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COGNITIVE STYLE AND LEADER ADAPTABILITY 

OF MANAGERS

CHAPTER I 

INTRODUCTION

Sta tem en t o f  the Problem  

The go a l o f  m anagers is to  in fluence the behavior o f  others to  a ch ieve  a 

desired end, such as productiv ity . To ach ieve this goa l, m anagers and 

researchers str ive to  identify  s itu ation a l variables and individual d ifferen ces ,

such as leadership sty le s  and co gn itive  sty les , that may in fluence th e  mana

g eria l process.

Available research on the m anagerial process co n cen tra tes a lm ost en

tire ly  on a ttitud inal and tra it ch ara cter istic s  (Hersey and Blanchard, 1982). 

There are a lim ited  number o f  studies dealing with the behavioral and 

situational variab les o f leadership a s com bined w ith perceptual sty le s . H ersey  

and Blanchard have refined a  S ituation al Leadership Model w hich u tiliz e s  a 

behavioral approach used to  identify  e f fe c t iv e  leadership s ty le s  in th e  co n tex t  

o f  the m aturity sta te s  o f  th e  fo llow ers (H ersey and Blanchard, 1982). This 

approach syn thesizes earlier  leadership studies which largely  ignored the  

situation  and reported m anagers' tr a its  ranging from authoritarian to  la is se z -  

fa ire, from in itiating structure to  consideration , and from em p loyee  orientation  

to production orientation (Wren, 1972). The extrem es o f  leadersh ip  traits, 

ranging from em ployee orientation  to  production orientation, are re flec ted  in 

descriptions o f  th e  co gn itive  s ty le  field  dependence-independenee. C ognitive



s ty le s  are the ch a ra cter istic , se lf-co n sisten t m odes o f  functioning which 

individuals show in th e ir  p erceptu al and in te llectu a l a c t iv it ie s  (Witkin, e t . a l., 

1971). One o f  th e  major co g n itiv e  s ty le s  which has been stu d ied  ex ten siv e ly  is 

th e  dim ension o f  field -d ep en dence/field -ind ep en dence. (See T able I.) It is the  

perceptual a sp ect o f  a  high ly com plex dim ension o f  co g n itiv e  s ty le  known as 

psycholog ica l d ifferen tia tio n  or an analytic  (field-independent) versus global 

(field-dependent) fie ld  approach to learning (Witkin, Dyk, e t . aL, 1962). F ield- 

dependence is th e  d im ension  o f  cogn itive  sty le  in which perception  is guided by 

th e  organization o f  th e  fie ld  (environm ent) as a  w hole. F ield -independence is 

th e  dim ension o f  c o g n itiv e  s ty le  in which perception  is guided by the parts o f  

th e  field  (environm ent) as d iscrete  from th e  surrounding fie ld . F ie ld -  

dependents are described  a s being sociab le, having concern for others, tending 

to  ta k e  o th e rs ' p o in ts  o f  v iew  in to  co n sid e ra tio n  b e fo re  fo rm ing  opinions, and 

seem ing to work m ore e f fe c t iv e ly  in con flic t resolution situ ation s than fie ld -  

independents (Ragan, 1979). Whereas, field-independents are described as being  

individualistic, co ld  and d ista n t in relations w ith others, preferring solitary  

a c tiv it ie s , being task -orien ted , and having work-oriented va lues such as e f f i

c ien cy , control, co m p eten ce , and ex ce llin g  (Ragan, 1979). These findings 

suggest th at a  person w hose co g n itiv e  sty le  is field -ind ep en dent would tend to  

b e  a  task-oriented , in itia tin g  structure type o f  m anager while a  field -dependent  

person would b e  an em p loyee-orien ted  consideration type o f  m anager. An issue  

o f  cen tra l im portance is th e  relationship o f  the m anager's co g n itiv e  s ty le  to  his 

situational leadership s ty le  and adaptability or ability  to diagnose the appro

priate leadership s ty le  required by a sp ec ific  m anagem ent s itu ation . There has 

been lim ited  research in th is area and the findings have been inconclusive.



TABLE I 

T ypes o f  C ogn itive  S ty le*

S ty le  D im ension M easure Proponents

P sy ch o lo g ica l D ifferen tia tio n
F ield-D ependence-Independenc e. 
An an a ly tic  a s  opposed to g lobal 
m anner p f  perce iv in g .

Rod & Fram e T est 
Em bedded Figures 
Test

Witkin, e t . aL

C ogn itive  Tem po
Im p u lsiv ity -R eflectiv ity .
Individual d iffe re n c es  in sp eed  and 
errors when faced  w ith response  
uncertain ty .

M atching Fam iliar  
Figures T est

Kagan

P ercep tu a l S ty le  
V isual-H aptic.
The v isu a l p ercep tu a l typ e  is sa id  to  
use his or her e y e s  a s  the prim ary  
sensory in term ed iaries, while th e  haptic  
is said  to  use his or her e y es  only when  
necessary  and r e lie s  m ainly upon k in esth eic  
and body orien tation .

S u ccessiv e  P erception
T est

Low enfeld

S ch em atiz in g  Process 
Lev eli ng-Sharpen ing.
Individual d iffe re n c es  in assim ilation  
in m em ory.

S chem atizing  T est 
House T est

H olzm an, Klein  
Santostephano

D istra ctib ility
C on stru eted -F lex ib le  Control. 
Individual d iffe re n c es  in re feren ce  
to su scep tib ility  to  d istraction .

Stroop T est 
Fruit D istraction
T est

Santostephano
Gardner

(continued)



TABLE I (eont'd)

S ty le  D im ension M easure Proponents

Breadth o f  C ategoriza tion  
Broad-Narrow .
An individual's p referen ce  for broad  
versus narrow ca teg o r iza tio n .

Q uestionnaire  
(P ettig rew , 1958)

P ettigrew
Kogan

A tten tion  D eploym ent 
Scann ing-Focusing.
An individual d iffe re n c e  r e flec ted  in 
e x ten siv en ess and in tensity  o f  a tten tio n  
deploym ent.

S ize  E stim ation
Tasks

Schlesinger
Gardner

T olerance for U n realistic  E xperiences  
T olerant-L ess T olerant.
Individual d iffe re n c es  in w illingness  
to  a c ce p t  p ercep tion s which are at 
variance w ith  norm al experien ces.

Apparent M ovem ent 
Illusions

K lein
Gardner

C ogn itive  C om plexity  
C om p lex ity -S im p lic ity .
D iffer e n c es  in individuals' tendency  
to construe th e  world in a m ulti
dim ensional and d iscrim inating manner.

R ole C onstruct 
R epertory T est

KeUy (VS. 
H arvey, Hunt, 
Schroder)

C on ceptu aliz in g  S ty les  
A n a ly tic -R ela tion a l.
Individual d iffe re n c es  in ca teg o r iza tio n  
o f  stim uli w ith  perce ived  sim ila r itie s  or 
d ifferen ces .

Sorting/G rouping
Tasks

Gardner,
Kagan

*  Adapted from Ragan, 1979.



A chievem ent (a  co n cep t which m ight b e  rela ted  to  adaptability) and 

cogn itive  sty le , have been  in vestigated  m ostly a t  th e  academ ic leve l. A ssess

m ents w ere largely  by grades, test s c w e s , and teacher's rating o f  student 

perform ance (Witkin, e t . a l., 1977). With c o lle g e  populations, most studies  

revealed  re la tiv e ly  field -independent students w ere found to  perform sign ifi

cantly b e tte r  in m athem atics, sc ien ces, engineering, and arch itectu re domains 

than field-dependent students (Dubois & Cohen, 1974; G reenfield, 1971; Hunt, 

1968; Schm idt, 1973; Stien , 1968; Williams, 1970).

Very lit t le  research  has been conducted on co g n itiv e  s ty le  and ach ieve

m ent in v ocation a l dom ains. Findings ind icate  th at vocation al su ccess or 

achievem ent largely r e flec ted  career cho ices and co g n itiv e  s ty le . Quinlan and 

Blatt (1972) studied surgical and psych iatric student nurses, utilizing super

visor's perform ance ratings, and found that student nurses who were judged to 

have done weU in surgery were relatively  field-independent, whereas students  

who did w ell in psych iatry  tended to b e  more field -dependent. Sim ilarly, 

MacKinnon (1962) found p ractic in g  a rch itects  se le c te d  a s outstandingly crea tiv e  

by their peers to  b e  m arkedly field-independent, w hereas w riters se lec ted  on a 

sim ilar basis w ere qu ite  field-dependent.

There still rem ains to  b e  investigated  the question  o f  th e  ex isten ce  o f  a 

relationship b etw een  leadership sty le  and ach ievem en t as a manager and 

cognitive  sty le .

Purpose o f  Study

The purpose o f  th e  study was to  d iscover the sign ifican t cogn itive  

variables which ch a ra cter ize  manager's leadership adaptability  in order to 

form ulate b etter  m anagem ent training curricula. The study is needed to enable  

adm inistrators to  in crease  productivity on the w ork-site through an enhanced



understanding o f  m anagers' leadersh ip sty le s  and co gn itive  ch a ra cteristics. 

S p ec ifi-ca lly , an in v estig a tio n  w ill b e  conducted into the possible s ign ifican t  

relationship b etw een  th e  field-dependent-independent dim ension o f  co gn itive  

sty le  and the leadersh ip s ty le  and adaptability  dim ension to  determ ine  if  

manager c o g n itiv e  s ty le  and m anager leadership adaptability  are sign ifican tly  

related .

The R esearch  Q uestions 

The research  qu estion s to  be explored in the study are:

1. Are there s ig n ifica n t correla tion s betw een manager co gn itive  s ty le  and 

leadership adaptability?

2. Are there s ig n ifica n t correla tion s betw een manager cogn itive  s ty le  and 

age?

3. Are th e re  s ig n if ic a n t  c o rre la t io n s  b e tw een  m anager c o g n itiv e  s ty le  and 

education?

4. Are there s ig n ifica n t correla tion s betw een manager co gn itive  sty le  and 

years o f  m anageria l experien ce?

5. Are there s ig n ifica n t correla tion s betw een  manager adaptability  and age?

6. Are there s ig n ifica n t correlations betw een manager adaptability  and 

education?

7. Are there s ig n ifican t correlations betw een  manager adaptability  and 

m anagerial experien ce?

The S ign ifican ce  o f  the Study 

The findings o f  the study w ill lead to  an understanding o f  managers' 

cogn itive  s ty le s  and leadership adaptability . Such knowledge w ill b e  usefu l to  

practicing m anagers as th ey  d iagnose their leadership behavior in order to  

im prove weak areas and m aintain strong areas. T eachers o f  p oten tia l ad m inis-



trators w ill b e  ab le  to  a ssist their  stu dents in greater  s e l f  know ledge and b etter  

d irect their e f fo r ts  to  areas needing im provem ent as w ell a s  to  m anagem ent 

areas congruent w ith their co g n itiv e  s ty le . A dm inistrators can enhance their  

forecasting  sk ills by being ab le  to  b e tter  m atch individual m anagers w ith  work 

areas to  p red ict e f fe c t iv e n e ss . P roductiv ity , m orale, and job sa tisfa c tio n  on 

th e  w ork-site can  be increased  and turnover decreased  by th e  u tiliza tio n  o f  the  

study's findings.

L im itations o f  th e  Study 

The study is lim ited  by the a ttr ib u tes o f  th e  population sam ple. The study  

sam ple wiU be lim ited  to  a se le c te d  group o f  m anagers in a major teach ing  

hospital in the Southw est. There are cultural ch a ra cteristics o f f ie ld -

dependence-independenee which w ill lim it application  o f  findings to  populations 

within the United S ta tes . Norms are lim ited  for both the Group Embedded 

Figures T est (GEFT) and the Leadership E ffectiv en ess and A daptability De

scrip tion  (L E A D -Self). There are no norms for a population the sam e as the  

study sam ple population. The study wUl not d ea l w ith the question  o f  whether  

or not a manager is able to m odify his m anagem ent behavior.

Working D efin ition s for the Study 

C ognitive S ty le : C h aracter istic , s e l f -con sistan t m odes o f  functioning

which individuals show in th e ir  p erceptu al and in te llectu a l a c t iv it ie s .

