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Developing aPerformance-Maintenance(PM)

TheoryofLeadership

Abstract

Beg伽 珈9.カ0初a卯 〃ca'ionげanexperimental伽 のconducted伽 伽United

s'傭S,漉 θPMTheoryげ 五eaders吻.郷devel・pedゴ η 力P翻as砺extensive

卿 読 吻 〃・卿 酬internati・ ・α1卿7・a・ 履 ・leade・ 卿.Thり 解5傭paper

des・ribes惚6雌 爾3'碗 げtheresea励 ρプ・gramandpr・ 擁483α4θ'a〃edsummary

げseveral物s,'鰯 θ3tha'肋veaddre∬ed〃 吻orゴ ∬ 脇00ゆ0漉4伽'加research.

Ingeneral,theresearchhasendeavoredtounderstandthePerformance(P)and

Mα ゴη励 αη0θ(M)970ゆ ∫"η0'ゴ0ηSas'heyareプ%ゲillectt肋ughtheactions(ゾleaders.

孟oo〃apletesummary(ゾ'heexper吻entalandfieldstudiesげPMIeaders吻2S

alsoprovidedthroughtables伽0磁 ゴ㎎each伽4y,ゴ ず3如3ゴ6design,andゴ'Sresults.

Currentdevelopmentsandfutureplansfortheresearchprogram,especiallythose

伽01抑9・ 粥 卿 α伽inter鰯 ゴ0加1resea励andtheroleげspecifi・ ・〃cumstan'ial

characteristics,.arealsodescribed.lngeneral,researchconductedinmanyworkand

non-worksettingsinseveralcountriessuggeststhatthePandMfunctionsinteract

inpro脚 翻800η3'7%0'ivegroupproce∬ θ3,Pθ げ07脚ncenorms,ande〃aployeeat'伽des.

Duringthepast30years,aninterdisciplinaryresearchprogramdevelopingand

testinga"Performance-Maintenance"or"PM"TheoryofLeadershiphasbeencon-

ductedatKyushuUniversityandOsakaUniversity.Thepresentreviewisdesigned

toprovideacomprehensiveinterpretiveoverviewofallthestudiesconductedas

partofthisresearchprogram.AlthoughdetailedreportsofmanyPMstudies(Misumi,

1985)andareviewaddressingU.S.leadershipresearchissues(Misumi&Peterson,

1985)areavailableinEnglish,nopreviousreviewfocusesprimarilyandindepthon

theresearchprogramitself.Thisresearchprogramhasdealtwithmanyofthe

groupsandorganizationsinJapanesesocietythathavebeensignificantinJapan's

post-wardevelopment.

Theperformance-orientedandmaintenance-orientedleadershipconceptshave

beenderivedfromideasaboutthebasicfunctionswhichleadershipmustfulfillin

allsodalsettings(Cartwright.&Zander,.1968).The``performance"functioエ1is

leadershipwhichfollowersexperienceasbeingdirectlyorientedtowardformingand

reachinggroupgoals,whilethe"maintenance"functioninvolvesleadershipexperienced

asdirectedtowardpreservinggroupsocialstability.Theseleadershipconceptsare

closelylinkedtobasicsocialpsychologicaltheorydevelopedintheU.S.andEurope

(e.g.,Lewin,1951;Bales,1950;Cartwright&Zander,1968).
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PMLeadershipTheoryhasanumberofcharacteristicsthatdistinguishitfrom

U.S.1eadershiptheoriesthatusesimilarconcepts.(e.g.,Stogd玉ll&Coons,1957,

Fiedler,1967).ThreecharacteristicsofthePMLeadershipprogramcanprovidean

initialbas五sfordistinguishingitfromotherleadershipresearch.Oneofthe玉mportant

characteristicsofthePMresearchprogramhasbee-itsinterdisciplinaryorientatio且.

Agoaloftheprogramhasbee且todevelopabasictheoryofIeader-follower.i且ter-

actionswhichcanbemeaningfullyappliedtosuchdiversesettingsasindustrial

orga皿izations,govemmentadm量nistration,pol三ticalprocesses,classroomteaching,

intercollegiatesports,andparent℃hildrelations.Theintenthasbeentodevelop

bothaunifyingleadersh量ptheoryandatheorywhichdoesnotobscureimportant

differencesamongparticularexpressionsofbasicleadersh三pfunctionsindifferent

コ
settlngS.

Asecondimportantcharacterist董coftheresearchpro奮ramhasbeenitsorigin

in.experimentalresearchstimulatedbytheLewin,LippittandWhite(1939)studies

ofdemocratlc,autocrat三candla三ssezifa五releadership.Thisexperimelltalbas三shas

resulted量nconceptualizingleadershiptypesinawaywhichismostreadilyreflected

asexperimentalconditionsandissecondarilyresearchableinfieldsettings.

Athirdimportantcharacteristicistheculturalandhistoricalcircumstances

surroundingtheresearc .her.Theresearchhasbeenconductedinpost-warJapalland

thusimplicitlybear串characteristicsofJapallduringaperiodofgreatchange,

characteristicswhichared三fficulttoidentifyorinterpret.Althoughthesecultural

c量rcumstancesprobablyhavebeari且gollthestructureoftheresearchprogramandthe

contentofthePMLeadershipTheory,theymayhavecons三derablesignificancefor

theresultsobtai且edaswillbediscussed.

Four三nterrelatedthemeshavebeenpursuedindevelopingthePMresearch

Dimension SituationalGeneralizability

GeneralSpecific

(Universal)(Contingent)

Morphology

(BasicForms)

Generalleadership

morphology

Specificleadership

morphology

Dynamics

(CausalProcess)

Generalleadership

dynamics

Specificleadership

dynamics

Takenfro皿Misumi,1985,p.8

FigurelParadigmfortheStudyofLeadershipBehavior
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program.ThesefourthemesareshowninFigure1.Onedistinctionamongthesefour

themesisaseparationbetweenthe"morphology"orformsofleadershipandthe

"dynamics"orcausalprocessessurroundingleaderhip
.Aseconddistinctionisbetween

"general"oruniversalcharacteristicsand"specific"orsituationallycontingentaspects

ofthemorphologyanddynamicsofleadership.Inpractice,thesethemesarenot

absolutelydistinctsincetheresultofeverystudyreflectsbothformsandcausal

processesinvolvingleadership,aswellasthegeneralqualitiesofleadershipandthe

characteristicsspecifictoaparticularstudy.Instead,thesethemesrepresentdifferent

intendedemphasesorgoalsofdifferentconcretestudies.Selectedstudieswillbe

describedinsomedetailfromseveraloftheseperspectiveswhiletheresultsof

otherswillbebrieflysummarized.Althoughthegreatestinterestamongpeoplewho

learnaboutPMresearchisofteninthefieldstudiesoforganizations,itisimportant

torecognizethatthebasicPMperspectivewasinfluencedbyexperimentalsocial

psychology.Consequently,theimportantexperimentalstudiesthatdeterminedthe

earlydevelopmentofPMresearchmustbeunderstoodfirst.

EarlyExperimentalStudies

Someofthefirstleadershipstudiesdoneinpost-warJapanwerestudiesofprimary

educationsystems.Establishinganeweducationsystemwasacriticalgovernment

priority,andschoolsystemsweregenerallyopentosocialscienceresearch.Thestudy

whichbecameknownasthefirstmajorscientificstudyofleadershipintheUnited

StatesalsohadaverydirectformativeinfluenceonPMTheory.Thiswasastudy

ofleadershipprovidedforchildrenbyLewin,LippittandWhite(1939)concerning

autocratic,democratic,andlaissez-faireleadership.Aninterestinconductingparallel

studiesinJapangrewoutofafrequentcriticismthattheoriginalfindinginthe

U.S.thatchildrenrespondedpositivelytodemocraticleadershipwasculture-bound

(Krech&Crutchfield,1948;Newcomb,1950;Young,1944).Consequentlytwo

experimentsweredesignedtorefineLippittandWhite'sbasicexperimentalleadership

conditionsandassesstheireffectsonvariousaspectsofgroupmoraleandperformance

ingroupscomposed(separately)offifth-gradeboysandgirls.Amongtheimportant

findingswere

1.thatdifferencesingroupperformanceandgroupmemberattitudestoward

oneanotherandtowardtheirworkvarieddependingonleadershiptypewith"laissez-

faire"leadershipconsistentlybeingtheleasteffective;

2.thatgroupperformanceandgroupmemberattitudescouldbechangeddrama-

ticallywhenaleaderusingonebehavioralstylewasreplacedbyaleadershowing

adifferentbehavioralstyle;

3.thattherelativeeffectivenessofdemocraticandautocraticleadershipvaried

accordingtotaskdifficultyandtheparticularcriterionagainstwhicheffectivenessis
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evaluated(e.g.,inrelativelyeasytasks,democraticgroupswerefoundtobemore

effectivethanautocraticandlaissez-fairewhileinrelativelydifficulttasks,autocratic

groupswerefoundtobethemosteffective,followedbydemocraticandlaissez-faire

groups).

