyalty 

and freedom  of action  of h is subord inates. If the su p e rv iso r 's  effectiveness 

is  thought of as  being com prised  of techn ical skill, adm in istra tive  sk ill and 

human re la tio n  sk ill, then the re s u lts  of the effectiveness c lass ifica tio n  and 

cognitive com plexity, which is  re la ted  to the human re la tio n  sk ill, indicate the 

need to co n sid e r these  other sk ills  in evaluating the su p e rv iso r 's  effectiveness. 

F u ture  re s e a rc h  m ight be d irec ted  a t  dim ensionalizing the evaluation of super

v iso rs  in te rm s  of inform ation p ro cessin g  v ariab les  and a lso  m easu rin g  the 

contribution tha t h is  technical and adm in istra tive  sk ills  m ake to  such an evaluation.

The re s u lts  of the m ultiple re g re ss io n  analysis de term ine  the type and 

degree  of assoc ia tion  between independent variab le , JSI to ta l and the following 

dependent v a ria b le s : Demand R econciliation, MRT, T olerance of Uncertainty, 

P red ic tive  A ccuracy and S tructu re . In the equation rep o rted  e a r l ie r ,  238.13 

is  the Y in te rcep t o r  the elevation of the fitted  reg re ss io n  plane and the coeffi

c ien ts 5 .25 , .1 9 , -1 .2 3 , -3 .1 8 , and .43 a re  the p a rtia l re g re ss io n  coefficients. 

These p a rtia l re g re ss io n  coefficients each  m easure  the av erag e  influence on Y 

when the o ther coefficients a re  held constant.
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Conclusion

M an's "ontological acceleration" has allowed him  to move toward the r e a l

ization of his inner "m oiphogenic p roperty . " Human behavior which is regarded  

a s  an expression  of anticipation is m an’s m eans for understanding him self, his 

surroundings, and h is  behavior. This tra n s fo rm ii^  of self occurs when the 

individual's resp o n ses  come from  the p ro p e r level of self and a re  adjusted by an 

in te rna l feedback loop urging him  to do it righ t. Mas low felt tha t, "Experiencing 

is  only the beginning of knowledge" and in o rd e r to pursue the tru th , to d iscover 

and develop a way of experiencing the h ighest levels of human aw areness, to 

re se a rc h  the b est socia l conditions in which m an m ight b ring  him self to a full 

hum anness n ecess ita te s  the em p irica l m ethods of science and the aesthetics of 

philosophical inquiry.

If the "hum an use of human beings" rem ains as the v ision, then m anagers 

of society  m ust continue to synthesize the "cybernetics of organizational and 

human values. " This "fusion p ro c e ss"  focuses on the a ttem pts to personalize 

the organization and to  socia lize  the individual. Fulfilling both these needs 

re q u ire s  a high o rd e r  of m anageria l percep tual sensitiv ity  and in terpersonal com 

m unication. A psychocybem etic organizational system  recognizes m an 's  p o ssi

b ility  of c reating  h is  own future. In the w ords of so la r  astronom er R oberts:

In our explosively changing w orld  it is no longer sufficient t o  live 
with philosophies o r re lig ions sim ply handed down from an older generation.
. . . R ather than sim ply fight fo r the p reserv a tio n  of the old things that a re  
good, we m u st p lan  c reative ly  a lso  to  shape the new. We m ust com m it o u r
selves to  d a re  to  build the w orld  we want, knowing that it  is  possible if we 
bu t demand it.

W alter O rr  R oberts, "Science, A W ellspring of Our Discontent, " 
A m erican Scholar. 1967, p. 260.



EPILOGUE

. . . It Is in fact nothing sh o rt of a m irac le  that the m odern 
methods of instruction  have not yet en tire ly  s trang led  the 
holy curiosity  of inquiry; fo r th is  delicate little  p lant, aside 
from  stim ulation, stands m ainly  in need of freedom ; without 
th is  it goes to w rack  and ru in  without fail.

A lbert E inste in

"TRUTH” is  the e te rn a l fitness of things. As a 
state  of m ind, it re p re se n ts  things and fac ts  -  AS 
THEY ARE. It is the opposite of falsehood.

"CHRIST IS THE TRUTH"

Arvid Rudolph Scherling
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D ear S ir:

State Vocational R ehabilitation agencies for the past few y e a rs  have been con
ducting studies into the re la tionsh ip  betw een the co u n se lo r's  job satisfaction  
and th e ir  su p e rv iso r 's  leadersh ip  behavior. These studies have added valuable 
inform ation to understanding the s iç e rv iso r-co u n se lo r re la tio n sh ip . As a 
g raduate student a t the U niversity of Oklahoma, I am conducting th is  re sea rc h  
in  o rd e r to extend the knowledge in th is  on-going re se a rc h  p rog ram .

This study has been approved by a faculty com m ittee a t the U niversity  and will 
be conducted under the superv ision  of the Regional R ehabilitation R esearch  
Institu te  at the U niversity  of Oklahoma. The Oklahoma Vocational R ehabilitation 
agency was approached and ag reed  to pa rtic ip a te  in th is re s e a rc h  study.

The num ber of re sp o n ses  received  w ill have an effect upon the valid ity  of this 
study. T herefo re , I hope each of you will cooperate in the re q u e s t to  complete 
and re tu rn  the questionnaires enclosed. The questionnaires w ill req u ire  your 
own personal feeling and th e re fo re  the re su lt w ill be com pletely anonymous.
Do not sign your nam e to any of the fo rm s. At no tim e will any agency re p re 
sentative see your individual re sp o n ses. Because I d e s ire  to get your own 
p e rso n a l feelings, p lease  do not d iscu ss  your answ ers with o th ers .

The com pletion of these questionnaires should not req u ire  m o re  than an estim ated  
45 m inutes. I would apprecia te  your filling out these questionnaires  and m ailing 
them  to me today o r tom orrow . Your partic ipa tion  will have a  d ire c t influence 
on the re se a rc h  re s u lts . Thank you fo r your cooperation.

S incerely ,

Steven Arvid Scherling 
U niversity  of Oklahoma

enclosu res
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DIRECTIONS (SUPERVISOR)

To fac ilita te  the completion of th is su rvey , p lease  follow the steps 

outlined below in com pleting the questionnaires.

STEP 1. Read the d irections before  com pleting each 
questionnaire.

STEP 2. Complete the P ersona l Data Form .

STEP 3. Complete the Modified R eperto ry  Test.

STEP 4. Complete the Leader Opinion Q uestionnaire.
P lease  describe a s  accura te ly  as possible 
your own leadership  behavior. Be su re  to 
answ er a ll 40 questions.

STEP 5. When you have com pleted the th ree  question
n a ires  check to see  that a ll questions have 
been answ ered. Then, place a ll m a te ria ls  in 
the brown envelope and seal it.
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PERSONAL DATA (SUPERVISOR)

1. Job Title

2. M a le____________  F e m a le _____________

3. A g e_____________

4. Number of counselo rs o r p ro fessionals superv ised

5. Number of y ea rs  em ployed as a su p e rv iso r_______

6 . Num ber of y ea rs  counseling experience p r io r  to  becom ing a super
v iso r  _________________

7. Educational (answer those tha t apply)

a. B achelo r's  D egree: Y e s _______  N o _______  M a jo r________

If "No" num ber of hours tow ards B ache lo r's

b. M aste r 's  D egree: Y e s _______  N o_______  M ajor

If "No" num ber of hours tow ards M as te r 's

c . D octor's  D egree: Y e s   N o _______  M ajor

If "No" num ber of hours tow ards D octor's
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DIRECTION (COUNSELOR)

To fac ilita te  the com pletion of th is  survey , p lease  follow the steps 

outlined below in com pleting the questionnaires.

