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Developing a Performance-Maintenance (PM)

Theory of Leadership

Abstract

Beginning from a replication of an experimental study conducted in the United
States, the PM Theory of Leadership has developed in Japan as an extensive
interdisciplinary and international approach to leadership. The present paper
describes the current state of the research program and provides a detailed summary
of several key studies that have addressed major issues confronted in the research.
In general, the research has endeavored to understand the Performance (P) and
Maintenance (M) group functions as they are fulfilled through the actions of leaders.
A complete summary of the experimental and field studies of PM leadership is
also provided through tables describing each study, its basic design, and its resulis.
Current developments and future plans for the research program, especially those
involving comparative international research and the role of specific circumstantial
characteristics, are also described. In general, research conducted in many work and
non-work settings in several countries suggests that the P and M functions interact
in promoting constructive group processes, performance norms, and employee attitudes.

During the past 30 years, an interdisciplinary research program developing and
testing a “Performance-Maintenance” or “PM” Theory of Leadership has been con-
ducted at Kyushu University and Osaka University. The present review is designed
to provide a comprehensive interpretive overview of all the studies conducted as
part of this research program. Although detailed reports of many PM studies (Misumi,
1985) and a review addressing U. S. leadership research issues (Misumi & Peterson,
1985) are available in English, no previous review focuses primarily and in depth on
the research program itself. This research program has dealt with many of the
groups and organizations in Japanese society that have been significant in Japan’s
post-war development.

The performance-oriented and maintenance-oriented leadership concepts have
been derived from ideas about the basic functions which leadership must fulfill in
all social settings (Cartwright & Zander, 1968). The “performance” function is
leadership which followers experience as being directly oriented toward forming and
reaching group goals, while the “maintenance” function involves leadership experienced
as directed toward preserving group social stability. These leadership concepts are
closely linked to basic social psychological theory developed in the U. S. and Europe
(e. g., Lewin, 1951 ; Bales, 1950 ; Cartwright & Zander, 1963).
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PM Leadership Theory has a number of characteristics that distinguish it from
U. S. leadership theories that use similar concepts. (e.g., Stogdill & Coons, 1957,
Fiedler, 1967). Three characteristics of the PM Leadership program can provide an
initial basis for distinguishing it from other leadership research. One of the important
characteristics of the PM research program has been its interdisciplinary orientation.
A goal of the program has been to develop a basic theory of leader-follower inter-
actions which can be meaningfully applied to such diverse settings as industrial
organizations, government administration, political processes, classroom teaching,
intercollegiate sports, and parent-child relations. The intent has been to develop
both a unifying leadership theory and a theory which does not obscure important
differences among particular expressions of basic leadership functions in different
settings.

A second important characteristic of the research program has been its origin
in experimental research stimulated by the Lewin, Lippitt and White (1939) studies
of democratic, autocratic and laissez-faire leadership. This experimental basis has
resulted in conceptualizing leadership types in a way which is most readily reflected
as experimental conditions and is secondarily researchable in field settings.

A third important characteristic is the cultural and historical circumstances
surrounding the researcher. The research has been conducted in post-war Japan and
thus implicitly bears characteristics of Japan during a period of great change,
characteristics which are difficult to identify or interpret. Although these cultural
circumstances probably have bearing on the structure of the research program and the
content of the PM Leadership Theory, they may have considerable significance for
the results obtained as will be discussed.

Four interrelated themes have been pursued in developing the PM research

Dimension Situational Generalizability
General Specific
(Universal) (Contingent)
General leadership Specific leadership
Morphology morphology morphology

(Basic Forms)

General leadership Specific leadership
Dynamics dynamics dynamics
(Causal Process)