TheresultsoftheU.S.andtheJapanesestudiesaresomewhatdifficulttocompare.

Theplay-relatedactivitiesstudiedintheU.S.projectprobablyhavegreaterintrinsic

appealthantheschoolwork-relatedtasksoftheJapanesestudies.Inaddition,chil-

dreゴswillingnesstoacceptadultinterventionmaybegreaterinschooltasksthan

inplaytasks.

Theresults,particularlythosewhichsuggestedthattheeffectsofleadership

differeddependingondifferencesininitialmotivationandintaskdifficulty,had

importantconsequencesforthefurtherdevelopmentofthePMleadershipprogram.

Ofevengreatersignificance,however,wereotherlessonsaboutconductingresearch

Iearnedasthestudieswerebeingcarriedoutanddisseminated.Inparticular,it

becameapparentthatsuchheavilyvalue-ladenandpoliticallymeaningfulconcepts

as"democratic","autocratic"and"laissez-faire"werebothverydifficulttorepresent

operationallyandverydifficulttoworkwithandcommunicateinanon-emotional

manner.Recentexprienceininternationalcomparativeresearchhasagaindemon-

stratedthedifficultyinmaintainingascientificapproachtobasicconcepts.

However,italsobecameevidentthatmeaningfulexperimentalconditionscould

beproducedbyteachingresearchassistantstogiveguidanceornoguidanceandto

expresspersonalconcernornopersonalconcerntosubjects.Inthenextexperimental

studyintheresearchprogram,thesetwoIessonsresultedintheuseoffourleadership

typesasexperimentalconditions.

ThesecondoftheexperimentalstudieswasconductedbyMisumiandShirakashi

andhasbeenpublishedinEnglishinthejournalHuvnanRelationsin1966.Inbrief,

thestudyinvolvedestablishingexperimentalconditionsinwhichtheeffectsof

leadershipbyfirst-levelsupervisorscouldbestudiedoverthemoderatelylongperiod

of13dailysessionseachlastingforahalfhour.Fivegroupseachconsistingofthree

postaltraineesweregiventherelativelysl皿ple,monotonoustaskofquicklyand

accuratelycountingholesinIBMcards.Thesubjects'immediatesupervisorsinthe

taskweregraduatestudentstrainedtoprovideeitherperformance-oriented(P),

maintenance-oriented(M),oracombinationofperformance-and-maintenanceoriented

(PM)leadership.InordertoexpressPleadership,supervisorsspokeafewwordsat

aboutoneminuteintervalssuchas"Hurryup1Hurryup!","Don'tmakemistakes",

"Doas皿uchasyoucan"
.Mleadershipwasexpressedthroughsuchreinarksas"Enjoy

thework!","Takeiteasy","Berelaxed","Youmustbetired","Thankyoufor

doingthework".ThePM-typesupervisorscombinedtheemphasisonbothkinds

ofbehaviorwhiletheP-typeandM-typesupervisorsprovidedonlyoneofthetwo.
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Similarly,instructionsreadtothesubjectsbytheirimmediatesupervisorswere

designedtorepresentleader呂hipbyasecond-1evelsupervisorwhichwasofeither

P,M,orPMtype.(1且subsequentstudiestobedescribedbelow,pm・typeleadership

wasexpressedbysimplydescribingtheexperimentalprocedureandmakingnofurther

commentsasthetaskswerecarriedout.).

Althoughtheconclusivenessofthestudywaslimitedbytherelativelysmall

numberofindividualsandgroupsinvolved,someoftheresultsservedtoguide

subseque且tresearch. .Sufficientevidencewasobtai且edtoind三catethattheintended

experimentalconditionsweresuccessfullyinducedforfirst-1eve五butnotsecond-level

supervisorsinawaywh三chisreflectedwithreasonableclarity.inthereportsof

observersandsubj6cts.Theconsistentconvergenceinthisandsubsequentexperimental

studiesbetwee丑experimentallyinducedleadershipconditionsandbothobservers'

ratingsandquestionnairedescriptionsofleadershipbysubordinates(e.9.,Fujita,1975;

Misumi&Seki,1971)alsosuggest忘thatmeaningfuldataconcerningIeadershipcan

becollectedusiigcarefullydesignedquest量onnaires.Theresultsofthepostaltrai皿ee

studyindicatedthatproductivitymeasuredbythenumberofIBMcardswhosewholes

wereaccuratelycou旦tedwasgreatestandseveralatt三tudinalcriteria(e。g.,satisfact三 〇n

withsupervisor)weremostpositiveunderPM-typeimmediatesupervisorsfollowed

byP-typeandM-typesupervisors.Lessdistinctdifferenceswerefoundbasedonthe

Ieadershiptypeofsecond-linesupervisors.Ratherthanassumethattheexperimental

resultscouldbeappliedtofieldsettingslsurveystudieswereconducted.

IIIadditiontotheresultsindicatinganorderintheeffectivenssofPMtypes,the

postaltrai皿eeexperimenthassignificantco且sequencesforthedesignofsubsequent

fieldstudiesofleadetship.TheideaofconceptuallydistinctPa且dMdimensions

andthea皿ticipatio且ofempiricallyi且dependentPandMfactorsco旦tinuedtobe

pursued.However,followingtheexperimentalconditions,thetwoleadershipfu丑ctions

werealwaysstudledintheirinteractivecombi且atiollratherthanwitho且edimension

abstractedfromtheother.Thisinteractiveemphasiscomingoutoftheinitia正esta-

blish皿entofexperimentalleadershipconditionsIendsthePMTheoryitsunique

コ
perspectlve・

ノ1ノ舊aneseCoα1Miningstudy

ThenextstudytestingPMLeadershipTheoryinvolvedacompanyinasegment

ofJapaneseindustrythatwascriticaltonationaldevelopmentduringthe1950sand

1960s-coalmining.ThiswasthefirstPMsurveystudy,anditservedtotest

whetherPMTheorycouldbeappliedoutsidethelaboratory.Fieldsurveymeasures

weredesignedsothatquestionswereaskedabouttheleaderbehaviorsusedtoproduce

theexperimentalconditions.

TheChukoCoalCompanyarrangedthecooperationof215minersfrom8work
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groups.These8workgroupsweretheoneswheretheclearestdistinctioncouldbe

madebetweeneffectiveandineffectivegroups.Thethreeperformanceindicesused

toidentifymoreeffectiveandineffectivegroupswere:(1)coaloutputduringthe

precedingyear,(2)attendancerateduringtheprecedingyear,and(3)workefficiency

asratedbythesub-sectionchiefandmanager.Performance(P)andmaintenance(M)

leadershipweremeasuredusingquestionnairesadministeredtotheminers.Theeight

itemsconcerningthePdimensioncoveredsuchtopicsasencouragingruleobservance,

askingaboutworkprogressandprovidingguidanceinsolvingworkproblems.The

eightitemsconcerningMleadershipcoveredsuchtopicsaslisteningtosubordinate

opinions,showingconcernforsubordinates'feelings,andnotimposingopinionson

subordinates.Thesequestionnairesalsoincludedfourattitudinalitemsdesignedto

reflectjobsatisfaction,groupcohesiveness,satisfactionwithsupervisors,andconfidence

insupervisors.Theseattitudeitemswereincludedtodeterminewhetherornot

differencesingeneralworkattitudesbetweenhighandlowproducinggroupsmight

explainanydifferencesfoundbetweensupervisorytypesinthehighandlowproducing

groups.