STEP 1. Read the d irec tions before com pleting each
questionnaire.

STEP 2. Complete the L eader Behavior D escription
Q uestionnaire (in blue). P lease  d escribe  as 
accurately  a s  possible the leadersh ip  behavior 
of your im m ediate superv iso r.

STEP 3 . Complete the Job Satisfaction Inventory. This
instrum ent a sk s  that you indicate the amount 
of satisfaction  th a t you derive  from  your coun
seling position in the agency.

STEP 4. When you have com pleted the th ree  question
na ires  check to see that a ll questions have 
been answ ered. Then, place a ll m a te ria ls  in 
the brown se lf-a d d ressed  envelope, sea l it, 
and m ail d irec tly  to the re s e a rc h e r .
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PERSONAL DATA (COUNSELOR)

1. Job Title

2. M ale___________ F e m a le ____________

3. A g e____________

4. Number of y ea rs  employed in p resen t p o s itio n____________

5. Educational (answer those tha t apply)

a. B ache lo r's  D egree: Y e s ______  N o______  M ajor

If "No" num ber of hours tow ards B a c h e lo r 's_________

b. M as te r 's  D egree: Y e s _______  N o_______  M ajor _

If "No" num ber of hours tow ards M aste r's
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LEADER BEHAVIOR DESCRIPTION QUESTIONNAIRE-Form XII

Originated by stofF members of 
The Ohio State Leadership Studies 

and  revised by the 
Bureau of Business Research

Purpose of the Questionn.iire

On the following pages is a list of items that may be used to describe the behavior 
of your supervisor. Each item describes a specific kind of behavior, but docs not 
ask you to judge whether the behavior is desirable or undesirable. Although some 
items may appear similar, they express différence:, tl.at are important in the descrip
tion of leadership. Each item should be considered as a separate description. This is 
not a test of ability or consistency in making answers. Its only purpose is to make 
it possible for you to describe, as accurately as you can, the behavior of your super
visor.

Note: The term, “group," as employed in the following items, refers to a depart
ment, division, or other unit of organization that is supervised by the person being 
described.

The term “members" refers to all the people in the unit of organization that is 
supervised by the person being described.

Published by

Bureau of Business Research 
College of Commerce and Administration 

The Ohio State University 
Columbus, Ohio

Copyright 1962
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a. READ each item carefully.

b. THINK, about how frequently the leader engages in the behavior described by the item.

c. D ECID E whether he (A ) alivays, (B ) often, (C ) occasionally, (D ) seldom or (E ) never acts as 
described by the item.

d. DRAW  A CIRCLE around one of the five letters ( A B O D E )  following the item to show the 
answer you have selected.

A  — Always 

B — Often 

C  — Occasionally 

D  — Seldom 

E  — Never

e. M ARK your answers as shown in the examples below.

Example: H e often acts as described.........................................................................  A O D E

Example: H e never acts as described.........................................................................  A  B C  D

Example: H e occasionally acts as described.............................................................. A  B D  E

1. H e acts as the spokesman of the group...........................................................  A  B C  D  E

2. H e waits patiently for the results of a decision...............................................  A  B C  D  E

3. H e makes pep talks to stimulate the group..................................................... A  B C  D  E

4. H e lets group members know what is expected of them ..........................  A  B C  D  E

5. H e allows the members complete freedom in their....w ork..........................  A  B C  D  £

6. H e is hesitant about taking initiative in the group .......................................  A  B C  D  E

7. H e is friendly and approachable........................................................................  A  B C  D  E

8. H e encourages overtime w ork............................................................................  A B C  D  E

9. H e makes accurate decisions................................................................................  A  B C  D  E

10. H e  gets along well w ith the people above h im ...............................................  A B O D E

11. H e publicizes the activities of the group........................................................... A B C  D  E

12. H e becomes anxious when he cannot find out what is coming next  A B O D E
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A — Always 

B — Often 

C ” » Occasionally 

D  — Seldom 

E — Never

A B C D E

A B C D E

A B C D E

A B C D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D £

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E



A — Alway*

B "  Often 

C «“ Occasionally 

D  — Seldom 

E “ Never

41. H e represents the groujp at outside meetings.

A B C D E

A B C D E

A B C D E

A B C D Z,

A B C D E

A B C D E

A B C D E

A B C D E

A B c D c

A 6 c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E



A — Always 

B — Often 

C — Occasionally 

D  Seldom 

E  — Never

61. H e gets swamped by details............................................................................

62. H e can wait just so long, then blows up .......................................................

63. H e speaks from a strong inner conviction.....................................................

64. H e makes sure that his part in the group is understood by the group 
members .............................................................................................................

65. H e is reluctant to allow the members any freedom of action.................

66. H e lets some members have authority that he should keep.....................

67. H e looks out for the personal welfare of group m em bers........................

He permits the members to take it easy in their w ork ..............................

6'>. H e sees to it that the work of the group is coordinated..........................

70. His word carries weight with his superiors.................................................

71. He gets things all tairgled u p ..........................................................................

72. H e remains calm when uncertain about coming events.........................

73. H$ is an inspiring talker....................................................................................

74. H e schedules the work to be done.................................................................

75. H e allows the group a high degree of initiative.........................................

76. H e takes full charge when emergencies arise.............................................

77. H e is willing to make changes........................................................................

78. H e drives hard when there is a job to be done...........................................

79. H e helps group members settle their differences.......................................

80. H e gets what he asks for from his superiors...............................................

81. H e can reduce a madhouse to system and order.........................................

82. He is able to delay action until the proper time occurs............................

S3. H e persuades others that his ideas are to their advantage........................

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D £

A B c D £

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E

A B c D E
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A — Always 

B — Often 

C — Occasionally 

D  — Seldom 

E — Never

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E

A B C D E
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LBDQ FORM XII — RECORD SHEET

Totals
1 . R epresentation 1___ 11 21 31 41

2 . Reconciliation 51 61* 71^ 81 91*

3. Toi. Uncertainty 2 12* 22 32 42* 52 62* 72 82 92*

4. P ersuasion 3 13 23 33 43 53* 63 73 83 93

5. S tructu re 4 14 24 34 44 54 64 74 84 94

6 . Toi. Freedom 5 15 25 35 45 55 65* 75 85 95

7. Role Assum ption 6* 16* 26* 36* 46* 56* 66* 76 86 96

8. C onsideration 7 17 27 37 47 57* 67 77 87* 97*

9. Production Emph 8 18 28 38 48 58 68* 78 88 98

10. P red ic tive  Acc 9 29 49 59 89

11. Integration 19 39 69 79 99

12. Superior O rient 10 20 30 40 50 60 70 80 90 100

♦S tarred  item s a re  sco red  1 2 3 4 5 
All o ther item s a re  sco red  5 4 3 2 1
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TABLE IV-1 