Taken from Misumi, 1985, p. 8

Figure 1 Paradigm for the Study of Leadership Behavior
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program. These four themes are shown in Figure 1. One distinction among these four
themes is a separation between the “morphology” or forms of leadership and the
“dynamics” or causal processes surrounding leaderhip. A second distinction is between
“general” or universal characteristics and “specific” or situationally contingent aspects
of the morphology and dynamics of leadership. In practice, these themes are not
absolutely distinct since the result of every study reflects both forms and causal
processes involving leadership, as well as the general qualities of leadership and the
characteristics specific to a particular study. Instead, these themes represent different
intended emphases or goals of different concrete studies. Selected studies will be
described in some detail from several of these perspectives while the results of
others will be briefly summarized. Although the greatest interest among people who
learn about PM research is often in the field studies of organizations, it is important
to recognize that the basic PM perspective was influenced by experimental social
psychology. Consequently, the important experimental studies that determined the
early development of PM research must be understood first.

Early Experimental Studies

Some of the first leadership studies done in post-war Japan were studies of primary
education systems. Establishing a new education system was a critical government
priority, and school systems were generally open to social science research. The study
which became known as the first major scientific study of leadership in the United
States also had a very direct formative influence on PM Theory. This was a study
of leadership provided for children by Lewin, Lippitt and White (1939) concerning
autocratic, democratic, and laissez-faire leadership. An interest in conducting parallel
studies in Japan grew out of a frequent criticism that the original finding in the
U. S. that children responded positively to democratic leadership was cultu;e-bound
(Krech & Crutchfield, 1948 ; Newcomb, 1950 ; Young, 1944). Consequently two
experiments were designed to refine Lippitt and White’s basic experimental leadership
conditions and assess their effects on various aspects of group morale and performance
in groups composed (separately) of fifth-grade boys and girls. Among the important
findings were:

1. that differences in group performance and group member attitudes toward
one another and toward their work varied depending on leadership type with “laissez-
faire” leadership consistently being the least effective;

2. that group performance and group member attitudes could be changed drama-
tically when a leader using one behavioral style was replaced by a leader showing
a different behavioral style;

3. that the relative effectiveness of democratic and autocratic leadership varied

according to task difficulty and the particular criterion against which effectiveness is
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evaluated (e.g., in relatively easy tasks, democratic groups were found to be more
effective than autocratic and laissez-faire while in relatively difficult tasks, autocratic
groups were found to be the most effective, followed by democratic and laissez-faire
groups).

The results of the U. S. and the Japanese studies are somewhat difficult to compare.
The play-related activities studied in the U. S. project probably have greater intrinsic
appeal than the schoolwork-related tasks of the Japanese studies. In addition, chil-
dren’s willingness to accept adult intervention may be greater in school tasks than
in play tasks.

The results, particularly those which suggested that the effects of leadership
differed depending on differences in initial motivation and in task difficulty, had
important consequences for the further development of the PM leadership program.
Of even greater significance, however, were other lessons about conducting research
learned as the studies were being carried out and disseminated. In particular, it
became apparent that such heavily value-laden and politically meaningful concepts
as “democratic”, “autocratic” and “laissez-faire” were both very difficult to represent
operationally and very difficult to work with and communicate in a non-emotional
manner. Recent exprience in international comparative research has again demon-
strated the difficulty in maintaining a scientific approach to basic concepts.

However, it also became evident that meaningful experimental conditions could
be produced by teaching research assistants to give guidance or no guidance and to
express personal concern or no personal concern to subjects. In the next experimental
study in the research program, these two lessons resulted in the use of four leadership
types as experimental conditions.

The second of the experimental studies was conducted by Misumi and Shirakashi
and has been published in English in the journal Human Relations in 1966. In brief,
the study involved establishing experimental conditions in which the effects of
leadership by first-level supervisors could be studied over the moderately long period
of 13 daily sessions each lasting for a half hour. Five groups each consisting of three
postal trainees were given the relatively simple, monotonous task of quickly and
accurately counting holes in IBM cards. The subjects’ immediate supervisors in the
task were graduate students trained to provide either performance-oriented (P),
maintenance-oriented (M), or a combination of performance-and-maintenance oriented
(PM) leadership. In order to express P leadership, supervisors spoke a few words at
about one minute intervals such as “Hurry up ! Hurry up !”, “Don’t make mistakes”,
“Do as much as you can”. M leadership was expressed through such remarks as “Enjoy
the work !”, “Take it easy”, “Be relaxed”, “You must be tired”, “Thank you for
doing the work”. The PM-type supervisors combined the emphasis on both kinds
of behavior while the P-type and M-type supervisors provided only one of the two.
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Similarly, instructions read to the subjects by their immediate supervisors were
designed to represent leadership by a second-level supervisor which was of either
P, M, or PM type. (In subsequent studies to be described below, pm-type leadership
was expressed by simply describing the experimental procedure and making no further
comments as the tasks were carried out.).