F ie ld-D ependence-Independence: D im ension o f  cogn itive  s ty le  in which 

perception is guided by the organization  o f  th e  field  (environm ent) as a whole.

F ield-D ependent C ognitive S ty le : C ogn itive  sty le  o f  an individual scoring  

in the first or second  quartile  on th e  GEFT.



F ield-Independent C ogn itive  S ty le; C ogn itive  s ty le  o f  an individual 

scoring in th e  third and fourth quartile  on the GEFT.

S ty le  A daptability; The degree to which one is able to  diagnose the 

appropriate leadership S ty le , or vary h is/h er  S ty le  appropriately, to  the  

dem ands o f  a given situ ation  according to S ituational Leadership Theory.

Summary

In sum m ary, the in ten t o f  this study is to  determ ine if  there are 

sign ifican t correlations b etw een  the variables o f  co g n itiv e  s ty le  and leadership  

adaptability  in m anagers. There is ev idence in th e  litera tu re  th at points to  

sim ilar ities b etw een  th e  ch a ra cter istic s  o f  field -dependence-independence and 

em ployee-orientation  versus production-orientation in leadership sty les. The 

s ig n ifican ce  o f a  m anager's a d a p ta b ility  in re la tio n sh ip  to  his co g n itiv e  s ty le  is 

unknown. To b e t t e r  u n d e rs tan d  th e  s ig n ifican ce  o f th is  v a r ia b le  is c r it ic a l,  not 

only for m an ag em en t e d u c a to rs , b u t for p ra c tic in g  m an ag ers .



CHAPTER n  

THEORETICAL FRAMEWORK 

C ogn itive  Style

A w idely a ccep ted  defin ition  o f  co g n itiv e  sty le  is the ch a racteristic , s e lf -  

co n sisten t mode o f  functioning which an individual show s in his perceptual and 

in te lle c tu a l a c t iv it ie s . It r efers to  the person's manner o f  perceiv ing, i .e ., 

acquiring and processing inform ation. Early studies o f  co gn itive  s ty le s  cen tered  

around th e  problem s o f  how an individual orients h im self in tim e  and space or 

p erce iv es the upright. (Witkin & Asch, 1948.) Two experim ental approaches 

were used: a lterin g  an individual's usual relationship betw een  1) his v isual cues, 

through use o f  the Rod and Fram e T est (RFT), and 2) his k in esth etic  cues, 

through th e  Body Adjustm ent T est (BAT), in perceiving the upright. It was 

found that som e individuals co n sisten tly  rely on either k in esth etic  or body cues 

and som e on cues from the v isual fie ld  in perceiving the upright (W itkin, 1959). 

From th ese  perceptu al s ty le s  th e  perceptual constructs o f  f ie ld  dependence  

(FD) and field  independence (FI) w ere form ulated .

Later a new  experim en ta l approach w as devised to m easure an individual 

perceptual s ty le  called  the Em bedded-Figures T est (EFT). (W itkin, Oltman, 

Raskin, & Karp, 1971.) It m easured an individual's ab ility  to  find a sim ple  

geom etr ic  figure which was em bedded in a v isually  com plicated  background. A 

perceptual consistency  was found betw een  persons scoring field -dependent on 

th e  RFT, BAT, and the EFT, i.e ., th ey  had d ifficu lty  in disem bedding th e  sim ple  

figure from th e  com plex background. Likewise, persons scoring fie ld -
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independent on th e  RFT and BAT also scored field -independent on the EFT, i.e .,  

they had less  d iff icu lty  overcom ing an em bedding co n tex t. From th ese  and 

other findings, W itkin developed his theory o f  P sycholog ica l D ifferentiation  

(Witkin, e t . aL, 1962).

P sychological D ifferen tia tion

The theory  o f  P sychological D ifferentiation  w as an a ttem p t to  recogn ize  

th at an individual's perceptu al or cogn itive  s ty le  w as re la ted  to  and consisten t 

w ith th e  other p sy ch o log ica l dim ensions o f  h is personality . Witkin identified  

four main areas o f  d ifferen tia tion : the articu la te-g lo b a l dim ension both in

perceptu al and in te lle c tu a l functioning; the d ^ r e e  o f  articulation o f  body 

concep t; th e  sen se  o f  separate  identity; and the degree o f  sp ec ia liza tion  o f  th e  

d e fe n se  s t ru c tu re s .

F ie ld -d e p e n d e n t p e rso n s who have m ore d if f ic u lty  th an  f ie ld -in d ep en d en t 

persons a t  disem bedding figures tend to do less  w e ll in solving problems which 

require iso latin g  an e ssen tia l e lem en t from its original c o n tex t and using it in a 

d ifferen t c o n te x t. F ield-independence is thus an a n a ly tica l way o f  experiencing  

rea lity , w hether th e  field  is im m ediately  present or represented sym bolically or 

in te llec tu a lly . Even when th e  m aterial lacks inherent organization and struc

ture, parts o f  th e  f ie ld  are experienced as d iscrete  (articu lated ) and the field  as  

a  whole, organized. A t the opposite end with field -d ep en dence, when th e  field  

lacks structure, exp erien ce  tends to be global and d iffu se  (Witkin, 1971). Frost 

(1980) found th a t fie ld -d ep en dents are challenged, w hereas field-dependents are 

overw helm ed, by com plex stim uli. H offm an (1978) found field-independents 

exhibited  more leadersh ip  on an unstructured construction  task than fie ld -  

dependents. F ield-dependents tend to a ccep t a field  as is rather than to  im pose  

structure on it  (W itkin, 1971).
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Evidence shows th a t individual d ifferen ces  in co g n itiv e  s ty le  o f  fie ld -  

dependence-independence are re la ted  to  individual d ifferen ces in body concept. 

In depicting a  body concep t, figure drawings made by field -dependent subjects  

tend to  be global in character. L itt le  d e ta il and unrealistic  rep resentation  and 

proportioning o f  body parts are shown and sexual ch a ra cter istic s  are ind icated  

m inim ally or not a t aU. A dditionally , role representation is not a ttem p ted  in 

m ost c a se s  (Witkin, e t. aL, 1971). In th e  c a se  o f  field-independent su bjects, the  

opposites are shown in figure drawings. Significant correlations b etw een  

articu lation  o f  body co n cep t and field -independence have been m ade. A sense  

o f separate iden tity  in persons w ith  an articu lated  co g n itiv e  s ty le  (fie ld -  

independence) is more developed  than those with global co g n itiv e  s ty le  (fie ld -  

dependence). A sense o f  sep arate  iden tity  includes an aw areness o f  needs, 

fee lin g s , a t t r ib u te s  w hich one re c o g n iz e s  a s one's own and d is t in c t  from  o th ers , 

an experience o f  s e l f  as structured , and a guide for defin ition  o f  se lf  from  

internal rather than ex tern a l cu es  and fram es o f referen ce. S evera l researchers  

referred to th ese  phenom ena: Corah (1965), Karp, Silberm an and W inters

(1969), W inestine (1969), and Witkin, et. a l., (1962). Another kind o f  study 

centered  around confronting th e  su b ject w ith  a standard on a particu lar issue  

attributed to an authority and then determ ining the ex ten t o f  th e  subject's use  

of th at standard in defining his own a ttitu d e  on the issue (BeU, 1955). B ell 

showed that field -dependents w ere more influenced in their perception  o f  an 

e lem en t by the co n tex t, including th e  so c ia l and authoritative co n tex t, than  

field-independents.

The relationship betw een  co g n itiv e  s ty le  and the nature o f  d e fen ses  shows 

that persons with articu lated  (field -independent) perceptions tend to  use sp ec

ia lized  defenses, such as iso la tion , withdrawing, and projection . Whereas,
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persons with g lobal (field -dependent) perceptions tend to  use repression and 

denial which are re la tiv e ly  n on sp ecific  ways o f functioning. U se o f  th ese  

d efen ses tends to  lead persons w ith  a g lobal cogn itive  sty le  to  experien ce  a 

strong in fluence o f  fee lin g s on thought and perception while articu la ted  persons 

m aintain the descreten ess o f  fe e lin g s  and ideas, although the fee lin g  com ponent 

may be sp lit o f f  (Bertini, 1960; Witkin, e t. a l., 1962).

Witkin and his cow orkers (1976) la ter  m odified their theory o f  Psycho

lo g ica l D ifferen tia tion  to  include three areas: segregation  o f  psychological

functions, segregation s o f  neurophysical functions, and se lf-n o n -se lf  segre

gation . They further d ivided se lf-n o n -se lf  segregation  into restructuring  

ab ilities and autonom y in interpersonal relations. Most o f  the e lem en ts o f  the  

older theory w ere retained in the m odified theory (Ragan, e t. a l., 1979). The 

m ain  ad d itio n  w as th a t  a re a  o f  neuro p h y sio lo g iea l fu n c tio n in g  w hich includes 

findings that the cereb ral co rtex  o f  th e  brain is the cen ter  for th e  segregation  

o f  neurophysical functioning with each  hem isphere being more sp ec ia lized  in 

more d ifferen tia ted  (field-independent) individuals. R ight-handed individuals 

are more o ften  field -independent than are am bidextrous or left-h anded  ones. 

R ight-handed persons are a lso  generally  more strongly  la tera lized . 

(P izzam iglio , 1974.) (See Table E.) Witkin and Goodenough (1976) found that 

the cogn itive  s ty le s  o f field -dependence-independence are stab le  over tim e, are 

bipolar, are pervasive  across one's personaUty, and are neutral in value, i .e ., 

each  one has p o s itiv e  va lues depending upon whether th e  situ ation  called  for 

so c ia l or structuring abiU ties. Additionally, they discuss th e  phenom ena of 

fix ity  versus m obility . They found th a t som e individuals w ere fix ed  in operating  

in one mode o f  co g n itiv e  s ty le  while others were mobile in operating in e ith er a 

field-dependent or field -independent mode based on inner s ta te s  and needs or on 

the task at hand (Ragan, et. a l., 1979).



TABLE II* 

P sycholog ica l D ifferen tia tio n

Original Theory  
P sycholog ica l D ifferen tia tio n

A rticu la te -g lo b a l 
and in te llec tu a l  

functioning

A rticu lated  Sense o f
body con cep t sep era te

identity

Sp ecia lized
d efen se

structures

M odified Theory 
P sycholog ica l D ifferen tia tio n

Segregation  o f  
p sy ch o log ica l functions

S egregations o f  
neurophysical 

functions

Segregation  o f  
se lf-n o n -se lf

R estructuring
a b ilitie s

Autonom y in 
interpersonal 
relation s

''Adapted from  Witkin, e t .  a l., 1971 and Ragan, e t . a l., 1979.
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Origins o f  Individual D ifferen ces  

S o c ia liza tion  p ra ctices w ithin th e  fam ily  appear to  be one source o f  the  

origins o f  individual d ifferen ces (Barclay & Cusumano, 1967; Berry, 1966; 

Daw son, 1967a, 1967b; D ershow itz, 1966; and Seder, 1957). Studies show the  

ex ten t  o f  a  child's field -dependence w as in flu en ced  by the degree to  w hich his 

early so c ia liza tio n  experien ces ham pered or fo stered  ach ievem ent o f  sep a ra te , 

autonom ous functioning. F ie ld-independence w as fostered  by the e x te n t  o f  

opportunity for an ach ievem en t o f  sep a ra te , autonom ous functioning, and an 

encouragem ent o f  separation, particu larly from  the m other; the m anner o f  

dealin g  w ith  a child's expression of im pulse, particularly whether or not it  

served  to help him identify  and in tern a lize  standards; and ch a ra cter istic s  o f  

parents th em selves which influenced th e ir  role in th e  separation process and in 

th e  regulation  o f  im pulse (Witkin, et. aL, 1971).

Another source o f individual d ifferen ces  appeared to be d ifferen ces in 

con stitu tio n a l ch a ra cter istic s  a s they in tera cted  w ith socia lization  experien ces. 