Minersindicatedthedegreetowhichboththeirfirst-levelsupervisorsandsecond-

levelsupervisorsfulfilledthePerformance(P)andMaintenance(M)functions.In

ordertoconstructthefourPMtypes,somecriterionwasneededtoidentifya"high"

and"low"levelofemphasisoneachfunction.Thedecisionwasmadetotreatthe

averagelevelofbehavioralemphasisoneachfunctionasthecriterion.Thiscriterion

wasselectedbecauseofthenatureandmeaningofsurveymeasures.Surveymeasures

donotindicate"behavior"inawaythatisabstractedfromemployeeexpectations,

normsandorganizationculture.Instead,questionsandresponsesscalesareinterpreted

byrespondentsinrelationtotheirexpectationsofwhattypicallyoccursorwhatcanbe

expected.Theaverageleadershipscoresgiventhroughoutacompanysincetheyare

affectedbyexpectationsaboutwhatcanbetypicallyexpected,providesareasonable

criterionforidentifyinghighandlowlevelsofthePandMfunctions.Usingcom-

panyaveragesofPandMleadershipasthecriteria,asupervisorwasidentifiedas

aPM-typeleaderwhenmostrespondentsgavehimaboveaveragePandMscores

andasapm-typeleaderwhenrespondentsgavehimbelowaveragePandMscores.

P-typeandM-typeleaderswereindentifiedwhenworkersgaveaboveaveragescores

forjustonedimensionbutnottheother.ThePMtypesofbothfirstandsecond

levelssupervisorsweredeterminedforeachworkgroup.

Theresultsshowingdifferencesinleadershipbehaviorbetweenthehigh-producing

andlow-producinggroupsareshowninTable1.ThehighproducinggroupsareA,

B,C,andDWhilethelowproducinggroupsareA',B',C',andD'.Inthreeofthefour

highproducinggroups,eitherthefirst-levelorsecond-levelsuperviserwasdescribed

asaPM-typesupervisor.NoP-typesupervisorsarefoundateitherthefirst-orsecond一
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levelinanyofthehighproducinggroups.Inthreeofthefourlow-producinggroups,

boththefirstandsecondlevelsupervisorsweredescribedasP-typeleaders.Inother

respects,thecombinationoffirst-levelandsecond-levelsupervisortypesvariedmore

amongthehighproducinggroupsthanamongthelowproducinggroups.Theresults

servedtoconfirmtheparticularvalueofPM-typeleadershipincoalminesandto

indicatethatinaworksettingwheredirectcontactwithasecond-levelsupervisor

waspossible,adeficiencyintheleadershipatonelevelofsupervisioncouldbe

replacedbyleadershipfromanotherlevel.

Oneexceptiontothegeneralpatternofresultswasfound.Theleadershippatterns

ofthefirst-levelandsecond-levelsupervisorsatthefirstworkplacedifferedforboth

thehighproducinggroup(A)andthelowproducinggroup(A')fromthehighand

lowproducinggroupsatotherworksites.Bothfirst-levelandsecond-levelsupervisors

inthelowproducinggroupatthissiteandthesecond-levelsupervisorsinthehigh

producinggroupprovidedpm-typeleadership.Thecharacteristicdistinguishingsuper-

visioninthehighproducinggroupwasM-typeleadershipbythefirst-levelsupervisor.

ThuswhilethepresenceofaPM-typeleaderwasordinarilyassociatedwiththe

h三ghestIevelsofeffec亡 量veness,oエ1eoftheworkgroupsrespondedespeciallywellto

M-typeleadership.Thisoneexceptiontothegeneralpatternofresultsindicatesthe

possiblepresenceinafieldsettingofthekindof"specific"orcontingentdynamics

ofleadershipconsideredinlaterexperimentalstudies.

Thecoalminingstudyfurthersupportedtheusefulnessofbuildingageneral

morphologyofleadershiparoundthefourPMleadershiptypes.Differencessimply

inworkattitudescouldnotbeusedtoaccountfordifferencesbetweentheeffective

andineffectivegroupsbecausenotallattitudedifferencesbetweenthesegroupswere

significantandnotaHref正ectedmorepositiveattitudesinthemoreeffectivegroups.

TheworkinghypothesisabouttheeffectivenessofthePMtypesfollowingthecoal

mining.studywasthatwhileanemphasisonthePfunctionintheabsenceoftheM

functionwasdestructivetoproductivity,thepresenceofMleadershipwhenjoined

withPleadershipcatalyzestheperformancepromotingpotentialofPleadership.

Theperformance-facilitatingeffectofMleadershipincatalyzingPleadershipisa

hypothesiswhichisneithertestedbystudieswhichputthePandMfunctionsat

extremesofonepolenorbystudieswhichtreatthePandMdimensionsbyabstractly

andseparatelystudyingtheirseparateandadditiverelationshipstocriteria.

Anotherinferencefromthecoalminingstudywasthatthedifferenceinim-

portanceoftheleadershipprovidedbyfirst-levelandsecond-levelsupervisorsmight

notbeasdistinctinsomefieldsettingsasitappearedtobeinthelaboratory.The

needforfurtherresearchalsobecameevidentatthispointtodeterminewhyP-type

leadershipnotsupportedbyanemphasisongroupmaintenancewasassociatedwith

lowerlevelsofperformancecomparedtootherleadershiptypesunderfieldconditions
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thanitwasinthelaboratory.

.DesigningMeasuresfor.Field.4〃 〃6而oη

Sincethetimeofthecoalminingstudy,surveymeasureshavebeendesignedfora

largenumberoforganizationtypesandlevels.However,manyofthesesurveyshave

maintainedaconsistentbaseinmanyoftheitemsused.Theprocessofselecting

andrefiningmeasureshasgonethroughaseriesofiterations.Thefirstinvolveda

sampleof400fromthe5200workorganizationemployeessurveyedbetweenAugust

1968andJanuary1969.Theresultsofan,analysisusingrecentdataisshownin

Table2.Althoughthiscommoncoreofquestionsisnowordinarilyusedinwork

organizationresearch,specificitemsadaptedtoparticularworkconditionsarealso

used.Distinctsurveyformsareavailableforsixorganizationlevelsandforhospitals,

educationalorganizationsandpublicorganizations(Misumi,1985).

Factoranalysisresultsforthe24questionsoriginallyusedtomeasureleadership

inworkorganizationsarepresentedinTable2.Agroupprincipalaxismethodwas

usedo且6itemsconcem量ngpressuretoperformwell(#1,2,4,5,6,7),5items

concerningplanning-orientedleadership(#3,8,9,11,12),andllitemsconcerning

malntena且ce-orientedleadership(葬14-24).Theitemsrepresentlngthesepressure-P

(Groupl),planning-P(Groupll),andM(Grouplll)factorswereselectedbasedon

apriorprincipalcomponentsfactoranalysiswithvarimaxrotation.Theresulting

compositevariablesarereasonablyhomogenous(alphasof.77,.78,and.92respec-

tively).Thepressure-PcompositeislargelyindependentoftheMmeasure(r=.073).

However,planning-Piscorrelatedbothwithpressure-P(r=.294)andwithM(r=.537).

Becauseofthelowcorrelationbetweenpressure-Pandthefindingthatplanning-P

isrepresentedadequatelyforresearchpurposesasacombinationofpressure-PandM,

sixoutofeightPitemsusedforhypothesistestingandfeedbackwerepressure-P

items(Misumi&Peterson,1985).

OneofthehurdlestoovercomeinthefieldtestsofthePMLeadershipTheory

wastodeterminewhetherthemeaningofeachPMtypewascomparablefromone

settingtoanother.BecausethePMtypesineachsettingwereconstructedby

comparingdescriptionsofaparticularleaderwiththeaveragesofPandMleadership

atthatworkplace,oneissueindeterminingcomparabilitywastheissueofwhether

ornotresultscouldbecomparedwhendifferentaverageswereusedtodetermine

highandlowlevelsoneachdimensionatdifferentworkplaces.Thisquestionwas

answeredbyconductingseveralsurveysinvolvingsufficientrespondentssothatdata

couldbeanalyzedbydividingthePandMdimensionsintofourpartseachto

representatotalof16PMsubtypes.Takingsuchanapproachinseveraldatasets

alsohelpsdeterminewhetherornotsomuchinformationislostinotherstudiesby

dichotomouslydividingthecontinuousleadershipdimensionstoreflectthefour
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analogousexperimentalconditionsthattheresultsareoflittlevalue.

Twostudiesusing161eadershipsubtypescanbedescribedasexamples(Misumi,

Kurokawa&Shinohara,1973).Onetreatsdatafrom1309employeesofasteelmill

attheindividuallevelofanalysiswhilethesecondconsidersdataatthegrouplevel

ofanalysisfrom2486groupsofbetween3and13employeesworkingin16banks.