MEANS AND STANDARD DEVIATIONS

Subscale

Army
Division

Highway
P a tro l A irc ra ft M in isters Community

L eaders
Mean SD Mean SD Mean SD Mean SD Mean SD

1 . R epresentation 20 .0 3 .0 19.9 2 .8 19.8 2 .8 20 .4 2 .4 19.6 2 .4

2 . Demand R econciliation 19.2 2 .8 19.8 3 .1 19.7 3 .3

3. T olerance U ncertainty 36.2 4 .7 35.6 4 .6 33.2 6 .2 37.5 6 .3 37.7 5 .6

4. P e rsu asiv en ess 38.3 6 .2 37.9 5 .9 36.5 5 .5 42.1 4 .7 39.5 5. 5

5. Initiating S tructure 38.6 5 .7 39.7 4 .5 36.6 5 .4 38.7 4 .9 37.2 5.7

6 . Tolerance Freedom 35.9 6 .5 36.3 5 .3 38.0 5 .9 37.5 6 .0 36.4 5 .0

7. Role Assum ption 42.7 6 .1 42.7 5.3 40.9 5 .6 41.5 5 .4 39.8 5 .6

8. C onsideration 37.1 5 .6 36.9 6 .5 37.1 5 .8 42.5 5 .8 41.1 4.7

9. Production Em phasis 36.3 5.1 35.8 5 .7 36.1 5 .6 34.9 5 .1 35 .4 6 .8

10. P red ic tive  A ccuracy 18.1 2 .1 17.8 2,1 19.2 2 .6 20.5 2 .3 19.8 2 .5

11. Integration 19.5 2 .6 19.1 2 .7

12. Superior O rientation 39.9 4 .9 39.1 5.1 38.6 4.2

N um ber of case s 235 185 165 103 57

00
Oi



TABLE IV-1

MEANS AND STANDARD DEVIATIONS (Continued)

Subscale

C orporation
P resid en ts

Labor
P res id en ts

College
P resid en ts

Senators

Mean SD Mean SD Mean SD Mean SD

1 . R epresentation 20.5 1 .8 22 .2 2 .2 21.4 1.9 20.7 2 .5

2 . Demand Reconciliation 20.6 2.7 21 .5 3 .2 20.7 3 .5

3. T olerance Uncertainty 35.9 5 .4 40 .4 5 .6 37.2 5 .5 35.3 7.6

4. P e rsu asiv en ess 40.1 4.2 43.1 4 .8 41.1 4 .2 42.5 4 .6

5. Initiating S tructure 38.5 5 .0 38.3 5 .6 37.7 4.2 38.8 5. 5

6 . Tolerance Freedom 38.9 4 .9 38.0 4 .0 39.6 3 .9 36.6 6 .2

7. Role Assum ption 42.7 3 .5 43.3 5 .5 43.5 4.5 41.0 5 .7

8 . Considération 41.5 4 .0 42.3 5. 5 41.3 4.1 41.1 5 .9

9. Production Em phasis 38 .9 4 .4 36 .0 5 .0 36.2 5 .0 41.2 5 .2

10. P red ic tive  A ccuracy 20.1 1 .8 20.9 2 .0

11. Integration

12. Superior O rientation 43.2 3.1 42.9 2 .9

N um ber of C ases 55 44 55 44

Source: Ralph M. StogdlII, Manual for the L eader Behavior Q uestionnaire—Form  XII 
(Columbus, Ohio: B ureau of B usiness R esearch , College of C om m erce and A dm inistration, 
The Ohio State U niversity , 1963), p. 9-10.

00
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TABLE V-1

MEANS AND STANDARD DEVIATIONS FOR LOQ SCALES

Sample Consideration S tructu re
M SD M SD

241 In dustria l Forem en 54 .4 7.5 53.3 7 .8
394 Em ployees 57 .0 5.5 44.2 3. 9

60 G eneral Forem en 58.0 6 .4 52 .4 7.6
80 B akery Supervisors 62.1 7.1 48.9 8.5
68 Executives 55.3 6.5 50.6 7.0
51 H ospital A dm inistra to rs 56 .0 5.7 43 .0 7.8
24 R e se a r c h  and E ng ineering  M anagers 54 .0 5.3 50.3 5 .4
38 B usiness School P ro fe sso rs 54.6 - 47 .5 -
86 Office S iç e rv iso rs 53.2 8.0 54.3 7.0
23 R esearch  M anagers (chemical) 55.2 6 .0 50 .9 5.6
21 Engineering S iqiervisors (a ircraft) 52 .8 5.9 50.2 8.2

118 A ir F o rce  NCOs 56.6 7.7 54 .2 7 .5
274 Navy OCs 44.2 8.5 55 .4 7.0

80 F orem en of a P harm aceu tical Company 54.7 6.9 51 .9 7.1
25 D epartm ent M anagers of Soap and

D etergent Company 56.8 7.2 55.6 6.2
33 C en tra lized  Bank M anagers 55.2 6.5 52.3 7.6
32 D ecentralized  Bank M anagers 56.7 8.0 52.8 8 .4

102 E lectron ics M anagers (all levels) 53.9 6 .6 49 .0 5 .9
84 E lectron ics M anagers (first-line) 53 .9 6.7 49 .0 6.1

493 Middle M anagers 52.0 5.5 49.7 5.9
18 H ospital Head N urses 54.5 6.8 49.8 7 .0
59 U tility Supervisors 54.7 6.6 46.8 6 .4

169 Store M anagers of National Chain 53.0 7.2 65 .0 6 .5
168 A ssis tan t Store M anagers of National

Chain 51.0 7.6 5 6 .7 7.1
28 M anagement T raining Students 53.6 5 .0 44.3 8.2
14 Production Line F orem en Candidates 49.3 9.7 54.8 8.2
41 U niversity  Night C lass  (male employed) 51.8 5.1 5 2 .0 7 .1
29 Chem ical M anagers 55.1 5.3 52.7 8.2
29 Bank B ranch M anagers 54.5 4.5 51.9 5 .4
40 C en tral Bank O fficers 56.7 8.1 53.2 8.8
45 Bank Management T rainee  Applicants 53 .9 6.2 5 3 .9 7 .9

582 Catalog O rder P lant Siq?ervisors
158 D epartm ent M anagers 56.3 8.3 53 .8 8.2
424 Division M anagers 56 .4 7.2 53.1 5 .5

71 Male Civil Service S upervisors 54.8 7 .0 42.6 7 .9
28 Youth O Rwrtunity C en ter Supervisors 52.1 6 .4 47.8 6 .4

Source : Edwin A. F leishm an, Manual fo r  Leadership Opinion Ques
tionnaire  (Chicago, 111. ; Science R esearch  A ssocia tes, In c ., 1969), p. 9.
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MODIFIED REPERTORY TEST

I n s t r u c t i o n s  :