Studies w ith  adults as review ed  by Witkin and O ttm an (1967) showed ev id en ce  

re la tin g  d ifferen ces  in field -d ep en dence to  d ifferen ces in cen tra l nervous 

system  and autonom ic nervous system  fun ctions. Additionally, stu d ies w ith  

in fants point to the neonatal period a s a  sou rce o f  som atic d ifferen ces found 

la ter  in l i f e  and which served  as precusors in the developm ent o f  more 

d ifferen tia ted  or less d ifferen tia ted  functioning (Dyk, 1969).

Sex D ifferen ces in C ogn itive  Style  

Boys and m en tend to be more field -ind ep en dent than girls and wom en. 

The d iffe re n c es  betw een  the se x e s  is sm a ll in m agnitude com pared to  th e  range  

o f  individual d ifferen ces w ithin each  sex  but i t  is c lea r-cu t and pervasive  

(W itkin, 1967). Sex d ifferen ces are found in groups o f  various educational and
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so c ia l backgrounds and across W estern European cultures (Witkin, e t. a l., 1962), 

and in Israel (Rothm an), Japan (K ato, 1965), Hong Kong (Goodnow, an unpub

lished  study), and Sierra Leone, A frica  (Dawson, 1963, 1967), but not in the  

Eskimo (Berry, 1966a, 1966b; McArthur, 1967). Sex d ifferen ces p reva il over a 

la rg e  segm en t o f  the l if e  span, w ith  the excep tion  o f  children under 8 (Crudden, 

1941; Goodenough and Eagle, 1963) and in geria tric  groups (Schw artz and Karp, 

1966). B efore age e igh t there is no reliab le  m easurem ent for fie ld -d ep en d en ce-  

independence. From e ig h t to f i f te e n  years o f  age, there is an in crease  in f ie ld -  

independence in both g irls and boys. From  f iftee n  to  tw enty-fou r years, boys 

tend to  increase in field -ind ep en dence a t  a higher rate than g ir ls. B etw een  

tw enty-fou r and forty  years, there is a plateau with l it t le  change. From  age  

forty  to s ix ty  there is a gradual increase in field-dependence in both  m ales and 

fe m a le s . B etw een a g es  s ix ty  and se v e n ty  a m arked  in c re a se  in f ie ld -  

dependence occurs in both sex es and then slow s again b etw een  sev en ty  and 

eigh ty .

A plateau is then m aintained until death  (Witkin, e t . a l., 1971). 

C ognitive  sty le  in fluences behavior. Osipow (1969) pointed out th a t individuals 

are prone to organize their p erceptu al experien ces along d istin ctiv e  and 

sig n ifica n t lines and th ese  d ifferen ces  in perceptual organization have impor

ta n t behavioral consequences. F ie ld-independence has been re la ted  to  sco res o f 

m ascu lin ity -fem in ity  inventories which r e f le c t  soc ia l roles (M iller, 1953; 

C rutchfield , Woodworth, A lbrecht, 1958; Fink, 1959).

Leadership

Leadership is d istinguished from th e  concep t o f  m anagem ent. Manage

m ent is defined as working w ith and through individuals and groups to 

accom plish organizational goals (H ersey and Blanchard, 1982). Leadership is a 

broader concept. It is the process o f  influencing the a c t iv it ie s  o f  an individual
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or a group in e ffo r ts  tow ard g o a l a ch ievem en t in a  given situ ation . According  

to  th ese  defin ition s, leadersh ip  occurs a t  any tim e one a ttem p ts  to  influence  

others tow ards the a ch ievem en t o f  any goal, not n ecessarily  organizational 

goa ls. The leadership p rocess involves th e  dynam ic variab les o f  th e  functions of  

the leader, the foUower(s), and th e  situation  (H ersey and Blanchard, 1982).

Early a ttem p ts to  explain th e  leadership process included Max Weber's 

(1865-1920) em phasis on the im portance o f  form al leg it im a te  authority; 

F rederick Taylor's em phasis on th e  im portance o f  th e  know ledge and expertise  

possessed  by the leader, Mary Parker FoUett's (1868-1933) em phasis on the  

im portance o f  obeying th e  "law o f  the situation," and C hester I. Bernard's 

em phasis on th e  a ccep ta n ce  by workers o f  th e  leader's orders (Wren, 1972).

The study o f  leadership tra its  (in te lligen ce , friendliness, e tc .)  charac

te r iz e d  an e a r ly  approach to  th e  stu d y  o f  lead ersh ip . This v iew po in t, how ever, 

le f t  many in co n sisten c ies  as noted by Eugene E. Jennings (1961) th a t f ifty  years 

o f  study fa iled  to produce one personality  trait or se t  o f  qu a lities that can be  

used to  d iscrim inate  lead ers and nonleaders.

Elton Mayo (1880-1949) in itia ted  th e  human relation s m ovem ent which 

em phasized the im portance o f  th e  leader addressing individual hum anistic  

needs, m otivations and co o p erative  e ffo r ts . The leader's concern for people and 

relationsh ips was in co n tra st to  early  sc ie n tif ic  m anagem ent's concern  for tasks 

and production. The U niversity o f  M ichigan Studies, under the d irection  of 

R ensis L ikert (1961) beginning in 1945, identified  tw o types o f  leadership  

orientations: em ployee and production. Ralph M. StogdiU and Carroll L.

Shartle in th e  Ohio S ta te  Studies (1955), identified  tw o rela ted  leadership  

dim ensions: in itia ting  structure and consideration . T hese works m oved the

focus on leadership from  tra its to group interactions. A grid depictin g  ranges
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o f  possible com binations b etw een  people and work orientations was developed  

by Blake and M outon (1964) and Douglas M cGregor in his Theory X -  Y (1960). 

Kurt Lewin (1948) was one o f  the first to identify  leadership s ty le s  as a 

continuum  ranging from  la isse z -fa ire  to  dem ocratic  to  authoritarian. Lewin's 

fo cu s w as on th e  e f f e c t  o f  group dynam ics as th e  fie ld  or environm ent for 

leadership. Fred E. F ied ler  (1967) expanded the notion o f  b est leadership sty le  

to include th e  c o n te x t  o f  th e  situation. R etain ing the dim ensions, task-people  

orientations, he d evelop ed  a Leader C ontingency M odel which show ed the most 

le a d e r -e ffe c t iv e  arrangem ent o f  the variab les: leader-m em ber rela tion s, task 

structure, and position  pow er.

S ituational Leadership 

Wm. J .  R edd in  w as th e  f i r s t  to  add an  e f fe c tiv e n e s s  d im ension  to  th e  task  

and re la tio n sh ip  co n ce rn s  o f  lead ersh ip  (1967, 1970). R eddin , H ersey , and 

Blanchard u tiliz ed  a  behavioral approach in analyzing leadership in contrast to 

previous approaches which w ere attitud inal: for exam ple, McGregor's Theory X 

& Y and Blake and Mouton's grid. H ersey and Blanchard p ostu la ted  that an 

e f fe c t iv e  leadersh ip s ty le  is determ ined by the needs o f  the situation  and not 

that a certain  leadership s ty le  is b est or m ost e f fe c t iv e  in a ll  circu m stan ces. 

The stim ulus (S) is the situation , th e  organism (O) is th e  fo llow er, and the  

response (R) is  th e  resu lting e f fe c t iv e  leadership sty le :  S-O -R . They suggest 

the follow ing form ula: e ffe c t iv e n e ss  depends on th e  leader, th e  foUow er(s), and 

other situ ation a l variab les; E = f(l,f ,s). (H ersey and Blanchard, 1982). The 

e lem en ts o f  S ituation al Leadership are: (1) th e  am ount o f  guidance and

d irection  (task  behavior) a  leader g ives, (2) th e  am ount o f soc io-em otional 

support (relationship behavior) a  leader provides; and (3) the readiness (matur
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ity) lev e l th a t fo llow ers exh ib it in  perform ing a sp ec ific  task , function, or 

objective  (H ersey and Blanchard, 1982).

The con cep t o f  m aturity is defined  as the ability  and w illingness o f people  

to  take responsib ility  for d irectin g  their own behavior. It includes three  

qualifications: (1) M aturity is considered only as it  r e la te s  to  a  sp ec if ic  task. 

(2) It includes th e  individual's m aturity leve ls, i.e ., his ex p erien ce  and ability  to  

pa-form  the task . (3) It includes the group's m aturity le v e l,  i .e ., their  

experience and ab ility  in working w ith each other to  perform  th e  task. The 

m aturity o f  fo llow ers is v iew ed  as a  continuum  ranging from  M l to  M4, low  to  

high. Each le v e l  o f  m aturity  is m atched to an appropriate leadership sty le  

(H ersey and Blanchard, 1982).

H ersey and Blanchard identify  four sty le s  of leadership . S ty le  one (SI) is 

characterized  by "telling" and d irecting behavior. The lead er engages in 

defining roles and te llin g  people what, how, when and where to do various tasks. 

(SI) is m ost e f fe c t iv e  for fo llow ers o f low m aturity (M l). It involves low  

relationship and high task behavior because to o  much supportive behavior with  

people a t th is m aturity le v e l m ay be seen as perm issive, ea sy  and, m ost 

im portantly, as rewarding o f  poor perform ance. S ty le  tw o  (S2) is appropriate 

for follow ers w ith low to  m oderate m aturity (M2), people  who are unable but 

willing to take responsib ility , are confident but lack sk ills a t  th is tim e. Style  

three (S3) is ch aracterized  by "participating," with the leader and follow er  

sharing in decision  making. The leader u tiliz e s  fa c ilita tin g  and com m unication  

behaviors. (S3) is m ost e f fe c t iv e  w ith fo llow ers with m oderate to  high m aturity  

(M3), who are able but unwilling to do what the leader wants. Poor 

perform ance is related  to  m otivation al problem s rather than security  ones. 

S ty le  four (S4) is characterized  by "delegating" and l i t t le  d irec tiv e  and
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supportive behavior from  th e  leader. (S4) is e f fe c t iv e  w ith fo llow ers o f  high 

m aturity who m ay b e  g iven  r e ^ o n s ib ility  to  accom plish  the task s as identified  

by the leader. H ighly m ature persons need less  so c io -em o tio n a l support and 

increased  autonom y (H ersey and Blanchard, 1982). (See Table HI.)

The su ccessfu l use o f  th is T ri-D im ension Leader E ffec tiv en ess  Model 

depends upon th e  leader's ad ap tab ility  or ability  to  a ssess/d iagn ose  the group's 

m aturity  le v e l  and th e  degree  to  which he is able to  vary his s ty le  appropriately 

to  th e  dem ands o f  a  g iven  situ a tio n . U se o f  the m odel a lso  in v o lves determ ining  

a  leader's f lex ib ility  or a b ility  to  use various Sty les, his S ty le  Range. Most 

individuals have a prim ary S ty le  and a supporting S ty le  while fe w  persons prefer  

each  o f  th e  four S ty les  equally . It is thought that th e  ab ility  to  learn diagnostic  

sk ills  (increase adaptability) m ay be accom plished through training and 

p ra c t ic e .  (See F igure  1.)

Women and Leadership

The literatu re  rev ea ls  few  d e fin itiv e  findings on w om en and leadership. 

S u ccessfu l wom en e x e c u tiv e  m anagers report th a t their fa thers were more 

im portant than their m others in the developm ent o f  a sen se  o f  personal identity  

and b e lie f  in their  a b ilit ie s  to  su cceed  in non-trad itional ro les. Their mothers 

fo stered  so c ia l training sk ills and w ere not perceived  as being a s influentia l in 

their  career developm ent as th e ir  fathers. M ovem ent upwards in to  m anage

m ent o ften  occurred under th e  sponsorship o f  an e x ecu tiv e  m ale upon whom the  

wom en depended and w as se e n  by her as a father figure (Henning, 1977). 

Women who have been  recen tly  prom oted to  middle m anagem ent positions show 

a preferen ce  for S ty le  p ro file s  o f  3 -  4. They tend to  be able to  raise and lower 

their  so c io -em o tio n a l support or relationsh ip behavior but o ften  fe e l  uncom

fortab le  if  they  have to  in it ia te  structure or provide d irection  for people (Styles



TABLE m *

B asic Leader Behavior S ty le s  as Seen  by 
O thers When They are E ffe c tiv e  or In e ffe c tiv e

B asie S ty les E ffe c t iv e In e ffe c tiv e

High Task and Low R elationship  
B ehavior (S ty le  I)

Seen as having w ell-d efined  
m ethods for accom plish ing  
goals th at are helpful to  
the fo llow ers.