Questionnairemeasuresofvariousattitudestowardtheemployerandtheunionwere

usedascr孟 亡eria.

When16PMsubtypesareconstructed,amatrixresultsasillustratedbythe

matricesshowninFigure2.ThedataconcerningthePMsubtypesareanalyzedin
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Figure2AreasWithinthe16PMSubtypes



149

eachstudycomparingadjoiningsetsoffoursubtypesi且thenineareasindicatedin

Figure2.Eachareareprese且tsthefourPMtypeswhichwouldbeformedifscores

onthePandMdimenslonshaddiffere皿tmeansanddlfferentranges.Area1,for

example,representsthePMtypeswhichwouldbeformediftheaveragePandM

scoreswerequitelowinaparticularstudywhileAreagrepresselltsthefourtypes

whichwouldbeformedinanorganizatio且wheretheaveragelevelsofPandM

Ieadershipareespeciallyhigh.Setsofthe16PMsubtypeswhichcorrespondtothe

fourbasicPMtypesarerepresentedbyArea1(P皿 一type),Area3(P-type),Area7

(M-type)andArea9(PM-type).

ThefrequenciesofthreeordersofthefourPMsubtypesareshow旦inTable3.

1且"OrderA"therankingofasetoffoursubtypesinrelationtoacriterionisPM>

M>P>pm.h"OrderB"therankingisPM>P>M>pln.Anyotherranking,that

is,thoseinwhicheitherPMisnothighestorpmisnotIowest,isreferre.dtoas

"OrderC"
.

Tabie3NumberofAreasShowingtheRankofA,B,C,andA十B

RankOrder

CriterionVariable A B C A十B Total

SteelMillStudy

Teamworヒ

Willingnesstowork

Belongingtocompany

Belongingtolaborunlon

Groupmeetingquality

Total

4

5

4

2

7

4

q
δ

3

ー

ハ∪

噌⊥

《
⊥

ワ
一

ρ
0

り
召

8

8

7

nδ

7

Q
ゾ

9

Q
り

9

Q
ソ

22 11 12 33 45

BankStudy

Willingnesstowork

Satisfactionw圭thsalary

Satisfactio且withcompany

Tea皿work

Groupmeetingquality

Commun量cationadequacy

MentalheaIth

Performancenorms

Total

5

2

7

7

7

5

3

5

1

0

2

0

2

2

0

4

3

7

0

2

0

2

6

0

6

2

9

7

9

7

3

9

9

9

9

9

9

9

9

9

41 1i 20 52 72

Note:Thetypesofrankorderareasfollows:

OrderAPM>M>P>pm

OrderBPM>P>M>pm

OrderCOtherthanOrderAorB

OrderA十BPMfirstandpmlast

TakenfromMisuml,ユ985,pp.59,61.
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Descriptionsbythe1309steelmillemployeesoftheirsupervisors'PandM

leadershipwereeachseparatedintofourapproximatelyequalgroupsbydividingtheir

scoresatthemeallforeachdimensionandatthepoint.67standarddeviationsal)ove

a皿dbelowthemean.Therankorderoftheresulting16PMsubtypeswasdetermined

forfiveattitudinalcriter三a:tea皿workadequacy,willingnesstowork,senseofbelon-

gingtocompa皿y,senseofbelongingtounio且,thePM-typeranked.firstandthepm-

typelastineither70r80fthe9areas.OrderAinwhichtheM-typeratherthan

theP-typefollowedthePM-typeassecondmosteffectivewasthesinglemostfrequent

order.

Similarresultswerefoundforthedatafrom2489bankworkgroups(Table3).

ScoresonthePandMdimensio且seachweredividedintofourcategoriesasbefore

toformthe16PMsub重ypes,exceptthatworkgroupaverageswereusedinplaceof

thescoresofind三viduals.OrderAreflectstherankingofthePMsubtypes五nseven

ofthenineareasforsatisfactionwithcompany,teamwork,andgroupmeetingquality

andistherankinginfiveareasforwillingnesstowork,commu且icationadequacy,

andperformancenor血s.OrdersotherthanthoseinwhichPMranksfirstandpm

last(OrderC)arefoundillsevenareasforsat量sfactionwithsalaryandins量xareas

formentalhealth.ThustheorderfoundInostofte且forthefourmainPMtypes

infieldstudies(OrderA)isfoundinamajorityoftheareasrepresentedbyfour

subtypesforsevenofthenineattitudinalcriteriainbankworkgroups.

Viewlngbothofthesestudiestogether,theapproachtakentosplittingthecon-

tinuousPandMmeasuresatthemeanappearstobereasonablyrobustandlargely

unaffectedbytheprecisepointatwhichthesplitsaremade.Regardlessofthespecific

fieldsetting,theJapanesefieldstudiesshowthatthePM-typeordinarilyranksfirst ロ
andthepm-typelas.tformanyattitudecriteriaaswellasobjectivecriterioIImeasures

(cf.,Table4)wherethesehavebeenavailable.Mostof亡en,M一 亡ypeleadershipranks

secondandP-typeranksthird,althoughthereverseissometimesfoundforafew

criteria(e.9.,performancenorms)andsettings(e.9.,engineeringProjectgroups).

7物 θSp60ゲ ∫oMo励0109ッ(ゾ 五θα46rs脚

Leadershipresearchersareeasilytemptedbythemotiveto``insure"comparability

betweenstudiesbyusinginflexiblemeasuresthatignoreimportantdifferencesbetween

differentsoc三alsettings.TheearliestOhioStateIeadershipstudieseffectivelyavoided

thisproblembydesigningseparateformsform三1itary,educatlonal,andseveralk三11ds

ofindustrlalsettings(Halpin&Winer,1957).However,thedistinctivequalltiesof

particularsocialsettingstendtobegivenlessemphasisinreviewsduringthe1970s

(e.g.,Kerr&Schriesheim,1974).AsthebasicPandMmeasureswerebeing

designed,thePMresearchgroupwantedtoavoidthetemptationtoassumethatthese

question且aireitemswerebeinginterpretedi皿exactlythesamewayinallapplica一
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t覧ons.Consequently,aprocesswasfrequentlycarriedoutofinductivelydesigロing

newleadershlpmeasuresforparticularusesandinterpretingthespecificindicesthat

elnergedinrelationtothebasictheoreticalPandMco皿cepts.

TheresearchprocessordinarilyinvolvesaskingexperieRced``practitioners"(e.g.,

teachersaロdstudentsinarecenteducationorganizationstudy)todescribetheir``formal

leader'sbehavior"inshortdescriptio皿sofasentenceortwo.Thesedescriptionsare

thensortedtoidentifycommonthemeもandoverlapsindescr玉ptions,butwithσutany

referencetoPorMconcepts.Questionnaireitemsarethendesignedsothatitems

areinterpretable,且ot.double-barrelled,discreteillcontent,etc.TheitemsaretheR

usedinasurvey,andtheresultsaresublectedtofactora且alysisextractingasmany

factorsascanbemeaningfullyinterpreted.Thesefactorsarethenu丑derstoodin

relationtothePandMfu∬ctions,a且ditemsareselectedtorepresentthefourPM

types・

Figure3providesanoverviewofsomeoftheleadershipmeasuresdevelopedi11.

studiesofthespecificmorphologyofleadershipbehavioLAsisevidentfro卑.the

KindsofOrgaRizat量ons

orGrOUps

FactorsPertaining

toPLeadership

FactorsPertaining
toMLeadership

Pr三vateEnterprises

(Thelst-lineSupervisors)

PrivateEnterprises

(Middlemanagers)

LocalGovernmentOffices

(Sub・sectionChiefs)

LocalGovernmentOffices

(SectionChiefs)

Classroom(Teachers
oftheFifthorSixth
GradeStudents)

Fa皿ily(Parentsofthe

SixthGradeStudents)

SportsGroups(College)

Students'Sports(Clubs)

*Planning

*Pressure

*Planning

*Execution

*Initiatio且

*Guidance

*Strictness

*Coordination

*PlanExecution

*DisciplineGuida鳳ce

*ObservanceofRules

*PlaaningandCoordination

*DisciplineGuida鳳ceand

PlanExecution

*ObservanceofRules

*DisciplineandTraining

ConcerningLifeand

I,earning

*DisciplineandTraining

ConcerningtheSenseof

CommunityandMorallty

*Performance

*Control

*R三gorofTrain孟ng

*GroupMa量ntenance

*Cons三deration

*FalrneSS

*SelfRighteousness

*Group.Maintenance

*GroupMa三ntellance

*Considerationfor

Pupils

*Friendli皿esstoward

PUpils

*EasingTensionin

theClass

*Maintenance

*Consideration

*ClubMa三nteaance

AdaptedfromMisumi&Peterson,1985.