A t  t h e  t o p  o f  e a c h  c o l u m n  a r e  10  
r o l e  t y p e s .  P l e a s e  l i s t  i n  t h e  s p a c e  
f o l l o w i n g  e a c h  r o l e  t y p e  t h e  name o r  i n i 
t i a l s  o f  10  p e r s o n s  who m o s t  c l o s e l y  
m a t c h  t h e s e  d e s c r i p t i o n s .  T h e s e  s h o u l d  
b e  p e o p l e  y o u  know p e r s o n a l l y .  Do n o t  
r e p e a t  a n y  n a m e s . When y o u  a r e  f i n i s h e d ,  
y o u  may e r a s e  t h e  nam es  o r  i n i t i a l s  s i n c e  
t h i s  i s  o n l y  i n t e n d e d  t o  h e l p  y o u  i d e n t i f y  
t h e  s am e  p e r s o n  t h r o u g h o u t  t h e  f o l l o w i n g  
a s s e s s m e n t •

N e x t ,  1 w o u l d  l i k e  y o u  t o  r a t e  e a c h  
o f  t h e s e  10  p e r s o n s  on  a n u m b e r  o f  c h a r 
a c t e r i s t i c s .  E a c h  row  i s  i d e n t i f i e d  w i t h  
a  b i p o l a r  c h a r a c t e r i s t i c ,  w h i c h  i s  d i v i d e d  
i n t o  a  s i x - s t e p  s c a l e  r a n g i n g  f r o m  +3 t o  
- 3 .  F o r  p e r s o n  " a "  d e c i d e  how y o u  w o u l d  
r a t e  h i m  o n  t h e  f i r s t  c h a r a c t e r i s t i c ,  
w h i c h  i s  OUTGOING-SHY. ^ 3 m e a n s  h e  i s  
v e r y  o u t g o i n g  a n d  -3  m e a n s  h e  i s  v e r y  s h y .  
You may a l s o  u s e  +2 , +1 , - 1  o r  - 2  t o  i n d i 
c a t e  y o u r  e s t i m a t e  o f  t h i s  p e r s o n  on  t h i s  
c h a r a c t e r i s t i c .  P l a c e  y o u r  r a t i n g  i n  t h e  
s q u a r e  c o r r e s p o n d i n g  t o  t h e  p e r s o n  b e i n g  
r a t e d  a n d  t h a t  c h a r a c t e r i s t i c .  C o n t i n u e  
t o  r a t e  t h e  o t h e r  p e r s o n s  o n  t h i s  f i r s t  
c h a r a c t e r i s t i c  a n d  t h e n  r e p e a t  t h e  r a t i n g s  
u s i n g  t h e  o t h e r  c h a r a c t e r i s t i c s .  When 
y o u  h a v e  f i n i s h e d  e v e r y  s q u a r e  s h o u l d  
c o n t a i n  a  + o r  -  n u m b e r .
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PARAGRAPH COMPl.irrtON

On t h e  f o l l o w i n g  p a g e s  y o u  w i l l  b e  a s k e d  t o  com 
p l e t e  c e r t a i n  s e n t e n c e s  a n d  w r i t e  a  s h o r t  p a r a g r a p h .

On e a c h  p a g e  y o u  w i l l  f i n d  t h e  b e g i n n i n g  o f  a  
s e n t e n c e ,  a n d  y o u r  t a s k  i s  t o  c o m p l e t e  i t .

F o r  e x a m p l e :  I  l i k e  . . .

When y o u  a r e  g i v e n  t h e  s i g n a l ,  t u r n  t o  P a g e  1 .  Com
p l e t e  t h e  s e n t e n c e  g i v e n  a n d  w r i t e  a t  l e a s t  t h r e e  a d d i t i o n a l  
s e n t e n c e s .  You w i l l  b e  g i v e n  1 30  s e c o n d s .  A f t e r  1 1 0  s e c 
o n d s ,  I  w i l l  s a y  " F i n i s h  y o u r  s e n t e n c e , "  a n d  a t  1 3 0  s e c o n d s  
I  w i l l  a s k  y o u  t o  t u r n  t o  t h e  n e x t  p a g e .  Make s u r e  y o u  
c o m p l e t e  y o u r  l a s t  s e n t e n c e s .  T h e r e  a r e  5 p a g e s  i n  a l l .

W r i t e  y o u r  s e n t e n c e s  a s  q u i c k l y  b u t  a s  c l e a r l y  
a s  p o s s i b l e .

Do n o t  t u r n  t h i s  p a g e  u n t i l  y o u  a r e  g i v e n  t h e  s i g n a l ,
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When s o m e o n e  d i s a g r e e s  w i t h  me . • .

T r y  t o  w r i t e  a t  l e a s t  3 s e n t e n c e s .

Do not turn this p a g e  until you are given the signal
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When I am in doubt . . .

Try to write at least 3 sentences.
Do not turn this page until you are given the signal.
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R u l e s  . . .

Try to write at least 3 sentences.
Do not turn this page until you are given the signal
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When others criticize me it usually means

Try to write at least 3 sentences.
Do not turn this page until you are given the signal
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Confusion . . .

Try to write at least 3 sentences.
Do not turn this page until you are given the signal
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JOB SATISFACTION INVENTORY

The following specific statements concern your feelings, 
beliefs, and attitudes. There are 70 items in this inven
tory. For each statement, a five-point scale is provided 
indicating whether you always, often, occasionally, seldom, 
or rarely do, feel, or see others as doing as the statement 
suggests. Thus, for example, you would check the space "E" 
on the scale if you rarely engage in the activity described:

I worry a lot about my job.

B D E 

: X

Or, see others as engaging rarely in an activity:

The policies and problems of the 
people under whom I work are ade
quately explained to me. : X

To aid you in answering this inventory, the terms 
always, often, occasionally, seldom, and rarely have been 
defined on a percentage basis, as follows:

"A"- -Always: means from 86 to 1 0 0 percent of the t line

"B"--Often : means from 66 to 85 percent of the time

*'C"--Occasionally: means from 36 to 65 percent of the time

" D " - -Seldom: means from 16 to 35 percent of the time

"E"- -Rarely: means from 0 to 15 percent of the t ime

These percent listings have been given at the top of each 
page in the inventory. There are no "right" or "wrong" 
answers to these statements. Work as rapidly as you can 
without being careless, and do not spend too much time on any 
one statement.
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"A"--Alwavs (86% to 100%) "D"--Seldom (l6% to 35%)
"B’’--Often (66% to 85%) "E"--Rarely (0% to 15%)
''C'--Occasionally (36% to 65%)

Answer every question. A B O D E

1. If I had a choice, I would choose a 
job in my present line of work over
one in any other line of work.________   ;___ :___ :__

2. I feel that I have an adequate 
understanding of what is expected
of me in my job._______________________ ___ :____ ’___ ’ ___ •__

3. It is necessary for me to do things
I dislike in order to get promotions. ______:____:___ :___ :__

4. I feel that to me others could make 
ray work easier if they cared to do
so._____________________________________ ___ •____•___ •___ •__

5. I worry a lot about my daily work. _____:____:___ :___ :__
6. I feel if I could start over again, 

at l8, I would choose a different
line of work.______________________________ :____ ‘___ ’ ___ •__