Seen as im posing m ethods 
on others; so m etim es seen  
as unpleasant and in terest
ed only in short-run output.

High Task and High R ela tion 
ship Behavior (S ty le  H)

Seen as sa tisfy in g  the  
needs o f  the group for 
se ttin g  goa ls and organi
zing work, but also pro
viding high lev e ls  o f  
so c io -em o tio n a l support.

Seen as in itia tin g  more 
structure than is needed by 
the group and o ften  appears 
not to  b e  genuine in in ter
personal relationsh ips.

High R elationship  and Low 
Task Behavior (S ty le  HI)

Seen as having im plicit 
trust in peop le  and as 
being prim arily concerned  
w ith fa c ilita tin g  their  
goa l accom plishm ent.

Seen as prim arily in terest
ed in harmony; so m etim es  
seen  as unw illing to  accom p
lish a task  if  it  risks d is
rupting a  relationsh ip  or 
losing "good person" im age.

Low R elationship  and Low 
Task Behavior (S ty le  IV)

Seen as appropriately  
d elegatin g  to subordinates  
decision s about liow the  
work should b e  done and 
providing l it t le  so c io -  
em otion a l support where  
l it t le  is needed  by the  
group.

Seen as providing l it t le  
structure or soc io -em o tio n a l 
support when needed by 
m em bers o f  th e  group.

* A dapted from  H ersey and Blanchard, 1982.
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FIGURE 1 

The C ognitive-L eadersh ip Process
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1 and 2) (H ersey and Blancahrd, 1981). A lice  Sargent (1981) proposes that 

e f fe c t iv e  leaders and m anagers need to  use both  log ic  and intuition, recogn ize  

both fa c ts  and fee lin g s and be both tech n ica lly  com petent and em otionally  

caring. Henning (1977) s ta te s  that frequently  wom en do not progress p ast first  

line supervisory positions, partially due to  their tendency to not s e t  upward 

career goa ls and to  ignore inform al lin es o f  com m unication  in the organization  

w hile insisting on th e  em otion al va lues o f  openness, honesty, and use o f  the  

form al structure to  conduct business, including prom otions. Additionally, she  

points out that wom en tend to  be task  oriented , m yopicaUy seeking sta tu s  and 

sa tisfa c tio n  from a sp ec if ic  job m astered rather than upward career m obility .

Leadership and C ogn itive  Style  

A study  o f  a ll  m ale  en g in eers  in  Is ra e l by M iriam  E rez  (1980) su p p o rte d  

th e  fo llow ing  hy p o th eses : (1) F ie ld -in d e p en d e n ce  is p c s tiv e ly  re la te d  to  so c ia l  

in te llig en ce  but is n egatively  rela ted  to  so c ia l orientation, (2) The em p lo y ee-  

cen tered  leadership sty le  is a ssocia ted  w ith th e  cogn itive  variables o f  f ie ld -  

independence and so c ia l in te llig en ce  rather than w ith  the m otivational version  

o f  so c ia l orientation . In contrast, the jo b -cen tered  sty le  is associated  with  

field -dependenee and a  low  so c ia l in te llig en ce  (W eissenberg and G ruenfield, 

1966). W eissenberg and G ruenfield (1966) u tilized  Fielder's Esteem  for the  

L east Preferred Co-W orker (LPC) instrum ent and Fleishman's Leadership  

Opinion Questionnaire (LOQ) and Witkins Group Embedded Figures T est (GEFT) 

w ith m anagers to d iscover a  relationsh ip  b etw een  the leadership variables of 

in itia tion  o f  structure and consideration and field-dependence-independence. 

They found individuals who are in term ed ia te  b etw een  extrem e field-dependence  

and ex trem e field -independence discrim inated m ost sharply betw een their m ost 

and le a s t  preferred co-w orkers and th erefore, according to Fiedler (1964), they
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would presum ably b e  more task  oriented than their peers a t e ith er  externe. 

They confirm ed th a t th e  re la tiv e ly  field-independent person is le s s  considerate  

than eith er  the in term ed ia te  or ex trem ely  field -dependent person. Addition

ally , th ey  uncovered th a t th e  in itia tio n  o f  structure sc a le  o f  th e  LOQ was not 

related  to fie ld -d ep en dence-ind ep en dence. They attributed  the la ter  finding to  

shortcom ings o f  th e  LOQ m easure.

Summary

The e f fe c t iv e n e ss  o f  m anagers is proportional to  m anagers u tiliz ing  the  

appropriate leadership sty le(s) a s  d ic ta ted  by th e  situationa l needs including the  

m aturity o f  th e  fo llow ers (H ersey and Blanchard, 1982). The co g n itiv e  sty le  o f  

field-independence is re la ted  to  th e  em p loyee-cen tered  leadersh ip  sty le  while  

field -dependenee is re la ted  to  th e  job -cen tered  leadership sty le  (W eissenberg  

and Gruenfield, 1966). F ield-independent persons tend to  im pose structure on a 

field  and to  exp erien ce  it  a n a ly tica lly  while field-dependent persons tend to 

a ccep t a field  a s is, ex p erien ce  it  g lobally  and as d iffuse  (Witkin, e t .  a l., 1971). 

The relationship b etw een  the m anager's co g n itiv e  s ty le s , leadership sty les  and 

adaptability  is unknown. The litera tu re  su ggest that there may be sign ifican t  

correlations in th e  d irection s o f  m anagers' higher adap tability  sco res corre

lating with field -ind ep en dence in g en era l due to  th e  presence  o f  a  higher degree  

o f  analytic  sk ills. Secondly, th e  litera tu re  suggests th a t higher adaptability  

scores may sig n ifica n tly  c o rre la te  w ith  the com patib ility  o f  m anagers' cogn itive  

s ty le s  and m anagem ent area (O sipow, 1969). For exam ple, a higher adaptability  

score would be ex p ected  in th e  m anagem ent area o f  psych iatry when the  

manager has a co g n itiv e  s ty le  o f  field -d ep en d en ce  and u tiliz e s  leadership sty les  

tw o and three, depending upon th e  m aturity o f  th e  fo llow ers.
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An area o f  in terest w ill b e  the degree o f  correlation  betw een the  

manager's adaptability  and th e  co g n itiv e  sty le  o f field -d ep en dence in light o f  a 

manager's need to  b e  ab le  to  reso lv e  co n flic ts and b e  se n s it iv e  to  so c ia l cues, to  

consider the v iew s o f  o thers, to  seek  em otional c lo sen ess  w ith others, and to  

provide so c ia l m otivation . C onversely, it  wiU b e  h e lp fu l to  find the degree o f  

correlation  b e tw een  m anager's adaptability  (a lso  described  as d iagnostic ab ility  

as m easured by L E A D -Self) and th e  co gn itive  s ty le  o f  field -independence in 

ligh t o f  a m anager's need to  b e  able to  structure work situations (im pose  

organization on an unorganized field) and to b e  so c ia lly  in te llig en t and be able  

to  diagnose work re la ted  problem s (experien ce a n a ly tica lly ). From th ese  

considerations, the research er  ex p ects  to find a s ig n ifica n t correlation  betw een  

th e  co gn itive  s ty le  o f field -d ep en dence and leadersh ip s ty le s  tw o  (selling) and 

th re e  (p a rtic ip a tin g )  and betw een  th e  co g n itiv e  s ty le s  o f  f ie ld -in d ep en d en ce  and 

leadership sty le s  one (te llin g ) and four (delegating).



CHAPTER m  

RESEARCH DESIGN 

The Study Sam ple

The Study Sam ple co n sisted  o f  136 m anagers drawn from a hea lth  care  

in stitu tion . Subjects w ere even ly  se le c te d  when possible from each departm ent. 

A ges ranged from  20's-50's years to  co n tro l for the e f fe c ts  o f  age changes in 

field -d ep en dence-ind ep en dence which occur above and below these ages.

The Study M easurem ents

Each study subject was required to  co m p lete  an inform ation form  sta tin g  

his/her age, sex , educational lev e l, m anagem ent position, and years o f  

m anagem ent experience. The Group Embedded Figures T est was adm inistered  

to  each su b ject to determ ine h is/her co g n itiv e  sty le  and th e  Leader 

E ffec tiv en ess  and A daptability D escrip tion , (LEAD-Self) w ill be adm inistered to  

each  to  determ ine his/her leadersh ip sty le . The Group Embedded F igures Test, 

GEFT, is an instrum ent which te s ts  one's ability  to  break up an organized field  

in order to  keep  a part o f  it  separate  from  the surrounding field .

The GEFT is an adaptation o f  the Embedded Figures T est, (EFT), which 

red uces te st  adm inistration tim e  to  a s in g le  tim ed, tw enty m inute sess io n  and a  

group se ttin g . The GEFT con sists  o f e ig h teen  com plex figures o f  which  

sev en teen  w ere se le c te d  from  th e  EFT (Witkin, e t. al., 1971). The GEFT 

con sists o f  th ree  sec tio n s . The fir s t  is a p ra c tice  section  containing sev en  very  

sim ple em bedded figures. The second and third section s each consist o f
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increasingly  com plex and d ifficu lt em bedded figures. A tim e  lim it o f  fiv e  

m inutes is im posed for ea ch  o f  sec tio n s tw o and three. The te s t  booklet is 

organized  w ith an array o f  e ig h t sim ple geom etr ic  form s lis ted  A through H 

disp layed on the back co ver . The sim ple  form s are em bedded in com plex  

figu res inside the booklet. The task is to  identify  and tra ce  th e  sim ple forms 

em bedded w ithin th e  com plex form s while not being able to  v iew  th e  sim ple and 

com plex  figures sim ultaneously.

Norms for the GEFT w ere based on students from  a  m iddle eastern liberal 

arts co lleg e , men N=155, wom en N=242. Men perform ed slightly  but 

s ig n ifican tly  better  than wom en (P < .005). This finding is co n sisten t w ith the  

se x  d ifferen ces  usually obtained with the EFT. R eliab ility  estim a tes for the  

GEFT com pare w ell w ith those for the EFT. S ince the GEFT is a tim ed  

in s tru m e n t, th e  a p p ro p ria te  re lia b ility  e s t im a te  is th e  c o rre la t io n  b e tw een  

para lle l form s with identica l tim e  lim its. Correlations b etw een  th e  8 -item  first 

se c tio n  sco res and the 9 -item  sec tio n  scores were com puted and corrected  by 

th e  Spearman-Brown prophecy formula producing a relia b ility  estim a te  o f .82 

fo r  both m ales (N=80) and fe m a le s  (N=97). Validity for th e  GEFT derived from  

three  sources: F irst, the EFT, the parent form  of th e  te s t , was com pared to the  

GEFT by adm inistering se c tio n  three o f  th e  EFT and se c tio n  tw o o f  the GEFT. 

T he correlations were co rrected  for reduced te s t  length  and were joined for the  

tw o groups and showed th e  GEFT to b e  valid. (See Table IV.)

LEAD-Self

The L EA D -Self is a  paper and pencil instrum ent requiring approxim ately  

ten  m inutes to  com plete . It may be adm inistered in a group se ttin g  or 

individually. The L E A D -Self m easures task and relationsh ip  asp ects  o f  leader  

behavior in term s o f  H ersey’s and Blanchard's situational leadersh ip  m odel and
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TABLE IV*

GEFT NORMS 
NUMBER CORRECT

Quart iles Men Women

1 0-9 0 - 8

2 1 0 - 1 2 9-11

3 13-15 12-14

4 16-18 15-18

N 155 242

Mean 1 2 . 0 1 0 . 8

S.D. 4.1 4.2

* Adapted from  Witkin, et. a l., 1971.
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w as originally developed  as a training tool. It conta ins tw e lv e  item s describing  

w ork-related  situ ation s . There are three instances o f  each  o f  the four m aturity  

s ta te s  describ ed  in th e  s itu a tio n a l leadership model. The respondent is to s e le c t  

for  each  o f  the tw e lv e  item s his a lternate  ch o ice  am ong four answers, ea ch  o f  

which rep resents one o f  th e  four basic sty le s  o f  lead er behavior. The 

respondent's answer r e f le c ts  th e  sty le  which m ost c lo se ly  describes his behavior  

in each w o rk ^ e la ted  situ a tio n  (Green, 1980). The higher the adatabUity score  

(-24  to  +24), th e  higher is th e  individual's overall probability o f  su ccess in aU 

tw e lv e  w ork-related  situ ation s . There is no correlation  betw een  this score and 

actual e ffe c t iv e n e s s  o f  a  m anager in his presen t position . This is due to  the  

fa c t  th a t a  m anager m ay b e  actually  engaged in dealing w ith only one or tw o  

lev e ls  o f  fo llow er's m aturity, whereas th e  LEAD -Self is designed to  m easure  

diagnostic ab ility  o f  se le c t in g  the most appropriate S ty le  for all four lev e ls  o f  

m aturity (H ersey, 1981).