Although the conclusiveness of the study was limited by the relatively small

number of individuals and groups involved, some of the results served to guide
subsequent research. Sufficient evidence was obtained to indicate that the intended
experimental conditions were successfully induced for first-level but not second-level
supervisors in a way which is reflected with reasonable clarity in the reports of
observers and subjects. The consistent convergence in this and subsequent experimental
studies between experimentally induced leadership conditions and both observers’
ratings and questionnaire descriptions of leadership by subordinates (e. g., Fujita, 1975 ;
Misumi & Seki, 1971) also suggests that meaningful data concerning leadership can
be collected using carefully designed questionnaires. The results of the postal trainee
study indicated that productivity measured by the number of IBM cards whose wholes
were accurately counted was greatest and several attitudinal criteria (e. g., satisfaction
with supervisor) were most positive under PM-type immediate supervisors followed
by P-type and M-type supervisors. Less distinct differences were found based on the
leadership type of second-line supervisors. Rather than assume that the experimental
results could be applied to field settings, survey studies were conducted.

In addition to the results indicating an order in the effectivenss of PM types, the
postal trainee experiment has significant consequences for the design of subsequent
field studies of leadership. The idea of conceptually distinct P and M dimensions
and the anticipation of empirically independent P and M factors continued to be
pursued. However, following the experimental conditions, the two leadership functions
were always studied in their interactive combination rather than with one dimension
abstracted from the other. This interactive emphasis coming out of the initial esta-
blishment of experimental leadership conditions lends the PM Theory its unique

perspective.

A Japanese Coal Mining Study

The next study testing PM Leadership Theory involved a company in a segment
of Japanese industry that was critical to national development during the 1950s and
1960s - coal mining. This was the first PM survey study, and it served to test
whether PM Theory could be applied outside the laboratory. Field survey measures
were designed so that questions were asked about the leader behaviors used to produce
the experimental conditions.

The Chuko Coal Company arranged the cooperation of 215 miners from 8 work
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groups. These 8 work groups were the ones where the clearest distinction could be
made between effective and ineffective groups. The three performance indices used
to identify more effective and ineffective groups were: (1) coal output during the
preceding year, (2) attendance rate during the preceding year, and (3) work efficiency
as rated by the sub-section chief and manager. Performance (P) and maintenance (M)
leadership were measured using questionnaires administered to the miners. The eight
items concerning the P dimension covered such topics as encouraging rule observance,
asking about work progress and providing guidance in solving work problems. The
eight items concerning M leadership covered such topics as listening to subordinate
opinions, showing concern for subordinates’ feelings, and not imposing opinions on
subordinates. These questionnaires also included four attitudinal items designed to
reflect job satisfaction, group cohesiveness, satisfaction with supervisors, and confidence
in supervisors. These attitude items were included to determine whether or not
differences in general work attitudes between high and low producing groups might
explain any differences found between supervisory types in the high and low producing
groups.