Figure3FactorsIdentifiedinStudiesofSpecificLeadershlpMorphology
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settingsstudied,thisresearchhasbeendesignedtocoveraverybroadrangeof

sociallead臼rshipsituations,situationsamongwhichma皿ytheor三stsmightcontendthat

there三snobasisforcomparlson。Inadditiontothefactorsllotedal)oveforprivatε

enterprises,thesupervisor'sownobservanceofregulationsandeth量calrequirementswas

anadditionalPfactor.fou且dtobeespeciallyimportantiコgovernmentorganizations.

Formiddlemanagersinanautomotiveproductscompany,severaispecificaspectsof

Pwerefounddependingontheparticu正arkindofworkthemanagerd至d.The

combinedskil1-relatedandeth五calemphasisofeducatingchildre且isreflectedinthe

separatePfactorsforteachers:concerningguidancein``1ifeandiearning"andin

``the .sellseofcommunitymorality
.``Ageneralperformancefactorappears三nstudies

ofparelltalleadershipwh.ileaPfactorinvolvingthedegreeofco且trola.teamcaptain

hasoverathletesandarigoroftralningfactor .somewhatparalleli㎎thefactorof

pressureinindustrialorganizationsarefoundinintercollegiateathleticgroups.

Moststudieside皿t三fyabasicMfunction,althoughspecificvarietiesa血dsubfactors

ofMleadershipoccassionallyappear.Elementaryschoolstudentsareabletodifferen-

tiateamongsomereasonablydiscretemaintenancebehaviorsbyteachers-being

considerate,expressingPersonalfriendship,andactingtoeasetens;on。Insports

groups,leadeセInai且tenanceandconcernisfoundtobeexpressedbypersonally

seekingresourcesand皿ewrecruitsfortheclub.Inthestudyofautomotiveproducts

companymiddlemanagers,anegativeformofM三nvolvingdefehsive,arr6gaht,or

``self -righteous"behaviorwasfound
.

Thethemeofthespecificmorphoiogyofle.adershipisnowbeingpursuedina

new.waywhilethekindoffactoranalyticstudies旦otedinTable3alsocontinueto

beconducted.Thisapproach量nvolvesasse3singtherelationshipbetweenbasicPand

Mnleasuresandspeclfic1βaderactionsthatmaybei皿terpreteddifferentlyunder

differentclrcumstances(SmithetaL,1986).Ingeneral,thespecificmorphology

studieshelpemphasizethediffere皿cebetweenIeaderbehaviorsandthefunctions

thattheyfulfillwhentheyareexperiencedbysubordinates.Theunifyingtheme

inPMresearchhasbeenleadershipfunctionsasexperiencedbysubordinates.

TheresultsconcerningrelationshipsbetweenPMtypesandvariouscriteriafound

intheotherfieldstudieswhichhavebeenconductedaspartofthePMleadership

researchprogramaresummarizedinTable4.Fieldstudieshavebeenconducted

inavarietyofworkorganizationsincludingproductlon,service,andgovernmental

o]箸anizations.Fieldstudieshavealsoconsideredtheleadershipimagesofpolitical

ca且didates,leadersh量PProvidedforchildrenbyparentsandteachers,andsports

ieader曲lpprovidedbystudentleaders(teamcap亡alns).Withconsiderableconslstency,

theresultsofthesecorrelationalfieldstudiesare .consistentwiththecausalfindings

oflaboratorystudieswhichindicatethatPM-typeleadershipisassociatedwithhigh

levelsonperfomanceandattitudillalcriteriawhilepm-typeleadershipisassociated
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Table4FieldStudiesofPMLeadershipTypes

∠4%読07s

Misum三,Takeda

&Seki,1967

s6'∫ 吻9

Banks

(901employees,

2banks,

79branches)

c7μ θ7ゴα

Productivity

(capitalgrowth
ofbranch)

Rθs%κ ∫

PMhighest,

pmlowest

Misumi,1984,

(pp.164-165)

Ballbearingcompany

(1356employees,92

groups);tirecompany(62

gr・ups)

Independently
rated

performance

PMhighest,

pmlowest

Misumi&
Shinohara,1967

Busdrivers(949) Accide皿trate

(pretest,change,

posttest,3year

interval)

(Lowtohigh)
PM>M>P>pm

Misumi,1984,

(pp.172-178)

EngineeringProjects
(490managers)

Des6r五bed皿ostand

leas士effective

supe「10「

PM>P>M>pm

(sh・rtprojectswith

changingmemberships)

Misumi,Shinohara
&Sugiman,1977

Localgovernment

admin三straters

(920employees)

Attitudes:

jobsatisfaction,コ
compensatlon

satisfaction,

teamwork,

meetingquality,コ ひ
CommUn1Catlon,

mentalhealth,

perf・rmancenorms

PM>M>P>pm

(performancenorms-
PM>P>M>pm

Kidosak㍉1973 ScientificapParatus
manufacturing
(1301employees,
207supervisors)

Performancenorms/
workgrouptension

Onlyf・raboveaverage

M,P五scorrelatedwith

performancenorms

Tasaki&
Misumi,1976

Bank
681employees

Performancenorms/

work・groupte皿siqn

Pismorehighly
correlatedwith

performancenorms
foraboveaveragethan
forbelowaverageM

Tasaki&
Misumi,1976

Bank(asabove) Leaderperformance

皿ormdeviahcefrom

9「oupave「age

PMdeviateless
thanP,Morpm

Misumi&
Sugiman,1985
(inMisumi,1985,
pp,415-419)

Productioncompany
1370workers

Powerbaseused PM-greatestexpert

powe「

P-greatestreward

andcoercivepower

M-greatest

referentpower

pm-greatestl
egitilnat.6power.

Misumi&

Kurokawa,
1972,.1973

Polit量cs Voting,Conservative/
Progressivepartyof
candidate

(1)VotedforPM
(2)conservatives

emphasized``P"
ofconservatives;
Progressive
emphasized"M"
ofprogressives
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Misumi,Yoshizaki,
&Shinohara,1977

Furukawa,

M三sumi&

Sh三nohara,1969

M三sumi,1984

Sakam章ki,1974

Misumi&
Kurokawa,1971

s6痂%9

FifthandSixth

gradestudents(3007

,83teachers)

21110-11yr。

oldch三ldren

Collegesportsgroups

(1)761
(2)5,251

Banks(2)254people

describedlstline,

85described2ndline

(Longitudinalsurveys
atOne・yearintervalS-

3inonebank,

4intheother)

698units

Stee正(4418peOpie)

and

Chemicalcompanies,

(1379people,
305un三ts)

C7ゴ'θ7渉 σ

Children'sAttitudes

Children'sAttitudes
aboutParents.

Attitudes

GrOUpsize

1～θs%1's

PM>M>P>pm

(fordissatisfac亡 丘on
withschool,pm>P)

Parentalself-reports:
PM,P>M,pm
Children'sreports:
PM,M>P,Pln

PM>M>P>pm

Stability;firstline
P,r=
M,r=

secondH

P,r=
M,r=

[Q

3

3

匠
0

●

■

lne

4

9

7

5
●

◎

s∫6ε」:

PM¶oeffect

P-increases

M-dropsa㌻7members

pm一 圭ncreasesabove

10members

cん6初 ガ`θ1:

PM-declines

P-i熊creasesat7

M-noeffect

Kidosaki,1975 Unspecifiedcompany;

60first嚇level

superVlsors

PMtype,stabillty
oftype,andLPC
score

CorrespPndencebetween

relativelyCo皿sta皿t

pm-typeandlow・LPC

score

Misuml,Sugiman,
Kubota&Kameishi,
1979

Middlemanagers

(forementhrough
headquarters

managerS)OfanaUtO
ロ ゆ ロ

emlsslonsequlpment

manufacturingPlant

(533describedplant
managersorabove,

1,040describedlower

clericalmanagers,273

describedlower

ma丘ufactur量ng

managers)

Attitudes

(motivationtowork,

compensatlon

satisfact五 〇n,company

satisfacti611teamwork ,

meetingquality,

CommUn1Catlo且,

mentalhealth,

performancenorms)

PM>pmforallthree

groups,allcriteria;
orderofotherleadership

typepairsdependso皿

criterionandgroup(e,

9.,formeetingquality,

P>M;forwork

motivation,M>P).

wlthlowleveiso皿thesecriteria..