Standardization Procedures and N orm ative Inform ation  

The L E A D -Self was standardized on a sam ple o f  264 North Am erican  

m anagers. The a g es o f  th e  subjects ranged from 21 to  64 years. F em ales  

represented  12.496 and m ales 87.6% o f th e  sam ple. Educational leve ls w ere  

bachelors degree ( 6 6 %), m asters or doctora l d egrees (2496), and a ssocia te  

degree or le s s  (10%). Years o f  experience in m anagem ent positions ranged from  

less  than ten  years (62%), 10 -  19 years o f  experien ce (24%), to 20 or more 

years (1496). T ypes o f  business and indurstry included energy, mining, com 

puters, and others. M anagem ent lev e ls  ranged from entry le v e l (30%), m iddle 

m anagem ent (55%), to  high le v e l o f  m anagem ent (14%). Location o f  subjects  

included 7296 from  th e  United S ta tes and 28% from  the North Am erican  

countries. The L E A D -Self produces one norm ative adaptability  (e ffec tiv en ess)
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score  and four ip sa tiv e  s ty le  scores. Since ip sa tive  m easures are designed to  

aUow intra-individual com parisons, they  m ake a  norm ative interpretation  

process d iff ic u lt  and w ill not b e  used in this study a s a  basis o f  s ta t is t ic a l  

ev id en ce. A dditionally, th e  procedure o f  determ ining a  respondent's primary 

and supporting sty le (s) is not adequately defined and th erefo re  sty le  findings 

wiU be reported  only a s ten d en c ies  and trends (G reen, 1980).

Three ty p es o f  sc o r es  are generated  by the L E A D -Self; raw score, 

p ercen tile  ranks, and norm al curve equivalent for each  s ty le  and the adapt

ab ility  m easure. The raw sco res are derived by sum m ing the item s' response  

values. The p e r ce n tile  sco re  represents the p ercen tage  o f  respondents (man

agers) below  a sp e c if ic  raw score  re la tiv e  to the standardization  sam ple. The 

norm al curve equ iva len t (NCE) scores are deviation  standard scores derived  

from  th e  c u m u la tiv e  freq u en cy  d is tr ib u tio n  o f  raw  sc o res . T he NCE re p re se n ts  

a norm alized standard sco re  w ith a  m ean o f  50 and a standard deviation  of  

21.06. NCE sc o r es  have th e  property o f  norm ality and provide for the use o f  

param etric s ta t is t ic s  (G reen, 1980). F a ce  va lid ity  for th e  LEAD -Self was 

estab lished  in th e  fo llow in g  way. The c o e ff ic ie n ts  for each item  valid ity  for 

the adaptability  sco re  ranged from  .11 to  .52, and 10 of the 12 c o e ff ic ie n ts  

were sign ifica n t beyond th e  .01 le v e l and one was sig n ifica n t a t the .05 leveL  

Each response option  m et th e  operationally  defined  criterion  o f  le s s  than 80% 

with resp ect to  se le c t io n  frequency. Item s f iv e  and nine did not contribute as 

strongly as other item s to  the to ta l adaptability  sco re . Item  derivation was 

perform ed by stru ctu ra l in terv iew s and discussions with m anagers, expert 

m anagerial consu ltan ts, and fo llow ers. In addition, in-depth in terview s were  

conducted by tw o organ iza tion a l developm ent experts. A 48 item  pool was 

constructed  from  th e se  sou rces. A co m m ittee  o f  professors, experts, trainers
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o f  m anagem ent and organizational behavior as w ell as m anagers and practi

tioners then review ed , e lim inated , and revised the se lec tio n  to  1 2  item s or 

w ork-related situ ation s across th e  four m aturity sta te s . Item  response was 

analyzed to  determ ine if it  could  d ifferen tia te  various s ty le s  given th e  four 

response options. The relationsh ip  o f  th e  item  adaptability  sco res to  the to ta l  

adaptability  sco res was considered  a s a  m easure o f  item  va lid ity . Face valid ity  

were established by th ese  procedures. The LEAD-Self is considered to  be  

em piracaUy valid based upon sev era l stud ies. R eliab ility  w as established by 

determ ining the sta b ility  o f  adap tab ility  scores over a f iv e  to  six  w eek tim e  

interval. The L EA D -Self was adm inistered tw ice, fiv e  to  six  w eeks apart, to  

forty-four m anagers enrolled in graduate classes. A correlation  c o e ff ic ie n t  o f  

.69 (sign ifican t beyond the .01 lev e l) resulted betw een  the to ta l adaptability  

sco res . As hyp o th es ized , c o r re la t io n s  w ith  the  d e m o g rap h ic /o rg an ism ic  v a ri

ables o f  sex, age, years o f  experien ce , degree and m anagem ent lev e l were 

generally  low, ind icating the r e la tiv e  independence o f  the sc a le s  with resp ect to 

these  variables. (See Table V.) Pearson Product-M om ent and point b i-seria l 

c o e ff ic ie n ts  were ca lcu la ted . One study found a sig n ifica n t (P < .01) correlation  

o f  .67 b etw een  th e  adaptability  sco res  o f  managers and th e  independent ratings 

o f their supervisors (Green, 1980).

Study H ypotheses

The major study hypothesis is;

Hq  There is no sign ifican t correlation  betw een  m anager co g n itiv e  s ty le , as 

m easured by the GEFT, and leadership adaptability , as m easured by 

th e  L E A D -Self.

The supplem entary hypotheses are:



TABLE V -

LEAD-SELF CORRELATIONS WITH 
DEMOGRAPHIC VARIABLES 

(International Subjects)

Dom ain

D em ographic Variable N S ty le  1 S ty le  2 S ty le  3 S ty le  4 A daptability

Sex 251 .15 -.07 -.0 4 . 0 0 - .0 5

Age 263 -.05 .17 -.06 -.13 .06

Y ears o f  E xperience 255 .06 . 1 2 -.08 -.15 -.03

D egree 2 1 1 -.03 -.09 .08 .05 - . 1 1

M anagem ent L evel 262 -.05 . 1 0 -.05 .04 -.0 4

1= Adapted from  Green, 1980
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Hq a  There is no s ig n ifica n t co rrela tion  betw een  manager co g n itiv e  s ty le , as 

m easured by th e  GEFT, and m anager age.

Hq b  There is no sign ifican t correla tion  betw een  manager c o g n itiv e  sty le , as

m easured by th e  GEFT, and m anager education.

Hq c  There is no s ig n ifica n t co rrela tion  betw een  m anager c o g n itiv e  s ty le , as 

m easured by th e  GEFT, and y ea rs o f  m anagerial experien ce .

Hq d  There is no sig n ifica n t correla tion  betw een  m anager adaptability , as

m easured by th e  L E A D -Self, and m anager age.

Hq b  There is no sig n ifica n t correlation  b etw een  m anager adaptability , as

m easured by th e  L E A D -Self, and m anager education.

Hq j , There is no s ig n ifica n t correlation  betw een  m anager adaptability , as

m easured by the L E A D -Self, and years o f  m anagerial exp erien ce .

T he Study P ro ced u re  

The su bjects w ill be se le c te d  from  those individuals w ithin nine depart

m ents a t  a  h ea lth -care  in stitu tion  who m eet the study criter ia . Each w ill be  

asked  to  com p lete  an inform ation  sh ee t . An inform al consent wiU b e  signed by 

each  subject. Each participant w ill be adm inistered the GEFT and the LEAD- 

S e lf  by persons know ledgeable o f  th e  proper adm inistration procedures o f  each  

t e s t .  A ll te s t  data and inform ation sh ee ts  wiU be coded to  assure anonym ity o f 

subjects.

The D esign for S ta tis tic a l Analysis 

A rrangem ent o f  th e  data wiU occur tw o sta g es. F irst each  subject's 

sco res  will b e  com puted from th e  GEFT and LEAD-Self raw sco res. Each 

su bject w ill b e  c la ss if ied  field -d ep en dent or independent for both  cogn itive  

s ty le  and leardership adap tab ility . A norm al curve equivalent (NCE) score.
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which represents a  norm alized standard score with a  m ean o f  50 and a  standard 

deviation o f  21 .06 , a lso  r e la t iv e  to  th e  standardization sam ple, w ill be assigned  

each subject based upon th e  raw scores. Raw and com puted sco res w ill be  

placed into a  ta b le  and m eans wiU b e  ca lcu la ted  for to ta l groups and sub-groups 

on both adaptability  and co g n itiv e  sty le . The data w ill be analyzed  as follow s: 

The variable, co g n itiv e  s ty le , wiU be correlated  w ith  the variab le leadership  

adaptability  to d iscover i f  s ig n ifica n t relationsh ips ex is t . The Pearson Product- 

M oment C orrelation C o e ffic ien t w ith sign ifican ce  s e t  a t  0.05 wiU b e  u tilized .



CHAPTER IV 

ANALYSIS OF DATA  

S ta g es o f  Analysis

The analysis o f  data  was accom plished in tw o procedures: raw scores

were tabu lated  and co rrela tion a l analysis o f  sco res w ere perform ed.

In th e  f ir s t  procedure o f  data analysis, one hundred and th irty-six  (136) 

individual's raw sco res w ere com puted from the Group Embedded Figures T est 

(GEFT), and th e  Leadership E ffec tiv en ess  and A daptability D escrip tion -Self  

(L E A D -Self). Self-rep orted  dem ographic inform ation (age, gender, years o f  

m an a g em e n t e x p e rien c e , and ed u ca tio n ) was tab u la te d . S u b jec ts  w ere  desig 

nated a s field -d ep en dent (FD) or Field-independent (FI) for both cogn itive  s ty le  

and leadership adatab ility . The data are shown in a tab le (see  Appendix E).

In the second procedure o f  data analysis, strength o f  relationsh ip betw een  

m anager co g n itiv e  s ty le  and leadership adatab ility  was tested . C orrelational 

analyses o f  sc o r es  on c o g n itiv e  sty le  and leadership adaptability  were per

form ed using the Pearson Product-M om ent Correlation C o e ffic ien t. The 

correlation c o e ff ic ie n t  (r = 0.30) was sign ifican t a t the .05 l e v e l  T herefore, a  

sign ifican t relationsh ip  was found betw een  managers' co g n itiv e  sty le  and 

leadership adaptability  (see  Table VI).

T esting  o f  Major Hypothesis

The major hypothesis was:

Hq  There is no sign ifica n t relationship betw een  m anagers' cogn itive  

sty le , as m easured by the GEFT, and leadership adaptability .

34
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TABLE VI

PEARSON PRODUCT CORRELATION OF MANAGER  
COGNITIVE STYLE AND ADAPTABILITY

0.30 0.09 0 . 0 0 0 2

C orrelation (R) R Squared ♦Sign ificance

^Significant if  le s s  than 0 .05
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The major hypothesis was te sted  by correla tion a l analysis, u tiliz ing  the  

Pearson Product-M om ent Correlation C o e ff ic ien t  to  determ ine th e  stren gth  o f  

relationship betw een  cogn itive  s ty le  and leadersh ip  adaptability o f  m anagers. 

The results o f  th e  correlational analysis w ere  sta tis t ic a lly  sign ifican t a t  th e  .05  

leveL  T herefore, the hypothesis is rejected .