Miners indicated the degree to which both their first-level supervisors and second-
level supervisors fulfilled the Performance (P) and Maintenance (M) functions. In
order to construct the four PM types, some criterion was needed to identify a “high”
and “low” level of emphasis on each function. The decision was made to treat the
average level of behavioral emphasis on each function as the criterion. This criterion
was selected because of the nature and meaning of survey measures. Survey measures
do not indicate “behavior” in a way that is abstracted from employee expectations,
norms and organization culture. Instead, questions and responses scales are interpreted
by respondents in relation to their expectations of what typically occurs or what can be
expected. The average leadership scores given throughout a company since they are
affected by expectations about what can be typically expected, provides a reasonable
criterion for identifying high and low levels of the P and M functions. Using com-
pany averages of P and M leadership as the criteria, a supervisor was identified as
a PM-type leader when most respondents gave him above average P and M scores
and as a pm-type leader when respondents gave him below average P and M scores.
P-type and M-type leaders were indentified when workers gave above average scores
for just one dimension but not the other. The PM types of both first and second
levels supervisors were determined for each work group.

The results showing differences in leadership behavior between the high-producing
and low-producing groups are shown in Table 1. The high producing groups are A,
B, C, and D While the low producing groups are A’, B/, C/, and D’. In three of the four
high producing groups, either the first-level or second-level superviser was described

as a PM-type supervisor. No P-type supervisors are found at either the first-or second-
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level in any of the high producing groups. In three of the four low-producing groups,
both the first and second level supervisors were described as P-type leaders. In other
respects, the combination of first-level and second-level supervisor types varied more
among the high producing groups than among the low producing groups. The results
served to confirm the particular value of PM-type leadership in coal mines and to
indicate that in a work setting where direct contact with a second-level supervisor
was possible, a deficiency in the leadership at one level of supervision could be
replaced by leadership from another level.

One exception to the general pattern of results was found. The leadership patterns
of the first-level and second-level supervisors at the first workplace differed for both
the high producing group (A) and the low producing group (A') from the high and
low producing groups at other work sites. Both first-level and second-level supervisors
in the low producing group at this site and the second-level supervisors in the high
producing group provided pm-type leadership. The characteristic distinguishing super-
vision in the high producing group was M-type leadership by the first-level supervisor.
Thus while the presence of a PM-type leader was ordinarily associated with the
highest levels of effectiveness, one of the work groups responded especially well to
M-type leadership. This one exception to the general pattern of results indicates the
possible presence in a field setting of the kind of “specific” or contingent dynamics
of leadership considered in later experimental studies.

The coal mining study further supported the usefulness of building a general
morphology of leadership around the four PM leadership types. Differences simply
in work attitudes could not be used to account for differences between the effective
and ineffective groups because not all attitude differences between these groups were
significant and not all reflected more positive attitudes in the more effective groups.
The working hypothesis about the effectiveness of the PM types following the coal
mining study was that while an emphasis on the P function in the absence of the M
function was destructive to productivity, the presence of M leadership when joined
with P leadership catalyzes the performance promoting potential of P leadership.
The performance-facilitating effect of M leadership in catalyzing P leadership is a
hypothesis which is neither tested by studies which put the P and M functions at
extremes of one pole nor by studies which treat the P and M dimensions by abstractly
and separately studying their separate and additive relationships to criteria.

Another inference from the coal mining study was that the difference in im-
portance of the leadership provided by first-level and second-level supervisors might
not be as distinct in some field settings as it appeared to be in the laboratory. The
need for further research also became evident at this point to determine why P-type
leadership not supported by an emphasis on group maintenance was associated with

lower levels of performance compared to other leadership types under field conditions



145

than it was in the laboratory.

Designing Measures for Field Application

Since the time of the coal mining study, survey measures have been designed for a
large number of organization types and levels. However, many of these surveys have
maintained a consistent base in many of the items used. The process of selecting
and refining measures has gone through a series of iterations. The first involved a
sample of 400 from the 5200 work organization employees surveyed between August
1968 and January 1969. The results of an analysis using recent data is shown in
Table 2. Although this common core of questions is now ordinarily used in work
organization research, specific items adapted to particular work conditions are also
used. Distinct survey forms are available for six organization levels and for hospitals,
educational organizations and public organizations (Misumi, 1985).