ThemostvaryingresultconcernstheorderofP-typeandM-typeleadership

amongthefourleadershiptypes.ThefindingssuggestthatP-typeIeadership.may

bemoresuccessfulinpromotingproductiv量tyiniロitialleader-memberexchangesor

whengroupcompositionchangesoftenasinlargescaleengineeringprojects.Results

fro卑othersett三ngss㎎gestthatP-typeleadershipmay,however,decrease三 且value

overtimerelativetoM-typeleadershipaspsychologicalresistanceincreasesonthe

partofgroupmembers.
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1且ge皿eral,theinteractio且effectsbetweenthePandMleadershipfunctions

havebee亘inferredfromtheresultsforInanycriterionvariablesi且manyparticular

settings.Studlestestingforstatist三calinteractioneffectsinrelationtoperforma且ce

normshavesuccesfullyshownaninteractionbetweenthePandMfunctions(Kidosaki,

1973;Tasaki&Misumi,1976).Thisfind量ngisconsistentwithFujita'sexperimental

researchdescribedbelowindicati-gthatM-orientedbehaviorfacihtatesorcatalyzes

thepo忠itiveeffectofP-orientedbehaviorperhapsbyprom6tingafollower'sacceptance

ofP-or互entedbehavior.

Severalothervar量ablesassociatedw量thlead.ershiptypeshavealsobee皿identified.

Inanotherstudyofperformancenorms,TasakiandMisumi(1976)foundthatthe

performa且cenormsofPM-typeleadersdeviatedIessfromthoseofgroupmembersthan

wastrueforothertypesofleaders.MisumiandSugiman(inMisumi1985)found

PM-typeleadershiptobeassociatedwithagreaterperceivedrelianceonexpertand

referentpowerthano且legitimate,coerciveorrewardpoweramol19Productioncom-

pa旦yworkers.1且theareaoftheimagesofpoliticalleaders,MlsumiandKurokawa

(1972,1973)foundarelationshipbetweenvoti且gforacalldidateandperceivingthe

candldateasaPM-typeleader.TheyalsofoundthatsupPortersofconservatlve

candidatesparticularlyemphasizedthe``P"leadershipoftheircandidatewhilepro-

gress量vecandidatesupportersemphasizedthe"M"imageoftheirchose且candidate.

AfewstudiespresentedinTable4havealsobee且conducted .toidelltifyvariables

whichmaytendtobringaboutPM-typeleadershipinindustrialsettings.Inorderto

obtainanoverallimpressionofthestabilityofaleader'sPMType,.Sakamak三(1974)

obtainedstabilitycoefficientsfortheleadershipoffirst-andsecond-levelsupervisors

inba且ks.Correlationsatoneyearintervalsofbetweenγ=.35andγ=.74suggest

thattheleadershipexperiencedbysubordinateshassomestabil量ty,butalsochanges

somewhat.MisumiandKurokawa(1971)founddifferencesintheeffectsofgroupsize

onleadershipbehaviorbetweenasteelandachemicalcompany.Theonlyconsistent

effectofs量zewasthattheproportionofP-typeleadership.telldstoincreasewithsize.

Otherwise,furtherresearchisneededtospecifyinteract量veconsequencesofi且dustry

andgroupsizeonleadership.Aspartofaseriesofstudiesconcerningtherelation-

shipbetweenPMTheorya且dFiedler's(1967)Continge且cyTheory,Kidosaki(1973)

foundarelatio丑shipbetweenhavingaIowLPCscoreandbeingdescribedasap皿 一

typeleader.IngeReral,reseachconcerningthedeterlninantsofPMleadershlptypes

hasIaggedsomewhatbehindresearchconcerningitscorrelatesandconsequences.As

changeprogramsdesignedtopromotePM-typeleadershipcontinuetobedeveloped,

basicresearchconcerningthecausesofleadershipbehaviorand
.potentialobstacles

toleadershipchangewillbecomeiIlcreasinglyimportant.
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Inadditiontothestudiesofleadershipmorphologydesig且edtoestablishthe

validityofthefourPMtypesbyshowingtheirassociationwithimportantcriteriain

bothexperimentalandfieldsettings,otherstudieshavebeendesignedtoexplain

thecausalprocessesorthe``dynamics"throughwhichthePMtypesareassociated

withvariouscrlter正a.Someof出esestudieshavebeenlmportan亡1且testlngthe

propositionthatinteractiveratherthanadditiveexplanationsoftheeffectsofPand

Mleadershiparenecessary,ThefirstinthisgroupisastudybyMisumiandSeki

(1971)publishedinE1191ish15yearsago.Thesecondisastudyconcemingthe

"EinstellUngeffect"
."Einstellung"isatermintroducedinGestaltpsychologywhich

referstotheprocessbywhichaparticularapproachtoproblem-solvingisdeveloped

(E双gl量sh&English,1958).Experimentalresearchinsocialpsychologyindicatesthat

undersomeconditions,subjectsbecomefixatedononeparticularmethodofappro-

achlngaspecifictypeofproblemandcontinuetotrytousethatmethodevenfor

si皿ilarproblemsthatarebettersolvedinanotherway.Whensutharigid,uncreative

approachtoproblemsQlvingoccμrs,a``fixedset"or``Einstellung"hasdeveloped.

LuchiIls(1942,1951,1961)conductedaseriesofstudiescoIlcemingtheEinstellung

effectusingthe"waterjarproblem"asa且experimentaltask.The"waterjarproblem"

isa且experi卑e且taltaskinwhichsublectsareaskedtodrawaspecifiedamountof

waterusingthreejarsofdifferentsizes,Forexample,thesublectsmightbegiven

jar``A"havinga210uncecapacity,lar``B"havinga1270uncecapacityandjar``C"

ha章inga30uロcecapacity.Usingthesejars,subjectswou正dbeaskedhowtodraw

exactly1000uncesofwaterinthefewestpossiblesteps.Thesolutioninthiscase

istof丑rstusejar``B"todraw1270unces,thenusejar``A"toremove210unces

leav量ng1060unces,alldfinallytousejar``C"twicetoremove60uncestoleaveユ00

0unces。

Luchi且s'useofthe``waterjarproblem"toidelltifyEinstellungeffectsinvolves

ass三gnillgasequellceoftenexper三1皿entaltasks.Thef玉rstfiveofthesetasksare

solvedusing出esamebasicstrategyastheexampledescribedabove,thatis,jar``B"

minusjar"A"minustwicejar"C".Thesefirstfivetasksareusedtoencourage

subjectstoformafixedproblemsolvingorEinstellungmethod.Theotherfivetasks

aretesttasks,fourofwhichcanbesolvedbythemethodnoted,butwhichcanalso

besoivedusingsomesimplermethod.Theremainingtask量 且thesetoffivetest

tasks(thethird)can且otbesolvedusingtheEinstellungmethod.Thepercentageof

subjectswhousedtheE董nstellungmethodtosolvethefourtaskswhichcQuldbe

solvedmoresimplyandthepercentage.whofailedtosolvethethirdtaskareused

toquant量fythepresenceofanE量nstellungeffect.

VariousofLuchinsstudiessuggestthatleadershiptypemighthaveimplications
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fQrtheprobabilitythatastrongEinstellu皿gwi互ldevelop(e.g。,Luchins,1951,.1961).

Ifsucharelatio且shipcouldbedemonstrated,itcouldhelpexplaiエ1whysometypes

ofleadershiparemoreeffectivethanothersforleadingsubordinateswhosework

requirescreativethought.PriorstudiesinthePMleadershipresearchprogramhad

indicatedthatPleadershipbehaviorinvolv量ngpressureandpla且ningproduceshigher

psychophysicalindicationofstresstha且doesanyotherleadership士ype .(Kawazu,

Misum三&Ogawa,1972).Fujitathushypothes三zed(Hypothesis1)thatsubjectsunder

aP-typeleaderwouldshowastro血gerEinstellungeffectthanwouldsubjectsunder

PM,M,orpm-typeleaders.Fujitaalsopostulatedthatsubjects'internalanxietylevel

mightiRteractw三ththeleadershiptypesbecauseanxietyislikelytobrlngaboutan

E三nstellungeffectapartfromtheexternallyinducedpressureofPtypeleadershlp.