7. I feel that people in general
respect my job.________________________ ___ =___ ' ___ ' ___ •__

8. There are too many people telling
me what to do. : . •___ • ___ •__

9. I feel that I can always trust the
people under whom I work. :____ •  ’  - __

10. My life would seem empty without my
work to occupy me. :____:___ •___ •__

11. My present job requires me to work
too long hours. _  : •  ' ___ ' ___

12. I am glad to get back to my job
after a vacation. : : • •__

13. I feel that I am as efficient as
the average person with whom I work. ___ :___ :___ :___ :__

14. My work is too confining to suit me. ____ :___ :___ :___ :__
1 5 . I feel I am paid a fair salary for

the work I do. : '  ' •__
1 6 . I feel that my work utilizes my

full capacities. • • . •___ ' __
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”A"--Always (8 6% to 100%) "D"--Seldom (l6% to 35%)
"B"--Often (6 6% to 8 5%) "E"--Rarely (0% to 15%)
”C"--Occasioiially ( 36% to 6 5%)

Answer every question. A B O D E

17* I feel that I am "in a rut"
vocationally._______________________  :____:___ :___ :__

1 8 . I feel that I know where I stand
with my present employer.  :____:___ :___ :__

1 9 « I feel that my work has a bad
effect on my health. ;___ :___ :___ :__

20. I come home upset, angry or irri
table because of something that
happened at work.  :____:___ :___ :__

21. I feel competent and fully able
to handle my job.___________________  :____;____; ;__

22. I feel my work suffers because
I have too much to do.  ; :___ :___ :__

2 3 . I would decline an opportunity to 
change my present job for one of
equal pay, security and status. ___ ;____:___ :___ :__

24. I think it is possible to attain 
my vocational goals in that por
tion of life that is still ahead
of me. : : : :

2 5 . I feel that my family and friends
respect my vocation. : : : :

2 6 . I feel there is adequate transpor
tation available to me in going
to and from work, as well as in
my work when called for. : : : :__

2 7 . I think I really wanted to enter
my present job when I started it. : : : :

2 8 . I regard my present position as
a lifetime career. : : : :

29* I think tny present job is in the 
area of work (not necessarily the 
same job) I wish to remain in
permanently. : : : :

3 0 . I expect my job to give me more
satisfaction the longer I have it. : : : :
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”A"--Always (8 6% to 100%) "D"--Seldom (l6% to 35%)
"B"--Often (6 6% to 8 5%) "E''--Rarely (0% to 15%)
"C"--Occasionally (3 6% to 6 5%)

Answer every question* A B C D

3 1 . I feel I have had definite adequate
preparation for the job I now hold. ___:____:___ :__

3 2 . I feel I have made real and lasting
friends among my working associates. ___:____:___ :__

33. My position forces me to work with
certain individuals whom I dislike. ___:____:___ • __

3 4 . I get discouraged in my present job.  : :___ :__
35» I feel that my job detracts from my

status in the community where I live. ___:____:___ :__
3 6 . I consider my work surroundings to

be as pleasant as they should be.  :____:___ :__
37# I feel I have eventual retirement

security in my job.____________________  :___ :__
3 8 . I get restless during working hours, 

and feel that the day is dragging
endlessly.______________________________ :____:___ ' __

39- I feel that there should be more 
people to help with the work I am
doing. :___ ’ ____________ • __

40. I like my present job better than
any other I have ever had. : : :

41. My job gives me more real personal 
satisfaction than the things I do
in my spare time. : :___ :__

42. I feel my occupation forces me to 
live in home surroundings which are 
uncomfortable or inadequate accord
ing to my standards. : : :

4 3 . I wonder whether the people under
whom I work approve of my work. :___ :___ :__

44. I think my job gets more difficult
for me each year.______________________  :____ • ___ :__

4 5 . My present job gets me badly flus
tered and jittery. ’• _ : .___«___

46. The policies and problems of the 
people under whom I work are ade
quately explained to me. : : :
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"A”--Always (86% to 100%) "D"— Seldom (l6% to 33%)
"B"--Often (66% to 85%) »E"--Rarely (0% to 15%)
"C”--Occasionally (36% to 65%)

Answer every question. A B C D

4?. I feel that my general interests and 
attitudes are about the same as those 
of my fellow workers who have similar
jobs.___________________________________  :____:___ :__

48. The method of payment of my earnings
causes me inconvenience. :___ :___ :__

4 9 . I feel at ease in the presence of
the people under whom I work. :___ :___ :__

5 0 . I am so interested in my work that I 
talk about it a great deal even after
working hours. :___ :___ :__

5 1 . I feel I am kept from living as I 
would like because of insufficient
income. • ___ :___ :__

5 2 . I am satisfied with the degree to 
which my present job gives me an
opportunity to express my own ideas.  ___:____:___ :__

53» I find iuy work so interesting that 
it is on my mind a lot when I am
not at work. : :___ :__

5 4 . I feel I have made a success of my
job thus far in my career. : : :__

55» My present job forces me to maintain
too fast a pace. : :___ :__

5 6 . I feel that my working associates
regard me as an equal.  :____:___

5 7 . I feel that I must look outside my 
work for those things that make life
worthwhile and interesting.  :____:___ ;__

5 8 . My income is sufficient to meet my 
financial obligations and support
my family. : :___ ' __

5 9 . I feel that my associates stimulate
me to do better work. : : :

6 0 . I think my.job has "smothered" my 
personality. ’ : :
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"A"--Always (86% to 100%) "D"— Seldom (l6% to 35%)
"B"--Often (66% to 8 5%) "E"— Rarely (0% to 15%)
"C"--Occasionally (3 6% to 6 5%)

Answer every question. A B O D E

6 1 . My vocational future looks promising
to ni6 • * * " * _

6 2 . I feel that I am really interested in
my present job. ___ :____:___ :___ ' ___

6 3 . I get along well with the persons
with whom I work on my present job. ____ ;____:___ :___ :___

64. The people under whom I work make 
available the materials, information 
and assistance required to do my best
work. ___ :____:___ • ___ *

6 5 . I feel that the people under whom I 
work make unfair demands on my free
time. * * Î • Î

66. I am afraid of losing my job. ___ :____:___ :___ :___
6 7 . I feel that I will become more pro

ficient at my work the longer I have
it._________________________________________ :____:___ :___ :___

68. Those with whom I work seem unreason
able in their dealings with me. : :___ :___ :___

6 9 . I feel my present job helps me toward 
the financial goals I have set for
myself. : : : :___

7 0 . The people under whom I work are 
desirous of and willing to make 
improvements in my working condi
tions. :____:___ :___ ’ ___

You may use the rest of this sheet for any comments you would 
like to make concerning this inventory. Thank you for your 
help.
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JOB SATISFACTION INVENTORY

C ategories and Inventory Item N um bers:

1. Physical and m ental exertion  (7)
11*, 19*, 22*, 38*, 39*, 44*, 55*

2. R elations with a sso c ia te s  (7)
4*, 32, 33*, 47, 59, 63, 68*

3. R elations with em ployer (10)
3*, 8*, 9, 18, 43*, 46, 49, 64, 65*, 70

4. S ecurity , advancem ent, and finances (7)
13, 15, 37, 48*, 51*, 58, 66*

5. In te re s t in, liking fo r, and em otional involvem ent 
in the job (18)
1, 5*, 10, 12, 17*, 20*, 23, 27, 29, 34*, 40, 41, 45*, 
50, 53, 57*, 60*, 62

6. Job inform ation, tra in ing  and sta tus (8)
2, 7, 16, 21, 25, 31, 35*, 56

7. Physical surroundings and work conditions (5)
14*, 26 , 36 , 42*, 52

8. F u tu re , goals and p ro g re ss  (8)
6*, 24, 28, 30, 54, 61, 67, 69

The num ber in ( ) a fte r each  category indicates the num ber of 
item s in th is  a re a . The num bers below a re  the app rop ria te  item 
num bers from  the Job Satisfaction Inventory.