Factor analysis results for the 24 questions originally used to measure leadership
in work organizations are presented in Table 2. A group principal axis method was
used on 6 items concerning pressure to perform well (£ 1, 2, 4, 5,6, 7), 5 items
concerning planning-oriented leadership (% 3, 8, 9, 11, 12), and 11 items concerning
maintenance-oriented leadership (# 14-24). The items representing these pressure-P
(Group D), planning-P (Group II), and M (Group III) factors were selected based on
a prior principal components factor analysis with varimax rotation. The resulting
composite variables are reasonably homogenous (aiphas of .77, .78, and .92 respec-
tively). The pressure-P composite is largely independent of the M measure (r=.073).
However, planning-P is correlated both with pressure-P (r=.294) and with M (r=.537).
Because of the low correlation between pressure-P and the finding that planning-P
is represented adequately for research purposes as a combination of pressure-P and M,
six out of eight P items used for hypothesis testing and feedback were pressure-P
items (Misumi & Peterson, 1985).

One of the hurdles to overcome in the field tests of the PM Leadership Theory
was to determine whether the meaning of each PM type was comparable from one
setting to another. Because the PM types in each setting were constructed by
comparing descriptions of a particular leader with the averages of P and M leadership
at that work place, one issue in determining comparability was the issue of whether
or not results could be compared when different averages were used to determine
high and low levels on each dimension at different work places. This question was
answered by conducting several surveys involving sufficient respondents so that data
could be analyzed by dividing the P and M dimensions into four parts each to
represent a total of 16 PM subtypes. Taking such an approach in several data sets
also helps determine whether or not so much information is lost in other studies by

dichotomously dividing the continuous leadership dimensions to reflect the four
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analogous experimental conditions that the results are of little value.

Two studies using 16 leadership subtypes can be described as examples (Misumi,
Kurokawa & Shinohara, 1973). One treats data from 1309 employees of a steel mill
at the individual level of analysis while the second considers data at the group level
of analysis from 2486 groups of between 3 and 13 employees working in 16 banks.
Questionnaire measures of various attitudes toward the employer and the union were
used as criteria.

When 16 PM subtypes are constructed, a matrix results as illustrated by the
matrices shown in Figure 2. The data concerning the PM subtypes are analyzed in

I ; 1 [l | I
1 1 i i
M, | i M, i | M, i i
_____ SRR S S R N SN S ) )
1 I —r ————— r ——————— r _________ r___-
M, ] | M, i i M, ' {
i : 1 : ' :
PM, ! PM ' TP M, | PM, i P,M, ! P,M
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+ + to——— ==t +
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SEHEA Mol em) (P Mol o el (B
! ! : ; ! ;
M, 5 i M, E i M, E !
“““ Pt ——— p=———t + + ———
% S A A VY B
! ! | ! |
P, P, P, P. P, P, P, P, P, P, P, P,
Area 7 Area 8 Area 9

Taken from Misumi, 1985, p. 53.

Figure 2 Areas Within the 16 PM Subtypes
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each study comparing adjoining sets of four subtypes in the nine areas indicated in
Figure 2. Each area represents the four PM types which would be formed if scores
on the P and M dimensions had different means and different ranges. Area 1, for
example, represents the PM types which would be formed if the average P and M
scores were quite low in a particular study while Area 9 repressents the four types
which would be formed in an organization where the average levels of P and M
leadership are especially high. Sets of the 16 PM subtypes which correspond to the
four basic PM types are represented by Area 1 (pm-type), Area 3 (P-type), Area 7
(M-type) and Area 9 (PM-type).

The frequencies of three orders of the four PM subtypes are shown in Table 3.
In “Order A” the ranking of a set of four subtypes in relation to a criterion is PM)
M) P> pm. In “Order B” the ranking is PM>P>M>pm. Any other ranking, that
is, those in which either PM is not highest or pm is not lowest, is referred to as

“Order C".