T esting o f  Supplem ental H ypotheses through H g p

Supplem ental hypotheses through H g p  determ ined th e  stren gths o f  

the relationsh ips betw een  m anagers' co g n itiv e  sty le  and leadership adaptability  

and their ages, le v e l o f  education  and years o f  m anagerial experien ce. Corre

la tion a l analyses w ere perform ed on the data.

There is no sign ifican t correlation  betw een m anager co g n itiv e  

sty le , as m easured by the GEFT, and manager age.

In hypothesis the relationship betw een  the cogn itive  s ty le  o f

m anagers and their ages was exam ined. R esu lts  o f  the analysis ind icated  there  

was a s ig n ifica n t correlation  (r = -0 .2 2 ) a t  the .05 leve l b etw een  m anager

co g n itiv e  sty le  and a g e  (see  Table Vn). The hypothesis is rejected .

Hq b  There is no sign ifican t correlation  betw een m anager co g n itiv e

sty le , as m easured by th e  GEFT, and m anager education.

In hypothesis H g g  the relationship b etw een  manager cogn itive  s ty le  and 

years o f education  w as exam ined. R esu lts o f  th e  analysis ind icated  there w as a

sign ifican t d ifferen ce  (r = 0.34) a t the .05  le v e l  betw een m anager co g n itiv e

sty le  and lev e l o f  education  (see  Table VIII). The hypothesis is rejected .

Hq c  There is no sign ifican t correlation  betw een manager co g n itiv e

sty le , as measured by the GEFT, and years o f m anagerial exper

ien ce .
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TABLE v n

PEARSON PRODUCT CORRELATION OF MANAGER 
COGNITIVE STYLE AND AGE

- 0 . 2 2 0.05 0.0044

C orrelation (R) R Squared ♦Significance

♦Significant if  le s s  than 0.05

TABLE Vra

PEARSON PRODUCT CORRELATION OF MANAGER 
COGNITIVE STYLE AND YEARS OF EDUCATION

0.34 0 . 1 1 0.00003

C orrelation  (R) R Squared ♦Significance

♦Significant if le ss  than 0.05
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In hypothesis th e  relationship betw een  m anager co gn itive  sty le  and 

y ears o f  m anagerial experien ce  w as exam ined. The resu lts o f  the analysis 

ind icated  there was not a  sign ifican t correlation  (r = -0 .0 9 ) a t th e  .05 lev e l  

b etw een  m anager c o g n itiv e  s ty le  and years o f  m anagerial experien ce (see  Table 

IX). The hypothesis is not rejected .

Hq d  There is no s ign ifican t correlation  betw een  m anager adaptability, 

as m easured by th e  L E A D -Self, and m anager age.

In hypothesis th e  relationship b etw een  m anager adaptability and age  

was exam ined. The resu lts o f  th e  analysis ind icated there was a sign ifican t 

correlation  (r = -0 .38 ) a t the .05 le v e l betw een  manager adaptability and age  

(see  Table X). The hypothesis is rejected .

H q p  There is no s ign ifican t correlation b etw een  manager adaptability, 

a s  m easu red  by th e  L EA D -Self, and  m an ag er ed u ca tio n .

In hypothesis the relationship betw een  manager adaptability and

education was exam ined. The resu lts o f the analysis ind icated  there was a 

sign ifican t correlation  (r = 0.25) a t th e  .05 le v e l b etw een  manager adatability  

and education, (see  Table XI). The hypothesis is rejected .

Hq p  There is no sign ifica n t correlation  b etw een  m anager adaptability, 

as m easured by th e  LEAD -Self, and years o f  m anagerial exper

ien ce .

In hypothesis H g g  th e  relationship betv/een manager adatab ility  and years 

o f  m anagerial experien ce  was exam ined. The results o f  th e  analysis indicated  

there was a s ign ifican t correlation  (r = -0 .28) a t the .05 le v e l b etw een  manager 

adaptability  and years o f  m anagerial experien ce  (see  Table Xn). The hypothesis 

is rejected .
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TABLE IX

PEARSON PRODUCT CORRELATION OF MANAGER  
COGNITIVE STYLE AND YEARS OF MANAGEMENT EXPERIENCE

-0 .09 0.007 0.17

C orrelation (R) R Squared ♦S ign ificance

♦Significant if  le s s  than 0.05

TABLE X

PEARSON PRODUCT CORRELATION 
OF MANAGER ADAPTABILITY AND AGE

-0 .38 0.14 0 . 0 0 0

C orrelation (R) R Squared ♦S ign ificance

♦Significant if  le s s  than 0.05
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TABLE XI

PEARSON PRODUCT CORRELATION OF 
MANAGER ADAPTABILITY AND YEARS OF EDUCATION

0.25 0.06 0 . 0 0 1

C orrelation (R) R Squared ♦S ign ificance

♦Significant if  less than 0.05

TABLE x n

PEARSON PRODUCT CORRELATION OF MANAGER 
ADAPTABILITY AND YEARS OF MANAGERIAL EXPERIENCE

-0.28 0.08 0.00055

C orrelation (R) R Squared ♦Significance

♦Sign ificant if  less  than 0.05
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Summary

The study postulated  seven  hypotheses: one major study hypothesis and 

six supp lem ental hypotheses. Six o f  the seven hypotheses w ere rejected; one  

was a ccep ted . R esu lts o f  th e  analysis found there were sign ifica n t d ifferences  

b etw een  m anager co g n itiv e  sty le , as measured by the GEFT, and adaptability , 

as m easured by th e  L E A D -Self. S ign ificant d ifferen ces w ere found betw een  

m anager co g n itiv e  sty le  and age and years o f  education . Additionally, 

sign ifican t d ifferen ces  w ere found betw een  manager adaptability  and age, years 

o f education, and years o f  m anagem ent experience. No sig n ifica n t d ifferen ces  

b etw een  m anager co gn itive  s ty le  and years o f  m anagem ent experien ce  were 

found.



CHAPTER V

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 

Sum m ary

The purpose o f  the study w as to  in vestiga te  th e  relationsh ip  betw een  

manager co gn itive  sty le  (m easured on th e  field  dependenoe-independence  

dim ension) and adaptability  so th a t th e  field  o f  m anagem ent training m ight be  

enriched by the findings o f  th e  study. M anagem ent adaptability , or the ability  

to diagnose the m ost appropriate m anagem ent sty le  required in a  sp ec ific  

behavioral situation , was found to  be  sign ifican tly  correlated  w ith a higher 

degree o f  th e  co g n itiv e  sty le  dim ension o f  lield -independenee in m anagers. The 

study sam ple consisted  o f  one hundred and th irty-six  hospital m anagers from a 

large Southw estern teach in g  hospitaL Subjects were se le c te d  from nine 

departm ents and included m ales (N = 40) and fem ales (N = 96). Subjects  

com pleted  an inform ation sh ee t (se e  Appendix A) providing dem ographic  

inform ation. They signed a consent sh e e t  (see  Appendix B) and w ere admin

istered  th e  Group Embedded F igures T est, a  measure o f  fie ld  dependence- 

independence. M anagem ent adaptability  was measured by th e  su b jects com 

pleting the Leadership E ffec tiv en ess  and A daptability D escription -  S e lf instru

m ent.

D ata  analysis included raw score  com putations and c la ssifica tio n  o f  

subjects as field -d ep en dent or field -ind ep en dent for both co g n itiv e  sty le  and 

adaptability  based on their  te st  sco res. C orrelational analyses using the Peason  

Product-M om ent C orrelation C o e ffic ien t were perform ed on the data to
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determ ine w hether s ig n ifica n t d iffe re n c es  ex isted  betw een  variables. S ign ifi

cant relationships w ere found b e tw een  co g n itiv e  s ty le  and adaptability, age , and 

years o f  education. N o sig n ifica n t relationsh ip  was found betw een  co g n itiv e  

sty le  and years o f  m anagerial ex p erien ce . Sign ificant d ifferen ces w ere found  

betw een  adaptability  and age, le v e l  o f  education, and years o f  m anagerial 

expa-ien ce.

D iscussion and Conclusions

Based on Witkin and A ssocia tes, descriptions and research on co g n itiv e  

s ty le  identifying field  independence a s including an a ly tica l ab ilities, such as 

those necessary to  d ise  mb ed figures from  a background, and based on H ersey's 

and Blanchard's id en tifica tio n  o f  a m anager's adaptability  ch aracteristic s as the  

a b ility  to  analyse  an d  d iag n o se  th e  m ost a p p ro p ria te  m an ag em en t s ty le  re q u ire d  

in a  c e r ta in  behavioral s i tu a tio n , i t  w as expected  th a t  a  s ig n if ic a n t re la tio n sh ip  

b etw een  cognitive  s ty le  and leadersh ip  adaptability would be found. Study 

findings supported this ex p ecta tio n  (r = .30 a t .05 level).

It was exp ected  th at there would be a sign ifican t relationship b etw een  

managers' age and co g n itiv e  s ty le  co n sisten t with Witkin's findings th at adult 

fie ld  dependency in crea ses w ith age. A ges o f  th e  subjects ranged from tw e n ty -  

four to six ty -tw o  and f it  betw een  th e  p lateau  ages in cogn itive  sty le  as decribed  

by Witkin. The resu lts o f  th e  study supported th is expectation  (r = -.22  a t  the  

.05 level).

It w as exp ected  th at there would be a  sign ifican t relationship b e tw een  

lev e l o f education and co g n itiv e  s ty le  from Mayne's (1979) findings on co lle g e  

teach ers. The resu lts o f  th e  study confirm ed this expectation  (r = .34 a t th e  .05 

leve l). As the managers' le v e l  o f  education  increased, they showed more field  

independence. It w as exp ected  th at there would be a sign ifican t relationship
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b etw een  co g n itiv e  sty le  and years o f  m anagerial experien ce  due to  th e  

reasoning th at increased experien ce  and fam iliarity  with th e  m anagem ent 

process would lead to  increased ab ility  to  diagnose the m ost appropriate 

m anagem ent s ty le  required by a certa in  situation . However, th is expecta tion  

w as not m et. Managers' co g n itiv e  sty le  was found to  be n ot s ign ifican tly  

related to  years o f  m anagem ent experien ce  (r = -0 .09  a t  .05 lev e l).

A point o f  in terest in the study was that the m ajority o f  m anagers were  

field -dependent (N = 9 6 , 71 p ercent) rather than field-independent (N = 40, 29 

percent). A possible in fluence on this finding m ight have been that the  

vocation al position  o f  m anager incorporates many so c ia l and in terrelational  

skiUs and m ight a ttra c t to it  f ie ld  dependent persons. H owever, the a n a ly tica l  

asp ects o f  a manager's position , as represented by an adaptability  score  

in d ica tin g  one 's a b ility  to d iagnose  th e  a p p ro p ria te  lead ersh ip  s ty le  fo r a  c e r ta in  

situation, assum e a role o f major im portance, as illustrated in Hersey's and 

Blanchard's Situational Leadership ModeL It m ight follow  th a t leadership  

training for m anagers could enhance their d iagnostic sk ills and would b e  a  more 

feasib le  approach than attem p tin g  to change one's c cçn itiv e  s ty le , since  

cogn itive  s ty le  appears to  b e  a s ta b le  a ttr ib u te , according to Witkin. Additional 

research is needed in th ese  areas.