* S ta rred  item s a re  sco red  1 2 3 4 5 
All o th e r item s a re  sco red  5 4 3 2 1
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TABLE X-1

R elationship  Between Counselor A ssessm en ts  of Supervisory Behavior
and Counselor Job Satisfaction

JSI A reas i
S uperv isory  Behavior 1 2 3  4 5 6 7 8 Total

In itiation  S tructure  .08 .31* .35* .06 ,22* .21 .17 .29* .30*
T o lerance  of Freedom  .22* .48* .55* .13 .30* .27* .41* .30* .45*
C onsideration  .22* .48* .61* .13  .27* .23* .35* .27* .43*
Production  Em phasis - .1 5  .11 .04  - . 0 7  .14 .09 .01 .14 .08

* Significantly d ifferen t from zero  a t o r  beyond ,001 level of confidence.

^The JSI a re a s  a re :  (1) P hysical and m ental exertion , (2) re la tions with 
a sso c ia te s , (3) re la tio n s  w ith em ployer, (4) secu rity , advancem ent, and finances, 
(5) in te re s t in the job, (6) job inform ation, tra in in g , and s ta tu s , (7) physical work 
conditions, (8) fu ture, goals, and p ro g re s s ; Total job satisfac tion .

TABLE X-2

R elationship  Between C ounselor A ssessm en ts  of Supervisory  Behavior
and In te rp erso n al V alues

RI A reas^
S uperv iso ry  Behavior_______________ 1_______ 2_______ 3________4 Total

In itia tion  S tructu re .41* .30* .26* .41* .38*
T o lerance  of Freedom . 68* .60* .47* .65* . 66*
C onsideration .72* .61* .57* .72* .72*
P roduction  Em phasis .02 .00 .01 .04 .02

*Significantly d ifferen t from  zero  a t o r  beyond the . 001 level of confidence.

^The RI a re a s  a re :  (1) Empathie understanding, (2) level of reg a rd , (3) 
unconditionality of re g a rd , (4) congruence, to ta l.
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TABLE X-3

JSI M eans and Standard D eviations (N = 230)

JSI Sub sca les Mean S.D .

P hysica l and m ental exertion 29.9 3 .9
R elations with a sso c ia te s 28.0 3 .9
R elations with em ployer 40.3 6 .7
Security /advancem ent/finances 27.4 4 .2
In te re s t in job 69.8 10.8
Jo b  inform ation, tra in in g  and status 33.3 3 .8
P h y sica l work conditions 20.7 3 .1
F u tu re , goals and p ro g re ss 30.4 5. 8
T otal Job Satisfaction 279.9 31 .9

TABLE X-4

LBDQ M eans and Standard D eviations (N = 230)

LBDQ Subscales Mean S.D. Range

T olerance of Rreedom 39.7 7.1 13 -  50
C onsideration 37.8 7 .5 12 -  50
In itiation  of S tructu re 35.9 5 .7 18 -  50
Production  Em phasis 31 .3 6.1 14 -  46

Source: W ilbur J .  Aiken, Stanley J .  Sm its and Donald J .  D ollar, "L ead e r
sh ip  B ehavior and Job Satisfaction in State R ehabilitation A gencies, " Experim en
ta l  Publications S ystem s. No. 5, Ms No. 181A,(W ashington, D. C. : A m erican 
Psychological A ssociation, 1970).
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TABLE X-5

LOQ MEAN, STANDARD DEVIATIONS AND RANGE

LOQ Subscales Mean S. D. Range

C onsideration 56.96 5.58 44 -7 6

Structure 44.89 7.52 22 -7 1

Source: Stanley J .  Sm ite, Leadership B ehavior of Supervisor in State 
R ehabilitation A gencies. (Atlanta: G eorgia State U niversity , 1971).
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TABLE XI-1

D iscrim inant Function Coefficients for Scores on the Job Satisfaction Inventory 
Obtained F rom  C ounselors Retained vs. T erm inated  at Followup

D iscrim inant Function I D iscrim inant Function II 
JSI V ariable_________________(Term inated. N = 41) ^Retained. N = 202)

Physical, m ental exertion 1.713 1.760
R elations with assoc ia tes 0.722 0.860
R elations with em ployer -0 .355 -0 .356
Security /advancem ent/finances 0.744 0.851
In te re s t, involvem ent in the job 0.241 0.325
Job Inform ation, tra in ing , status 1.684 1.444
Physical w ork conditions 0.342 0.311
F u tu re , goals, p ro g ress -0 .946 -0 .940

Constant -62.632 -67.858

G eneralized M ahalanobis D^ = 39.529 with 8 degrees of freedom  (P <  . 001). 
The d2  of 39.529 is in terp re ted  as a C hi-square with eight degrees of freedom , 
i . e .  the num ber of v a riab les  plus the num ber groups m inus one degree  of free 
dom for groups and one for va riab les .

TABLE Xl-2

Application of the D iscrim inant Function C oefficients to P red icting  
Counselfor Employment Status a t Followiq)

EMPLOYMENT STATUS 
C orrec tly  Predicted Incorrectly  P red ic ted

___________________________(Hits)____________________________(M isses)_________

T erm inated  27 14
Retained 148 54

Total 175 68
Percen tage  72% 28%

Source: Stanley J . Sm lts, "Job Satisfaction and Employment Turnover in 
State R ehabilitation A gencies: R esults of a  Followup Study, " in S. J .  Sm its, 
L eadersh ip  B ehavior of Supervisors in State R ehabilitation Agencies (Atlanta: 
G eorgia State U niversity, 1971, pp. 22-31.
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TABLE Xn-1

C orre la tion  Coefficients Between Job Satisfaction Scores and Perceived  
L eader B ehavior Scores (N = 250).

JSI^ C onsideration Initiating S tructure

1 . 20* .09
2 .41* .26*
3 .59* .37*
4 .32* .24*
5 .32* . 21*
6 .37* .27*
7 .34* .26*
8 .35* .32*

Total Score .46* .33*

* Significant a t  the . 01 level.

^(1) Physical and m ental exertion , (2) re la tio n s  with asso c ia tes , (3) r e la 
tions with em ployer, (4) secu rity , advancem ent, and finances, (5) in te re s t in 
the job, (6) job inform ation, tra in ing , and s ta tu s , (7) physical work conditions, 
(8) fu ture, goals, and p ro g re ss ; to ta l job sa tisfac tion .

TABLE XII-2

Mean and Standard D eviations of LBDQ and JSI Sub sca les  (N = 250)

Mean S.D .