Thus,FujitahypothesizedthattheEi皿stellungeffectwouldbestrongerforanxious

sublectsunderpmthanunderMladership(Hypothesis2),andthatsubjectswith

ahighanxietylevelwouldshowastro-gerE三nstellungeffectunderpm-typeleaders

thanwouldsublectsw玉thalowanxietylevel(Hypothes五s3).

TheexperimentalconditionsrepresentingPM,P,andMleadershipwereinduced

byresearchassistantsinthesamewaythattheywereinthestudyofpostaltralnees

describedabove(Misumi&Shirakashi,1966).Thep皿supervisorssimplyexpla三ned

theprocedures.tothesubjects.Also,ineachexperimeRtalcondition,thesupervisors

said``now"everythreem玉nutesindicatingthatthesubjectsweretocomplete

ans.weringaproblem.Aquestlo且nairedesignedtoserve.章sanexperime且talma且ir

pulationcheckindicatedthattheexperime皿talconditionshadbee且succesfullyi且duced.

Subjectswererecrulted.fromawomen'scollegeinFukuoka.The111subjectswere

d量stributedintoexperimentalco皿ditionsasfollows:PM-25,M-30,P-28,pm-24。

ThepercentofsublectsshowingastrongEinstellungeffect三 皿eachofthe

experlmentalIeadOrshipconditionswasasfollows:PM-type-24%,P-type-64%,M-type-

35%,pm-type-46%.Thus,theorderofthe.fourPMtypeswithrespecttotheir

inductionofanEinstellungeffectis:P>pm>M>PM.Testsofstatisticalsignificance

(two-wayanalysisofvariance)whichcontrolforanxietycategories(basedo亘.Manifest

Anx量etyScalescores)indicatedthatP-typeleadershipshowedasignificantlygreater

Ei.亘stellunge.ffectthandldeitherPM.orMleadership.Thus,Hypothesislsuggesting

thatP-typeleadershipwillproducestrongerEinstellungeffectstha皿any.othertype

ofleadershipissupported.ThepresenceorabsenseofMleadershipappears.tobe

particularlycriticaltotheappeara且ceofEinstellu且geffecti血thegroupofsubjeρts

asawhole.

Table5prese且ttheresults6fdataanalyzedwithinthehighanx三ety.and.16w

anxietygroups.SignificantdifferencesinEinstellungeffectarefoundbetweenhigh

andlowlevelsofMleadershipinboththehighanxietygroup(x2二3.87,p<.05).

alldthelowanxietygroup(x2=3.79,.P<.10)。.However,inthelowanxietygroup,
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Table5

HighAnxietySubjects

SS df X2

Pbehavior(A)

Mbehavior(B)

A×B

32.62

248.76

75.81

1

1

噌■

3.87

1.18

n。S.

Pぐ05

n.S.

Totalbetwee煎groups

Withingroups

357.19 35.56

w2=64.24

n。S。

LowAnxietySubjects

SS df X2

Pbeぬav量or(A)

Mbehavior(B)

A×B

0.91

217.56

678.61

噌
⊥

1

1

3.79

11.81

n.S,

P<.10

P<.01

Totalbetweengroups

WithingrOUps

897.07 315.64

w2=57.47

P〈.01

TakenfromFujita,1975

asignificantinteractionterm(x2=11.81,p<.01)indicatesthatthedevelopmentof

anEinstellungeffectdependsjointlyonthecombinedlevelsofPandMleadership.

TheorderofthePMtypesintheIowanxietyconditio皿isP>M>pm>PMwiththe

PtypeproducingasignificantlygreaterEinstellungeffectthanth6pm-orPM-type.

ThisorderindicatesthatwhenahighdegreeofMbehaviorisprovidedtolow

anxietysubjects,Pbehav玉orservestoreducetheEinstellungeffect.However,when

alowdegreeofMleadershipisprovidedtothesesubjects,Pbehaviorse.rvesto

increasetheEinstellungeffect.Th量sresultsupportsHypothes量s2whichsuggests

thatMbehaviorisonlyusefulforreducingEinstellungeffectswheneitherinternal

tensionsuchasahighinitialanxietylevelorexternaltensionsuchasahighIevel

ofPleadershlpispresent.Thethirdhypothesissuggestingthatpm-typeleadership

wouldproduce`agreaterEinstellungeffectforhigh-a皿xietysubjectstha且forlow一　
anxie亡ysubJectswas且otconfirmed.

Theresultsofthisstudycanbeappliedbyconsid6ringdifferences玉nthecon-

sequencesdifferenttypesofleadershipmighthavedependingo夏whetherornot

subordinatesareexperiencingpressurefromsomesourceotherthantheleader.For

subordinateswhoarealreadya皿xious,itwillbeparticularlyilnportanttoprovideM

leadersh量pinordertoavoidthedevelopmeコtofno且 一creativethinking.Forsubor-

dinateswhoarenotanxious,acombinationofhighemphasisonPandonMleader一
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shipmaybeespeciallyusefulwhileahighemphasiso皿Pleadersh量palonemaybe

espec五allyproblematic.

Themaintheoretical.implicationoftheMisumiandSekiandFulltastudiesis

thattheintereractivivecomb三nationofPandMleadershipmayhayemoreimportant

consequellcetha丑theiradditivecombination.Althougheachofthesestudieswas

i且teRdedtoseekagenerallyappl三cableprihcipleforexplainingsomeofthepositive

consequencesofPM-typeleadership,theyalsoprovidedsome"specific"orcontingent

information.InFujita'sstudy,forexample,whereasPM-typeIeadershipisparticularly

importa且tforsubjectswithlowinternalanxiety,M-typeandPM-typeleadershipare

virtually .i且disguishableforhigha亘xietysubjects.Thus,"general"studieshlthePM

leadershipresearchprogramhavebeenfoundtoh3ve``specific"implicationsjustas.

some.``specific"studieshavebeenfoundtohave``gelleral　 implications.

α 加 γ翫Pθr∫ 耀 班 σ1S'π 伽3

OtherexperimentalstudiesinthePMresearchprogramaresummarizedinTable

6.Mostinvolvemanipulatio皿soHeadershiptypessimilartothoseusedintheMisumi

andShirakashi(1966)andFujita(1975)studies.Mi且or.modificat1onsarealsoused

ineachexperlmelltalsettingtotakeintoaccountspecificcharacteristlcsofdifferent

tasksandsubjects.Inmostcases,1eadershipquestionnairesweredistributedtoallow

subjectstodescribetheirperceptiohsofleadership.Thesemanipulationchecks

consistentlysupportthesuccessoftheexperimentalcondltions.

Oneseriesofstudiesconsiderstheeffectofleadershiptypeoneperceptual-motor

learningandpaired-associatesIearning.Thestudiesarerelevanttobothtraditional

educationalleadershippracticesandtoindustrials量tuat五 〇nsinwhichIearningiscritical

totaskperformance.Ingenera1,thesestudiessuggestthatPM-typeIeadershlpcontri-

butestore孟 互niscencefollowingabriefrestaftereithern五assed.ordistributedpractice

sessio且s.Inthedistributedpracticeexperiment(Misumi,Yoshido&Sato,1969),

s量gnificantrem量n董scencewasonlyfou且dwhentheP-orientedbehaviorwasprovided

dur三ngthelearningperiodsandM-orientedbehaviordurlngrestperiods.Theresults

forpre-res七iearningaremixed.However,forsubjectswhoscoredhighonthe

ManifestAnxietyScale,YamauchiandYamaguchl(1973)foundthatM-typeIeader-

shipleadershipproducesbetterleamingthanP-typeorPM-typeleadership.Some

otherinternalsourceofarousalinthesesubjectsmayfulfillthe``P　 funct量on.This

findingisconsistentwiththeresultsoftheMisumia且dSeki(1971),andFujita(1975)

studieswhichshowthatindividualcharacteristicssometimesreducetheneedforan

externa1Pfunction.

Othersetsofexperimentsconcerllingtheeffectsofleadershipoエ1physiological

processesandgroupsocialprocessesaresummarizedinTable6.Bothdetailed

descriptions(Misumi,1985)andreviews(Misumi&Peterson,1985)ofthesestudies
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areavailablelnEnglish.Ingeneral,thesestudiessuggestthattheM-fuctloncatalyzes

P-functioneffectsbyreducingexcessivearousalandpromotingacceptanceofhigh

performancenormsandgoals.