In the area o f  adaptability , it was unexpected  th at there would b e  a 

sign ifican t negative  relationship b etw een  adaptability  and m anager age due to  

the reasoning that increasing a g e  would be an enriching in fluence on adaptabil

ity . However, th e  results o f  th e  study showed that manager adaptability  and 

a g e  are sign ifican tly  correlated  (r = -0 .38  a t the .05 level). T he data would 

suggest th a t since  adaptability  decreases markedly a fter  age f if ty - f iv e ,  man

ageria l training in adaptability  o f  m anagers over f if ty -f iv e  m ight b e  m ost
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needed. More research is needed in th is area . It was expected  that there would 

b e  a s ig n ifica n t correlation  b etw een  m anager adaptability  and education  due to  

th e  assertions o f  H ersey and Blanchard th a t m anagers are able to  increase their  

sk ills through training. The resu lts o f  th e  stu dy  confirm ed the fa c t  that there is 

a sig n ifican t cw re la tio n  (r = 0.25 a t th e  .05  level) betw een  m anager  

adap tability  and education . The ed u cation a l le v e l in th is study d oes not 

n ecessarily  r e f le c t  m anagem ent train ing b u t rather lev e l o f  education  in 

subjects' area  o f  professional ex p ertise  (nursing, pathology, e tc .) .  A poin t o f  

in terest w as th e  finding that the h igh est lev e ls  o f  adaptability  w ere found 

am ong th ose  su bjects whose lev e ls  o f  ed u cation  ranged from f if te e n  to  tw en ty -  

one years. A possib le im plication  m ight b e  th at m anagers w ith le v e ls  o f  

education below  f if te e n  years and above tw en ty -on e  years may m ost need  

m anagerial training in adaptability . More research  is needed in this area, it 

w as un exp ected  th a t there would be a s ig n ifica n t negative correlation  betw een  

m anager adaptability  and years o f  m anageria l experience due to  the supposed  

enrichm ent o f  experien ce and a b ilitie s . The resu lts o f  the study did show a 

sign ifica n t correlation  (r = -0 .2 8  a t th e  .05 level) betw een adap tability  and 

years o f  m anagerial ex p erien ce . A p o ssib le  app lication  o f  this finding would be 

to design sp ec ia l adaptability  training d evelop m en t for m anagers w ith  long

term  m anagerial experien ce .

The study data revealed  in terestin g  general findings in adap tability  and

gender. The fem a le s in th e  study had sig n ifica n tly  higher adaptability  scores

than th e  m ales (fem a les x , = 51.07, m.ales x , . . .... = 43.60).
a aap tao ility  adapiabm ty

The value t  was sig n ifica n t for fem a les a t  2 .00 , 134 df, a t  .05 lev e l. A possib le  

use o f  this finding m ight be to  structure  th e  design o f  adaptability  training  

m ateria ls for m anagers to  allow  for gender d ifferen ces . The data also  showed  

th at m ales and fem ales preferred the use o f  d ifferen t primary leadersh ip sty le s
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(Styles One through Four a s defined by H ersey and Blanchard's S ituational 

Leadership Model). S ty le  One (telling) was sig n ifica n tly  preferred  by m en (x 

Style 1 “  49 .04) over wom en (x   ̂ = 38.94). The value o f  t  was sign ifican t  

for m ales a t 2 .34 , 134 d f, a t  th e  .05 lev e l). This resu lt m ight r e f le c t  wom en's 

hesitancy to appear dom inant and com m anding, in accordan ce  w ith society 's  

defin itions o f  sex  ro les. It would point to  th e  need for m ore m anagerial training  

in th e  use o f  s ty le  one for w om en m anagers. S ty le  Two (selling) w as preferred  

alm ost equally by both  m ales and fem a les (fem ales x  g tyjg  2  ” 45.56, m ales x  

Style 2 ~ 47.09). The value o f  t  was not sign ifican t. S ty le  Three (participating) 

was sig n ifica n tly  preferred  by w om en (x g ^ j^   ̂ = 46 .59) over m en (x g ^ j^  g = 

35.41). The value o f  t  w as s ig n ifican t for fem ales a t 2 .91 , 134 d f a t th e  .05  

leve l. This result is c o n sisten t w ith H ersey and Blanchard's findings on wom en  

and sty le  profiles. It m ight r e f le c t  women's approved se x  role use o f  highering  

and low ering so c io -em o tio n a l support as a way o f  influencing others. The 

finding points to th e  p ossib le  need for m anagerial train ing designed to assist  

women in learning other leadership sty le s  to  im prove overall m anagerial 

e ffe c tiv e n e ss . S ty le  Four (delegating) was not sig n ifica n tly  preferred by one 

sex more than th e  oth ers (m ales x  g^yjg 4  =25.00, fem a le s  x  4  = 22.82). 

The value o f  t  w as not sign ifica n t.

A dditional g en era l findings on persons c la ss ified  field -d ep en dent (FD) and 

field-independent (FI) show ed sign ifican t d ifferen ces b etw een  them  as groups 

and adaptability . The field -d ep en dents in the study had a sign ifican tly  higher 

p referen ce for the use o f  S ty le  One (teUing) than did the field-independents. 

The value o f  t  for FD (x  g^yjg 4  = 45.52) was sign ifica n t a t  2 .40 , 134 df a t  the  

.05 le v e l (FI"x g^yjg 4  -  34 .78). F ield-dependents and field -ind ep en dents equally  

preferred the use o f  s ty le  tw o. The value o f  t  was not s ig n ifica n t (FD x g^yjg 2
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= 46.25, FI X g|.yjg 2  ” 45.68). S ty le  Three (participation) was preferred by FI (x 

S ty le  3 “ 47.83) over FD (x 3  = 40.72) but not s ig n ifican tly  so. The value  

o f  t  w as not sig n ifica n t for FI a t 1 .75, 134 d f a t  th e  .05 lev e l. S ty le  Four 

(delegating) was preferred  by FI (x ĝ yĵ   ̂ = 28.00) m ore than FD (x g^jg  ̂ = 

21.71) but not sig n ifica n tly  so. The value o f  t  for FI w as not sign ifican t a t 1 .10, 

134 df, a t  th e  .05 lev e l. The trend (not significant) o f  field  independents for the 

use o f  S ty les Three (participating) and Four (delegating), th e  "people" sty les , 

and o f  fie ld -d ep en dents for th e  use o f  S ty le  One (telling ) su ggests a possible  

association  o f  FI w ith  an em ployee-centered  leadership sty le  and so c ia l 

in te llig en ce . L ikew ise a s noted in Chapter E, p. 22, th e  job cen tered  sty le  

(S tyle One) is a ssocia ted  w ith field-dependence and a  low so c ia l in te lligen ce  

(W eissenberg and G ruenfield, 1966). The trend o f  th ese  possib le associations 

m ig h t su g g est th a t  f ie ld -d ep e n d e n t m an ag ers would b e n e f it  from  m ore highly 

structured work areas and from subordinates who are o f  en try -lev e l sta tu s, 

(M l), the ty p e  o f  em ployee with whom the use o f  S ty le  One (telling) is m ost 

appropriate. Further research is needed on the strength  of the relationships 

b etw een  cogn itive  s ty le s  and leadership sty les.

L im itations

The sam pling procedure was designed to obtain an even distribution o f  

m ales (N = 40), and fem a les (N = 96). This was not accom plished due to  the 

natural distribution  o f  th e  sex es  in the institu tion . It was judged that the  

resu lts o f  th e  study would not b e  skew ed by th ese  d istributions sin ce  th e  to ta l  

numbers o f  both m ales and fem a les w ere o f  adequate sam ple s izes . An early  

a ttem p t w as made to  u tiliz e  gender and departm ents as sub-groups. It proved 

unfeasib le, how ever, due to  a  serious uneven distribution o f  numbers o f subjects 

in those sub-groups. To have rearranged the num bers o f  subjects in th e  sub
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groups to  a ch iev e  an even  distribution would have imposed an a rtific ia ln ess on 

th e  sam ple and rendered the study unrepresentative o f  the population and thus 

m eaningless. Soundness in the study was consequently  achieved by treating  the  

to ta ls  in th e  sam ple.

There w as no norm ative data for th e  GEFT on th e  population sam ple in 

th e  study. A norm al distribution was assum ed to  ex ist in th e  sam ple.

R ecom m endations

It is recogn ized  th a t there is  a need for m ore norm ative data on the Group 

Embedded F igures Test to  include persons a t higher educational le v e ls . Further 

research is needed  on th e  e ffe c t iv e n e ss  o f  training in im proving m anagers 

adaptability  scores. More research is needed to investigate  the findings o f  this 

s tu d y  th a t  m ost su b je c ts  w ere  fie ld  d e p en d e n t. T he q u estio n  p resen 'ts  i ts e l f  as 

to  w h e th er a  s ig n if ic a n t re la tio n sh ip  e x is ts  b e tw ee n  th e  co g n itiv e  s ty le s  o f 

m anagers in th is study and in other hospital institu tion s or industries. From the 

findings o f  th is study, a sign ificant correlation  b etw een  manager co g n itiv e  sty le  

and adaptability , i t  is recom m ended th a t training in adaptability b e  g iven  to  

students in m anagem ent who are field -d ep en dent to enrich their m anagem ent 

sk ills. Additionally, i t  is recom m ended th at curriculum m aterials which teach  

and encourage th e  use o f  analytical, adaptability , and diagnostic  sk ills for 

m anagers b e  developed and u tilized , e sp ec ia lly  w ith  managers who have long

term  m anagem ent experien ce and who are over f if ty -f iv e  years o f  a g e . Further 

research is needed  to  determ ine d iffe re n c es  betw een  m ale and fem ale  

m anagerial adap tab ility  and im pheations for manager training a c tiv itie s . 

Additional research is needed to explore m ales and fem ales preferred use o f  

certa in  m anagem ent s ty le s  and their e f fe c t s  on subordinates in term s o f  

productivity.
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APPENDIX A



CONSENT TO PARTICIPATE IN RESEARCH

T he purpose o f  th e  research  is to investiga te  the relationsh ip  betw een manager 
co g n itiv e  s ty le  and leadersh ip sty le  so th a t th e  m anagem ent cogn itive  process  
m ay b e  b etter  understood. The dim ension o f  co g n itiv e  sty le  used in the study is 
Witkin's field -dependence-independence dim ension as m easured by the Group 
Embedded Figures T est (GEFT). The LEAD -Self is used to  identify  m anagem ent 
and leadership s ty le s .

There is no known so c ia l, personal, physical or other risk  to  study participants.

To assure anonym ity o f  study participants, inform ation is  co llec ted  on coded  
form s. The inform ation co llec ted  becom es group data and w ill be treated  w ith  
co n fid en tia lity . Individual hospitals w ill not be id en tified .

Inform ation c o lle c te d  from  study participants is to  be used for doctoral 
research  a t  the U n iversity  o f  Oklahoma. The resu lts o f  th e  research w ill be  
dissem inated through the dissertation, and possibly a  paper presented a t a 
p ro fe ss io n a l m ee tin g , and an a r tic le  in a  p ro fe ss io n a l jo u rn a l.

T he re se a rc h  in v e s tig a to r  will answ er any q u es tio n s  p a r tic ip a n ts  may have  p rio r  
to  co n sen tin g  and du rin g  th e  study .

The participant m ay withdraw consent and discontinue participation any tim e  
prior to  term ination o f  study w ithout prejudice.

1  have read the above inform ation and consent to  p artic ip ate  in the research.

Nam e D ate

Investigator: P eggy F. Malone 214-292-2177
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APPENDIX C



MANAGER COGNITIVE STYLE AND LEADERSHIP 

ADAPTABILITY

Inform ation Sheet

CODE

AGE

SEX

BIRTH DATE

EDUCATION LEVEL

MANAGEMENT AREA (D epartm ent)

(Years)

MANAGEMENT POSITION (T itle)

YEARS OF MANAGEMENT EXPERIENCE 

RIGHT HANDED LEFT HANDED AMBIDEXTROUS

Scores

Lead-Self: S ty les

%

G eft:

A dapatability

%
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GROUP EMBEDDED FIGURES TEST

The Group Em bedded Figures Test by PhiUip O ilm an, Evelyn Raskin, and 

Herman Witkin, is a  copyrighted publication availab le from:

Consulting P sychologists Press 
577 C ollege Avenue  
Palo A lto , CA 94306
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APPEN D IX  D



LEADER EFFECTIVENESS AND ADAPTABILITY DESCRIPTION

The L E A D -Self by P aul H ersey and Kenneth H. Blanchard is a  copyrighted  

publication availab le  from .