Table 3 Number of Areas Showing the Rank of A, B, C, and A-+B

Rank Order
Criterion Variable A B C A+B Total
Steel Mill Study

Teamwork 4 4 1 8 9
Willingness to work 5 3 1 8 9
Belonging to company 4 3 2 7 9
Belonging to labor union 2 1 6 3 9
Group meeting quality 7 0 2 7 9

Total 22 11 12 33 45

Bank Study

Willingness to work 5 1 3 6 9
Satisfaction with salary 2 0 7 2 9
Satisfaction with company 7 2 0 9 9
Teamwork 7 0 . 2 7 9
Group meeting quality 7 2 0 9 9
Communication adequacy 5 2 2 7 9
Mental health 3 0 6 3 9
Performance norms 5 4 0 9 9

Total 41 11 20 52 72
Note: The types of rank order are as follows:

Order A-veeereeersens PM>M>P>pm

Order Beeveereeeeean PM>P>M>pm

Order Co-evvoevvennenne Other than Order A or B

Order A+B---------PM first and pm last

Taken from Misumi, 1985, pp. 59, 61.
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Descriptions by the 1309 steel mill employees of their supervisors’ P and M
leadership were each separated into four approximately equal groups by dividing their
scores at the mean for each dimension and at the point .67 standard deviations above
and below the mean. The rank order of the resulting 16 PM subtypes was determined
for five attitudinal criteria: teamwork adequacy, willingness to work, sense of belon-
ging to company, sense of belonging to union, the PM-type ranked first and the pm-
type last in either 7 or 8 of the 9 areas. Order A in which the M-type rather than
the P-type followed the PM-type as second most effective was the single most frequent
order.

Similar results were found for the data from 2489 bank work groups (Table 3).
Scores on the P and M dimensions each were divided into four categories as before
to form the 16 PM subtypes, except that work group averages were used in place of
the scores of individuals. Order A reflects the ranking of the PM subtypes in seven
of the nine areas for satisfaction with company, teamwork, and group meeting quality
and is the ranking in five areas for willingness to work, communication adequacy,
and performance norms. Orders other than those in which PM ranks first and pm
last (Order C) are found in seven areas for satisfaction with salary and in six areas
for mental health. Thus the order found most often for the four main PM types
in field studies (Order A) is found in a majority of the areas represented by four
subtypes for seven of the nine attitudinal criteria in bank work groups.

Viewing both of these studies together, the approach taken to splitting the con-
tinuous P and M measures at the mean appears to be reasonably robust and largely
unaffected by the precise point at which the splits are made. Regardless of the specific
field setting, the Japanese field studies show that the PM-type ordinarily ranks first
and the pm-type last for many attitude criteria as well as objective criterion measures
(cf., Table 4) where these have been available. Most often, M-type leadership ranks
second and P-type ranks third, although the reverse is sometimes found for a few

criteria (e. g., performance norms) and settings (e. g., engineering project groups).

The Specific Morphology of Leadership

Leadership researchers are easily tempted by the motive to “insure” comparability
between studies by using inflexible measures that ignore important differences between
different social settings. The earliest Ohio State leadership studies effectively avoided
this problem by designing separate forms for military, educational, and several kinds
of industrial settings (Halpin & Winer, 1957). However, the distinctive qualities of
particular social settings tend to be given less emphasis in reviews during the 1970s
(e. g., Kerr & Schriesheim, 1974). As the basic P and M measures were being
designed, the PM research group wanted to avoid the temptation to assume that these

questionnaire items were being interpreted in exactly the same way in all applica-
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tions. Consequently, a process was frequently carried out of inductively designing
new leadership measures for particular uses and interpreting the specific indices that
emerged in relation to the basic theoretical P and M concepts.

The research process ordinarily involves asking experienced “practitioners” (e. g.,
teachers and students in a recent education organization study) to describe their “formal
leader’s behavior” in short descriptions of a sentence or two. These descriptions are
then sorted to identify common themes and overlaps in descriptions, but without any
reference to P or M concepts. Questionnaire items are then designed so that items
are interpretable, not double-barrelled, discrete in content, etc. The items are then
used in a survey, and the results are subjected to factor analysis extracting as many
factors as can be meaningfully interpreted. These factors are then understood in
relation to the P and M functions, and items are selected to represent the four PM

types.
Figure 3 provides an overview of some of the leadership measures developed in

studies of the specific morphology of leadership behavior.