Aロewersetofstudiesconcerningleadershippromotingescapebehaviorisalso

summarizedinTable6.Someofthesestudlesfollowedtheestablishedpatternof

assessingdifferencesamongPMtypesinescapebehavior(Kugihara&Misumi,1984;

Satoetal.,1984).ThesestudiesshowedstrongereffectsofthePMtypeswhen

subjectswere``aroused"throughthreatofanelectricshockthanwhentheywerenot.

Forthetwoperforma皿cemeasures,PM-typeleadersh三ppromotedmoreeffectiveescape

thanP-typeorM-typeleadership.

Theothertwostudies(Sugiman,Misumi&Sako,1983,Sugiman&Misulni,1984)

wereconductedWithsomereferencetoPMTheory,butarenotdesig且edtobe

expliclttestsofPMTheory.However,theirresultssuggestthattwospeclficways

ofprov三dingleadershipintheemergentsocialstructureproducedbyacr量sissituation

caIIaffectsuccessfulescape.Thesefieldstudiesindicatethatwhentherearemany

``1eaders"
,evacuationmaybemoresuccessfulwheneachleaderwalkstoanexit

whiledirectlyprov量dingIeadersh量pforonlyafewpeople.However,whentllereare

fewleaders,speakingloudlytothe.groupandpointingtoanexitmaybethelnore

effectiveevacuat三 〇napproach.

五6θ467Bθ ぬσ汐ゴ07∫ηL6の07α'07yσ η6JFゴ8143'π4勿3

Inlaboratoryresearch,the.correspondencebetween``actual"a且d``experienced"

behaviorisIessproblematicthallisthecaseinfieldresearch.Thatdoesnotmean

thatactualandexperiencedbehavioraremorenearlyequivalenti且arationalistic

senseinIaboratorythallinfieldsettings.However,thosefactorsaffectinghowactuaI

actionsareinterpretedwhichdependonthehistoryofaparticularleader-follower

relationshipandthetasksandtaskexperienceswhichaffecthowperformance-oriented

IeadershipisexperiencedaremoreconstantandbettercontrolledintheIaboratory

thaninthefieid.Eveninlaboratoryresearch,differencesamo皿gsubjectsare

somet三mesfbundi皿howleaderactlonsareinterpretedandexperienced.Theun-

certaintyaboutex盆ctlywhatactions,underwhatcircumstances,andtowhatkinds

ofsubordinatesproducewhatexperiencedleadershibtypeismuchgreateri且field

thaninlaboratorywork.

Aportionofthedifferencesinwhatleaderactionsareinterpretedasfulfilling

thePandMfunctio皿sisreflectedinthestudiesofspecificleadershipmorphology.

Forexample,someofthespecificbehaviorsaddressingthePfunctionarefoundto

bedifferentinprivateenterprisesthani皿families.ProfessorPeterSmith,whois

workingontheUIlitedK量 且gdomdatacollect三 〇皿inacomparativeヱeadershlpstudy,

ゑasdesignedanewapproachtou皿derstandingtherelationshipbetweenobservable
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actio且sandexperiencedfmctions. .Fo110wingthisapproach,specificactionslikethe

amo岨t..oft.imeasuperiorsp印dsatworkcompare .dto.subordihates,are.beinganalyzed

量n.relati6ntothePMfu且ctions.

Ong・ingPrOjectsOMtsideJapan

PM.researchhas ..followedthpatternofJapaガsdevelbp血e皿to旦estepfurtherin

recentyears.WithJapa血ls.increasedintematio皿allzation,PMresearchhasbegun

tobeconductedincollaborationwithresearchersinotherco岨tries.Theexactuse .

madeofthePMframeworkhasbeenadaptedtothesltuationsofothercountries.

Forexample,inaproj.ectbeingcarriedoutwith.collaboratorsintheU丘itedStates,

England,andHongKong, .specificactionsthatleade.rstaketoconveythePand.M

funct量ollsindifferentcountriesarebe玉nginvestigated(SmithetaL,1986).This　
proJectisalsoprovidingaprellminarybasisforcomparillgPMfieldmeasureswith

commonlyusedWesternleadershipmeasures,andfor岨derstandingthe .implications

ofthePMtypesforaspectsoflndividualemploye6performancethatareconsldered

importa皿ti且60untriesbesidesJapan.ThePMsurveyandfeedbackprocessisbeing

adoptedtothesituatio且inChinabytheInstituteofPsychologyoftheChinese

AcademyofSciences(Xu,Long,Deng&Xue,1985)。.Thisadaptationincludesthe

additionofamoral.``Character"factor,a血aspectofcomm岨itycommitmenta且d

nationalloyaltyconsideredto.beespec量ally三mporta且tincurre且tChineseculture.

ThedevelopmentofPMresearch.isintendedtoco皿tinuethepatternofworking

onJapaガsdistinctiveleadershipproblemswhile.maintai且ingapattemoflearnillg

fromothercountriesandcontributingtothedevelopmentofaninternationalsocial

ロ
SClellce.

1〃Zρ"6σ が0η3qプ 魏6」PM勤60ηq!五6α46rε 乃ゆ!0ア'"6L804673力 ゆ 」R6εθα76乃Fゴ61α

Someoftheapproachestothe.studyofleadershipwhichhavebeenfo岨d

beneficia1三nthePMleadershipresearchprogrammaybeusefulforsolvingso皿eof

theproble卑sandhandling臼omeoftheissuesbeingraisedelsewhereintheIeadership

fleld.Forexample,theapproachtakento亡11畔ersta亘dingconditioπi翠geffectsof

situationalvariablesontheco且sequencesofleadershiptypeshasemphasizedlaboratory

research.Whileexceptio且stothege旦eralpatternoftherelativeeffective且essof

leadershiptypes-PM>M>P>pm-haveoccasio皿allybee且found,li‡tleemphasis

hasbeenplacedonide且tifyi且gtheparticularvariableswhichhaveproducedthese

exceptions.Beg量nn量ngtoidentifythecausesofsuche琴ceptionsbymeasuring .situa-

tio亘al"moderator"variablesas.hasbeendo且e,forexample,intestingthel`path-goal"

theoryoflead♀rship(Evans,1970;House,1971;House&M.itchelI,1974)wasexpected

tobeverydifficult自11dpotenti母Ilyveryfrustratingbecauseofthecomplexcausal

dynamicsoperatingo且establishedsocialsystems.Instead,importantcontingency
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hypothesessuchastheideadescribedabovethatsubordinateanxietyleve正influences

theeffectsofleadershiptypeshavebeentestedinthelaboratory.Inc三dental正y,the

hypotheslsofpath・goaltheorywhichsuggeststhatsubordinateIleedforachievement

willmoderatetheeffectsofleadershiphasbeenconfirmedinPMleadershipresearch

(Misumi&Seki,1971).Onceamorecompleteplctureofvariableswh三chcond三tlon

theeffectsofleadershlpisavailablefromlaboratorystudyit皿aybepossibleto

idelltifysimilarphenomenaas``皿oderatingeffects"infieldresearch・

sπ 卿 粥 ση

IIIconclusion,theaimofthepresentpaperistoprovideanoverviewofaleader-

sh三pprogramwhichhaspreviouslybeenrelativelyinaccessibletonon-Japanesereaders.

Theresearchprogramhasbeenbuiltarou且daconceptualizationoffourleadership

typesbasedo黛combinationsofleaders'emphasisonfulfillingthePerformaηce(P)

a皿dMaintenance(M)functionsofgroups.ThePMLeadershipTheoryiscollsiste且t

withtheemphasisonacombineduseofIaboratoryalldfieldresearchmethods

(Sashki丑&.Garland,1979)andtheconcernaboutbothindividualandgroupconse-

que且cesofleadership(Dansereau,Alutto,Markham&Dumas,1982).ThePMTheory

issomewhatuniqueinitsorigillsinlaboratoryresearchandtheresultingemphasis

itplacesoninteractionsofthePandMleadershipdimensions.Hopefully,theidea

ofaエ1interactivecombinationoftwomainleadershipfmlctionswhichgivesthe

researchitsunityandpemlitscoherellceinstudiesofmanysoclalsettingswillbe

foundhelpfulbymanyotherresearcherscontributingtothegrowthoftheleadership

field.
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