LBDQ
C onsideration 40.87 10.02
Initiating S tructu re 40.49 8.50

JSI
P hysical and m enta l exertion 18.70 4.32
R elations w ith a sso c ia te s 19.59 3.79
Relations w ith em ployer 26.50 6.49
Security /advancem ent/finances 20.12 4 .18
In te re s t in job 50.93 9.78
Job inform ation, tra in ing  and sta tus 25.42 3 .54
Physical su rro u n d ii^ s  and w ork conditions 14.72 3.49
Future, goals and p ro g ress 23.51 5.16
Total Score 199.31 32.15

Source: R alf N. P ac inelli, "R ehabilitation C ounselor Job Satisfaction As 
It R elates  to  P erce ived  L eadersh ip  Behavior and Selected  Background F a c to rs , " 
(uqpublisbed docto ra l d isse rta tio n , Pennsylvania State U niversity, 1968), p. 58 .
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TABLE XIII-1 

LBDQ Means (N = 66)

LBDQ Subscales Mean

C onsideration 36.50

Tolerance of Freedom 38,44

Superior O rientation 36.03

Initiating S tructure 37.81

Production Em phasis 33.12

Source: C arro ll R. Bostic, "The Effect of Perceived  
Leadersh ip  Clim ate in the State Rehabilitation Agency", 
(Unpublished D octoral D isserta tion , U niversity of M issouri, 
1969).
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TABLE XIV-1

C en tral Tendency and V ariation of Cognitive Complexity 
Scores of Superintendents (N = 24)

Range Mean S.D.

107 -  173 137 17.2

TABLE XIV-2

Summary of L eader Behavior Ratings 
fo r Superintendents (N = 24)

LBDQ Subscale Range Mean S.D .

R epresentation 3 5 .0 -4 5 .8 40.6 2 .76
Demand Reconciliation 3 2 .4 -4 7 .0 41.2 3 .18
Tolerance of U ncertainty 21 .8 -4 4 .3 36.4 5 .08
P ersu asio n 3 2 .4 -4 5 .9 38.8 3 .2 0
Initiation of S tructure 3 3 .5 -4 4 .3 39.9 2 .8 0
T olerance of Freedom 2 9 .5 -4 4 .2 39.6 3 .75
Role Assum ption 3 6 .2 -5 5 .6 41.8 2 .67
C onsideration 2 9 .8 -4 6 .5 39.4 3 .9 4
P red ic tive  Accuracy 3 4 .0 -4 3 .0 39.2 2 .38
Integration 3 1 .6 -4 5 .6 39.3 3 .05

Source: Wilbur R. K elley," The Relationship Between Cognitive Com
plexity  and Leadership  Style in School Superintendents, " unpublished d o c to r 's  
d isse rta tio n . State U niversity a t Albany, 1967.
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TABLE XV-1

SUPERVISOR SCORES ON EACH RESEARCH INSTRUMENT

Supervisor PCT MRT
LOQI 
1 2 1 2 3 4

LBDQ 
5 6 7 8 9 10 11 12

1 6 81 59 49 20 19 37 38 40 36 40 38 35 18 19 38

2 6 113 59 45 20 22 41 39 40 40 41 40 33 19 20 39

3 4 114 53 40 18 19 28 36 40 41 36 39 35 17 18 36

4 3 - 60 40 19 19 34 37 40 38 42 38 35 17 20 38

5 6 159 56 40 20 22 40 38 43 43 42 42 32 20 21 39

6 6 132 56 50 19 20 31 37 40 41 42 39 32 19 20 38

7 6 193 53 43 20 21 39 39 42 43 42 43 37 21 23 41

8 6 137 58 48 17 20 40 35 34 43 40 44 33 19 20 38

9 6 203 52 54 21 17 34 36 43 46 36 46 39 19 22 39

10 7 238 57 43 20 19 38 36 40 41 43 35 33 19 18 42

11 4 113 59 32 19 20 38 33 37 41 38 35 31 17 18 36

12 6 118 56 34 19 20 42 34 37 46 36 39 31 19 18 36

13 9 158 54 43 16 14 24 28 30 37 49 33 25 14 13 26

14 6 106 47 36 14 12 30 24 34 23 26 23 39 15 9 33

15 5 - 43 56 19 18 34 40 41 39 42 37 37 19 18 37

IS9
(O
N )



TABLE XV-1 (Continued)

Supervisor PCT MRT
L o q l 
1 2 1 2 3 4 5

LBDQ
6 7 8 9 10 11 12

16 7 113 57 43 16 16 30 30 34 35 32 34 30 16 15 34

17 - 155 55 47 19 20 41 33 35 45 36 46 26 17 19 36

18 5 138 58 54 19 18 32 36 43 38 39 34 35 20 18 36

19 6 169 51 59 20 18 32 36 38 40 36 37 34 17 18 39

20 6 170 52 35 20 21 37 43 42 42 39 42 38 19 21 39

21 4 145 51 39 16 16 34 31 32 44 28 34 24 16 13 31

22 7 155 56 40 18 19 36 37 37 54 38 37 34 18 19 35

23 7 120 50 46 20 17 38 39 38 41 38 38 32 17 18 34

24 4 125 51 39 18 9 20 20 33 32 35 24 33 14 8 30

25 5 173 53 25 21 18 31 40 38 48 35 39 31 20 20 38

26 6 130 50 46 18 9 25 27 27 40 21 33 24 11 12 32

The IXDQ a re a s  a re : (1) C onsideration, (2) S tructu re .
The LBDQ a re a s  a re : (1) R epresentation , (2) Demand R econciliation, (3) Tolerance fo r U ncertainty, 

(4) P ersu asiv en ess , (5) Initiation of S tructu re , (6) Tolerance of F reedom , (7) Role A ssum ption, (8) C onsidera
tion, (9) Production E m phasis, (10) P red lc ltlv e  A ccuracy, (11) In tegration, (12) Superior O rientation.

CO
CO



TABLE XV-1 (Continued)

Supervisor 1 2 3
JS I^  

4 5 6 7 8 Total
Number

Supervised
Y ears a s  a 
Superv isor

Y ears as  a 
C ounselor

1 28 28 38 24 69 30 19 28 264 46 8 5 15

2 27 27 40 28 68 34 21 32 276 41 12 5 8
3 28 27 39 26 73 34 22 33 286 41 13 4 6
4 31 30 42 32 73 35 21 33 298 46 16 3 3

5 29 29 43 28 72 35 21 30 286 49 7 3 6
6 32 31 43 31 80 35 24 34 310 39 15 5 5

7 27 32 39 26 76 35 24 35 295 32 8 4 2
8 28 27 39 29 68 31 18 30 268 40 5 1 10
9 26 27 39 29 70 34 20 33 276 34 11 6 5

10 29 29 39 27 79 35 21 35 295 36 17 2 6
11 30 28 39 25 67 33 21 28 271 47 9 3 4

12 30 27 42 29 74 34 22 32 288 47 14 5 5

13 29 27 37 29 68 33 19 31 274 45 10 2 6
14 28 24 28 25 54 33 15 28 237 49 6 6 10
15 28 26 36 30 74 35 20 35 285 45 13 10 4

M
to



TABLE XV-1 (Continued)