As is evident from the

Kinds of Organizations
or Groups

Factors Pertaining
to P Leadership

Factors Pertaining
to M Leadership

Private Enterprises
(The 1st-line Supervisors)

Private Enterprises
(Middle managers)

Local Government Offices

(Sub-section Chiefs)

Local Government Offices

(Section Chiefs)

Classroom (Teachers
of the Fifth or Sixth
Grade Students)

Family (Parents of the
Sixth Grade Students)

Sports Groups (College)
Students’ Sports (Clubs)

* Planning
* Pressure

* Planning
* Execution
* Initiation
* Guidance
* Strictness
* Coordination

* Plan Execution
# Discipline Guidance
* Observance of Rules

* Planning and Coordination

* Discipline Guidance and
Plan Execution
* Observance of Rules

* Discipline and Training
Concerning Life and
Learning

* Discipline and Training
Concerning the Sense of
Community and Morality

* Performance

* Control
* Rigor of Training

* Group Maintenance

* Consideration
* Fairness
* Self Righteousness

* Group Maintenance

* Group Maintenance

% Consideration for
Pupils

* Friendliness toward
Pupils

* Easing Tension in

the Class

* Maintenance

* Consideration
# Club Maintenance

Adapted from Misumi & Peterson, 1985.

Figure 3 Factors Identified in Studies of Specific Leadership Morphology
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settings studied, this research has been designed to cover a very broad range of
social leadership situations, situations among which many theorists might contend that
there is no basis for comparison. In addition to the factors noted above for private
enterprises, the supervisor’s own observance of regulations and ethical requirements was
an additional P factor found to be especially important in government organizations.
For middle managers in an automotive products company. several specific aspects of
P were found depending on the particular kind of work the manager did. The
combined skill-related and ethical emphasis of educating children is reflected in the
separate P factors for teachers concerning guidance in “life and learning” and in
“the sense of community morality. “A general performance factor appears in studies
of parental leadership while a P factor involving the degree of control a team captain
has over athletes and a rigor of training factor somewhat paralleling the factor of
pressure in industrial organizations are found in intercollegiate athletic groups.

Most studies identify a basic M function, although specific varieties and subfactors
of M leadership occassionally appear. Elementary school students are able to differen-
tiate among some reasonably discrete maintenance behaviors by teachers—being
considerate, expressing personal friendship, and acting to ease tension. In sports
groups, leader maintenance and concern is found to be expressed by personally
seeking resources and new recruits for the club. In the study of automotive products
company middle managers, a negative form of M involving defensive, arrogant, or
“self-righteous” behavior was found.

The theme of the specific morphology of leadership is now being pursued in a
new way while the kind of factor analytic studies noted in Table 3 also continue to
be conducted. This approach involves assessing the relationship between basic P and
M measures and specific leader actions that may be interpreted differently under
different circumstances (Smith et al, 1986). In general, the specific morphology
studies help emphasize the difference between leader behaviors and the functions
that they fulfill when they are experienced by subordinates. The unifying theme
in PM research has been leadership functions as experienced by subordinates.

The results concerning relationshfps between PM types and various criteria found
in the other field studies which have been conducted as part of the PM leadership
research program are summarized in Table 4. Field studies have been conducted
in a variety of work organizations including production, service, and governmental
organizations. Field studies have also considered the leadership images of political
candidates, leadership provided for children by parents and teachers, and sports
leadership provided by student leaders (team captains). With considerable consistency,
the results of these correlational field studies are consistent with the causal findings
of laboratory studies which indicate that PM-type leadership is associated with high

levels on perfomance and attitudinal criteria while pm-type leadership is associated
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Authors

Misumi, Takeda
& Seki, 1967

Misumi, 1984,
(pp. 164-165)