Center for Leadership Studies 
P. O. Box 1536 
230 West Third 
Escondido, CA 92025

(714)741-6595
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APPENDIX E



RAW DATA

C ode Age Sex Ed D ept Exp P rim a ry  S ty les s ls2 s3 s4 Adpt G ft FD/FI

0 0 0 1 57 F 170 0 1 015 XPSX 33485801 27 03 FD

0 0 0 2 25 F 160 0 1 0 2 0 XSPX 01378001 59 16 FI

0003 38 F 150 0 1 090 XPSX 33485801 23 1 0 FD

0004 30 F 160 0 1 030 PPSS 75282071 33 18 FI

0005 29 F 180 0 1 060 XPXX 33830754 87 15 FI

0006 57 F 140 0 1 060 SPSX 75482001 07 03 FD

0007 47 F 2 1 0 0 1 080 SPPX 48375801 76 0 0 FD

0009 45 F 170 0 1 060 SPSX 48722001 44 05 FD

0 0 1 0 42 F 140 0 1 0 1 2 XPSX 01605801 19 0 2 FD

0 0 1 1 28 F 150 0 1 0 2 0 SSPX 61177001 13 0 1 FD

0016 35 M 150 0 2 040 SPSX 75482001 33 04 FD



Code Age Sex Ed D ept Exp Prim ary S ty les s ls2 s3 s4 Adpt G ft FD/FI

0017 28 F 180 0 2 030 XPSX 33723401 59 1 1 FD

0018 34 M 140 0 2 070 SPSX 48722001 48 08 FD

0019 42 F 150 0 2 140 SPSX 48603401 63 13 FI

0 0 2 0 41 F 1 2 0 0 2 060 XPXX 10930701 39 09 FD

0 0 2 1 35 F 140 0 2 070 PSPX 90105801 33 08 FD

0 0 2 2 30 F 150 0 2 0 2 0 SPXX 61720701 15 16 FI

0023 35 F 140 0 2 050 SPSX 48902001 33 06 FD

0024 31 F 160 0 1 1 0 0 XPSX 33604601 55 03 FD

0025 56 M 160 03 290 SPXX 48830701 39 05 FD

0026 35 F 140 03 1 0 0 XPSX 33604601 39 0 0 FD

0027 38 F 1 2 0 03 140 SPSX 61374601 51 0 0 FD



Code Age Sex Ed D ept Exp Prim ary S ty les s ls2 s3 s4 Adpt G ft FD/FI

0028 29 M 150 03 1 1 0 SPSX 61602001 36 06 FD

0029 49 F 180 03 1 2 0 PSSX 99173401 0 1 03 FD

0030 45 M 090 03 040 PSXS 99170771 0 1 0 0 FD

0031 34 M 160 03 1 2 0 SPSX 75373401 23 0 0 FD

0032 65 M 1 1 0 03 370 PPPP 61173478 1 0 0 0 FD

0033 55 F 130 03 170 SPXX 61720101 0 1 0 0 FD

0034 63 M 150 03 340 l%XX 99280701 0 1 04 FD

0035 41 F 140 03 030 SPSX 75373401 33 0 0 FD

0036 53 F 150 04 0 2 0 SPPX 48375801 72 0 1 FD

0037 36 M 170 04 040 XPSX 01724601 39 18 FI

0038 30 F 2 0 0 04 050 SPSS 48372078 44 1 2 FD



Code Age Sex Ed D ept Exp P rim ary  S ty les s ls2 s3 s4 Adpt G ft FD/FI

0039 51 M 180 04 250 SPSX 48902001 44 1 2 FD

0040 42 M 2 0 0 04 2 0 0 SSPX 61285801 59 13 FI

0041 37 M 2 1 0 04 040 SPSX 61482054 55 14 FI

0042 31 F 18 0 04 0 0 0 X PPX 33375801 44 1 0 FD

0043 33 F 190 04 030 SPSX 61373454 55 0 2 FD

0044 34 M 190 04 040 SPSS 48482071 48 1 2 FD

0045 57 M 160 04 300 SPSX 48374654 0 1 16 FI

0046 27 F 180 04 0 2 0 SPSX 48602054 55 03 FD

0047 47 F 2 0 0 04 090 SPSX 48483454 44 0 2 FD

0048 40 M 180 04 130 XPSX 01605801 63 04 FD

0049 52 M 180 04 190 SPSX 61373454 39 03 FD



Code Age Sex Ed D ept Exp P rim a ry  S ty les Sls2s3s4 Adpt G ft FD/FI

0050 36 F 180 04 040 XPSX 01832054 63 1 2 FD

0051 39 M 180 04 1 0 0 XPSX 33723401 36 16 FI

0052 41 M 190 04 170 SPPX 48375801 51 1 0 FD

0053 36 M 180 04 130 PSPX 75174654 23 15 FI

0054 34 M 260 04 080 SSPX 61285801 72 17 FI

0055 40 M 180 04 050 SPSS 48482071 55 17 FI

0056 32 M 180 04 090 SPXS 61480178 44 06 FD

0057 52 M 160 04 250 PSPX 75174654 44 1 0 FD

0062 37 F 2 0 0 05 040 XPSX 33604601 36 16 FI

0063 34 F 160 05 070 X P M 01487001 36 14 FI

0064 47 F 160 05 130 SSPX 48285854 44 1 1 FD



C ode Age Sex Ed D ep t Exp Primary S ty les s ls2 s3 s4 Adpt G ft FD/FI

0065 31 F 160 05 030 XPPX 01487001 36 15 FI

0066 48 M 240 05 050 SPSX 48484601 63 1 1 FD

0067 31 F 160 05 050 XSPX 33377001 72 08 FD

0068 51 M 190 05 2 2 0 SPPX 48375801 59 13 FI

0069 39 F 160 05 060 SPSX 48484601 59 15 FI

0070 32 F 170 05 030 SSPS 48174678 72 15 FI

0071 30 F 160 05 070 XPSX 33485801 23 14 FI

0072 34 M 2 0 0 05 050 XPSX 33604601 39 13 FI

0073 33 M 250 05 040 PSSX 99173401 0 1 09 FD

0074 51 M 240 05 130 XPSX 01605801 39 05 FD

0075 44 F 180 05 170 XPSS 33483471 81 08 FD



Code Age Sex Ed D ept Exp Prim ary S ty les s ls2 s3 s4 Adpt G ft FD/FI

0076 32 M 240 05 0 1 0 SPSX 48483454 6 8 17 FI

0077 34 M 240 05 0 2 0 XPSX 33723401 48 09 FD

0078 30 F 170 06 030 I^SX 90283401 48 0 1 FD

0079 27 F 160 06 025 SPSX 61483401 48 07 FD

0080 31 F 160 06 0 1 0 XPSX 33604601 36 07 FD

0081 31 F 180 06 040 X P M 33484654 87 1 2 FD

0082 32 F 150 06 030 XPPX 01487001 6 8 04 FD

0083 28 F 180 06 0 1 0 XPPX 33375854 63 14 FI

0084 30 M 180 06 0 1 0 XSPX 01289001 59 13 FI

0085 34 F 160 06 050 XSPS 33285871 48 0 1 FD

0086 27 F 160 06 0 1 0 SPSX 48603401 23 05 FD



Code Age Sex Ed D ept Exp P rim a ry  S ty les s ls2 s3 s4 Adpt G ft FD/FI

0087 30 F 160 06 030 XSPX 33288001 76 0 1 FD

0088 40 F 140 06 0 1 0 SPSX 48722001 51 04 FD

0089 34 F 180 06 090 XSPX 33178054 72 0 0 FD

0090 30 F 170 06 060 SSPX 48109001 6 8 1 0 FD

0093 46 F 150 07 0 0 0 SPSX 61602001 44 13 FI

0094 59 M 18 07 SPSS 61372071 36 06 FD

0095 62 M 1 2 0 07 420 XSPX 33287054 28 04 FD

0096 58 M 18 07 300 SPSS 48373471 39 07 FD

0097 34 M 1 2 0 07 140 XPSX 33484654 63 13 FI

0098 37 M 2 0 0 07 080 XPSS 33602071 76 16 FI

0099 50 M 180 07 080 XPXX 33720701 1 0 0 0 FD



Code Age Sex Ed D ept Exp P rim a ry  S ty les s ls2 s3 s4 Adpt G ft FD/FI

0 1 0 0 M 170 07 080 SPPX 48375801 6 8 14 FI

0 1 0 1 45 M 1 2 0 07 1 2 0 SPSX 61483401 48 09 FD

0 1 0 2 59 M 1 2 0 07 2 0 0 SPSX 48484601 44 08 FD

0103 32 M 160 07 095 XSPX 01378001 76 16 FI

0104 60 M 1 2 0 07 030 SPXX 61720701 33 05 FD

0105 31 M 160 08 090 SPSX 75372054 51 1 0 FD

0106 34 F 2 2 0 08 040 XPSX 33603454 59 1 0 FD

0107 29 F 150 08 025 SPSX 48602054 55 0 1 FD

0108 30 F 160 08 XPSX 33604601 63 02 FD

0109 36 F 180 08 0 1 0 XSPS 01287071 63 16 FI

0 1 1 0 34 M 160 08 0 1 0 XPSX 33604601 87 18 FI



Code A ge Sex Ed D ept Exp Prim ary S ty les s ls2 s3 s4 Adpt G ft FD/FI

0 1 1 1 54 F IGO 08 1 2 0 EBPX 48287001 19 0 2 FD

0 1 1 2 32 F 160 08 060 XPSX 01723454 72 15 FI

0113 38 F 150 08 080 SXPS 61017078 39 07 FD

0114 38 F 150 08 040 XSPX 01289001 6 8 14 FI

0115 40 F 180 08 1 1 0 PSSX 90283401 28 04 FD

0116 29 F 160 08 015 XPSX 33723401 23 03 FD

0117 30 F 160 08 005 SSPX 61177001 28 04 FD

0118 28 F 160 08 015 SPSX 61373401 39 07 FD

0119 33 F 160 08 050 XPPX 01487001 39 04 FD

0 1 2 0 33 F 160 08 0 1 0 XPPX 33375854 76 17 FI

0 1 2 1 42 F 150 08 050 XSPX 33287054 76 18 FI



Code Age Sex Ed D ept Exp Primary S ty les s ls2 s3 s4 Adpt G ft FD/FI

0 1 2 2 39 M 170 08 080 E#XX 48720754 44 0 2 FD

0123 29 F 170 08 030 XSPX 33178054 63 18 FI

0124 38 F 160 08 040 SPSS 48373471 76 03 FD

0125 29 F 160 08 0 1 0 XP&X 33604601 59 04 FD

0126 29 F 160 08 003 PP PP 61173478 59 03 FD

0127 37 F 150 08 1 1 0 SSPP 48104690 76 0 2 FD

0128 24 F 150 08 0 1 0 XPSX 33604601 51 05 FD

0129 35 M 2 0 0 08 060 XPSX 33722001 63 15 FI

0130 27 F 160 0 2 0 1 0 PPPX 75284601 36 04 FD

0131 39 F 140 0 2 1 0 0 XPSX 01832054 48 0 1 FD

0132 38 F 2 2 0 05 005 SPSX 48483454 72 1 1 FD



Code Age Sex Ed D ept Exp Prim ary S ty les s ls2 s3 s4 Adpt G ft FD/FI

0133 27 F 160 09 0 2 0 XPSS 33374671 63 15 FI

0134 24 F 140 09 025 XPSX 01604654 59 07 FD

0135 56 F 150 09 160 SPSX 48722001 39 08 FD

0136 38 F 160 09 1 0 0 XPSX 33604601 76 08 FD

0137 30 F 190 09 085 XSPX 33377001 81 16 FI

0138 28 F 160 09 040 PSSS 75173471 59 06 FD

0139 33 F 180 09 0 1 0 XSPX 33285854 63 1 0 FD

0140 47 F 150 09 070 XPSX 01724601 72 0 2 FD

0141 33 F 180 09 030 XPSX 33723401 6 8 0 2 FD

0142 30 F 180 09 050 SPXS 48600771 6 8 14 FI

0143 36 F 150 09 080 XSPX 01378001 48 0 2 FD



Code Age Sex Ed D ept Exp Prim ary S ty les s ls2 s3 s4 Adpt G ft FD/FI

0144 30 F 160 09 010 XSPX 33377001 93 04 FD

0145 39 F 160 09 005 XPSX 01605801 44 00 FD

0146 40 F 110 09 130 XSPX 33179001 44 00 FD

0147 38 F 160 09 040 X P M 01487001 55 04 FD