Supervisor 1 2 3
JSI^ 

4 5 6 7 8 Total
Number

Supervised
Y ears a s  a 
Supervisor

Y ears  as a 
C ounselor

16 29 27 39 28 67 35 19 30 274 41 8 5 5

17 31 27 41 26 65 33 21 27 270 47 19 1 5

18 27 26 42 24 70 35 21 32 277 56 10 6 31

19 30 30 42 30 77 35 22 35 300 39 11 4 4

20 29 31 44 32 76 37 21 37 306 43 7 3 4

21 28 27 36 30 72 37 18 34 284 59 9 8 15

22 28 28 42 27 74 35 21 34 291 47 11 5 12
23 29 29 38 30 66 33 20 28 274 63 9 7 8
24 31 28 36 26 72 33 20 33 280 58 6 9 16

25 19 23 40 24 71 36 15 28 256 55 14 4 1
26 26 24 35 28 65 34 17 33 262 56 15 8 19

toto
en

The JSI a re a s  a re ; (1) Physical and Mental E xertion, (2) R elation w ith A ssocia tes, (3) Security , Advance
m ent and F inance, (4) In te re s t in the Job, (5) Job Inform ation, T raining, and Status, (6) Physical W ork Conditions, 
(7) Fu tu re , Goals, and P ro g ram s.
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TABLE XV-2

SUPERVISOR SCORES ON THE PARAGRAPH COMPLETION TEST

Superv isor D isagree Doubt Rules C ritic ism Confusion
Sum of Top 
Two Scores

1 2 2 2 3 3 6
2 1 2 3 3 2 6
3 2 2 2 1 1 4

4 1 1 2 1 1 3

5 2 2 4 2 2 6
6 3 2 3 1 2 6
7 2 2 3 3 2 6
8 4 2 2 1 2 6
9 3 3 3 2 1 6

10 2 4 2 3 2 7

11 2 2 2 1 1 4

12 3 2 2 3 0 6
13 6 3 3 3 3 9

14 3 1 2 2 3 6
15 2 2 2 2 3 5

16 4 2 1 3 2 7

17 2 0 2 2 0 -

18 3 2 2 1 2 5

19 2 1 3 3 2 6
20 3 3 3 3 0 6
21 2 2 2 2 2 4

22 3 2 4 3 2 7

23 4 2 3 2 3 7

24 2 1 2 2 0 4

25 3 2 1 2 0 5

26 2 2 3 3 2 6
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TABLE XVI-1 

LBDQ SUBSCALE INTERCORRELATIONS^

1 2 3 4 5 6 7 8 9 10 11 12

1 1 .00  .52 .42 .72 .70 .52 .38 .63 .31 .60 .73 .70

2 1.00 .82 .86 .75 .52 .60 .76 .34 .86 .88 .74

3 1.00 .70 .54 .44 .33 .64 .28 .71 .71 .67

4 1.00 ,75 .61 .47 .83 .34 .80 .93 .75

5 1.00 .27 .50 .58 .71 .86 .78 .78

6 1.00 .23 .70 -.12 .47 .65 .35

7 1.00 .43 .19 . 56 .5 4 .29

8 1.00 .22 .69 .93 .66
9 1.00 .53 .40 .58

10 1.00 .85 .79

11 1.00 . 80

12 1.00

(1) R epresentation , (2) Demand R econciliation, (3) Tolerance of U ncer
tain ty , (4) P ersu asiv en ess , (5) Initiation of S tructu re , (6) Tolerance of F reedom , 
(7) Role Assum ption, (8) C onsideration, (9) Production Em phasis, (10) P red ic tive  
A ccuracy, (11) In tegration, (12) Superior O rientation.

TABLE XVI-2 

LOQ SUBSCALE INTERCORRELATION

S tructu re

C onsideration .09
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TABLE XVI-3 

JSI SUBSCALE INTERCORRELATIONS^

1 1.00 .61 .11 .42 .22 .17 . 56 .25 .49

2 1.00 .52 .45 . 66 .16 .82 .52 .83

3 1.00 .32 .76 .37 .65 .38 .74

4 1.00 .33 .32 .28 .50 .57

5 1.00 .46 .71 .70 .90

6 1.00 .18 .58 .50

7 1.00 .56 .84

8 1.00 .78

Total 1.00

^(1) Physical and M ental Exertion, (2) R elation with A ssociates,
(3) R elation with Em ployer, (4) Security , Advancement and Finance, (5) 
In te re s t in the Job, (6) Job Inform ation, Training and Status, (7) Physical 
Work Conditions, (8) F u tu re , G oals, and P rog ram s.
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TABLE XVII-1

SUPERVISORS MEAN SCORES ON MRT AND PC T WHEN CLASSIFIED 
INTO TWO GROUPS OF EFFECTIVENESS

Effective (N = 13) 
Mean S.D .

L ess Effective (N = 10) 
Mean S .D .

M RT 143.46 44.94 143.80 22.09

PCT 6.00 1.22 5.70 1.16

TABLE XVII-2

COUNSELORS'JSI SUBSCALE SCORES WHEN CLASSIFIED ACCORDING T  
THE TWO GROUPS OF SUPERVISOR EFFECTIVENESS

JSI Subscales Effective (N = 14) 
Mean S.D .

L ess Effective (N = 12) 
Mean S. D.

P hysical and Mental 
E xertion 28.71 1.64 27.92 3.17

R elation with A ssociates 28.07 2.02 27.17 2.29

R elation with Em ployer 39.07 3.69 39.25 3.02

S ecurity , Advancement, 
and Finance 27.71 2.33 27.92 2.57

In te re s t in the Job 70.78 6.35 70.75 4.20

Job Inform ation, Training 
and Status 33.64 1.55 34.83 1.40

P hysical Work Conditions 20.57 2 .34 19.58 2.02

F u tu re , Goals and 
P ro g ram s 31.57 2.47 32.17 3.21

Total JSI 280.00 17.92 279.92 14.52
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TABLE XVn-3

SUPERVISORS MEAN SCORES ON THE LOQ WHEN CLASSIFIED 
INTO TWO GROUPS OF EFFECTIVENESS

LOQ Effective (N = 14) 
Mean S. D.

Less Effective (N = 12) 
Mean S.D.

C onsideration 55.64 3 .56 52.25 4.02

S tructu re 42.64 6.27 44.08 9.51

TABLE XVII-4

SUPERVISORS MEAN SCORES ON THE LBDQ SUBSCALES WHEN 
CLASSIFIED INTO TWO GROUPS OF EFFECTIVENESS

LBDQ Subscales Effective (N = 14) 
Mean S.D .

Less Effective (N = 12) 
Mean S.D.

R epresentation 18.71 1.90 18.67 1.56

Demand Reconciliation 18.86 2.82 16.58 3.82

Tolerance of Uncertainty 35.43 5.43 32.50 5.73

P ersu asiv en ess 35.00 4.26 34.33 6.50

Initiation of S tructure 38.57 3.75 36.50 4.58

Tolerance of Freedom 39.93 5.69 41.50 5.82

Role A ssum ption 39.50 5.20 34.92 5.68

C onsideration 38.14 5.65 36.25 5.36

Production Em phasis 33.57 3.61 31.50 4.72

P red ic tiv e  A ccuracy 18.07 1.90 17.00 2.59

Integration 18.50 3.61 16.67 3.87

Superio r O rientation 37.07 3.89 35.08 2.99
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