Misumi &
Shinohara, 1967

Misumi, 1984,
(pp. 172-178)

Misumi, Shinohara

& Sugiman, 1977

Kidosaki, 1973

Tasaki &
Misumi, 1976

Tasaki &
Misumi, 1976

Misumi &
Sugiman, 1985
(in Misumi, 1985,
pp. 415-419)

Misumi &
Kurokawa,
1972, 1973

Setting

Banks
(901 employees,
2 banks,

79 branches)

Ball bearing company

(1356 employees, 92

groups) ; tire company

(62 groups)

Bus drivers (949)

Engineering projects
(490 managers)

Local government
administraters
(920 employees)

Scientific apparatus
manufacturing
(1301 employees,
207 supervisors)

Bank
681 employees

Bank (as above)

Production company
1370 workers

Politics

Criteria

Productivity
(capital growth
of branch)

Independently
rated
performance

Accident rate
(pretest, change,
posttest, 3 year
interval)

Described most and
least effective
superior

Attitudes:

job satisfaction,
compensation
satisfaction,
teamwork,

meeting quality,
communication,
mental health,
performance norms

Performance norms/
work group tension

Performance norms/
work-group tension

Leader performance
norm deviance from
group average

Power base used

Voting, Conservative/

Progressive party of
candidate

Results
PM highest,

pm lowest

PM highest,
pm lowest

(Low to high)
PM>M>P>pm

PM>P>M>pm
(short projects with
changing memberships)

PM>M>P>pm

(performance norms—

PM>P>M>pm

Only for above average
M, P is correlated with
performance norms

P is more highly
correlated with
performance norms

for above average than
for below average

PM deviate less
than P, M or pm

PM—greatest expert
power

P—greatest reward
and coercive power
M—greatest
referent power
pm—greatest
legitimate power

(1) Voted for PM

(2) conservatives
emphasized “P”
of conservatives;
Progressive
emphasized “M”
of progressives
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Authors

Misumi, Yoshizaki,
& Shinohara, 1977

Furukawa,
Misumi &
Shinohara, 1969

Misumi, 1984

Sakamaki, 1974

Misumi &
Kurokawa, 1971

Kidosaki, 1975

Misumi, Sugiman,
Kubota & Kameishi,
1979

Setting

Fifth and Sixth
grade students
(3007, 83 teachers)

211 10-11 yr.
old children

College sports groups
1 761
(2 5,251

Banks (2) 254 people
described 1st line,

85 described 2nd line
(Longitudinal surveys
at one-year intervals—
3 in one bank,

4 in the other)

698 units

Steel (4418 people)
and

Chemical companies,
(1379 people,

305 units)

Unspecified company ;
60 first-level

supervisors

Middle managers
(foremen through
headquarters
managers) of an auto
emissions equipment
manufacturing plant
(533 described plant
managers or above,
1,040 described lower
clerical managers, 273
described lower
manufacturing
managers)

Criteria
Children’s Attitudes

Children’s Attitudes
about Parents

Attitudes

Group size

PM type, stabilit
of type, and LP
score

Attitudes

(motivation to work,
compensation
satisfaction, company
satisfaction teamwork,
meeting quality,
communication,
mental health,
performance norms)

Results
PM>M>P>>pm

(for dissatisfaction
with school, pm>P)

Parental self-reports:
PM, P>M, pm
Children’s reports:
PM, M>P, pm

PM> M> P> pm

Stability : first line

P, r= .3
M, r= .53
second line
P, r= .74
M, r= .59
Steel :

PM-no effect
P-increases
M-drops at 7 members
pm-increases above
10 members

Chemical :
PM-declines
P-increases at 7
M-no effect

Correspondence between
relatively constant
pm-type and low LPC
score

PM>pm for all three
groups, all criteria;
order of other leadership
type pairs depends on
criterion and group (e,
g., for meeting quality,
P>M; for work
motivation, M >P).

with low levels on these criteria.

The most varying result concerns the order of P-type and M-type leadership

among the four leadership types.

The findings suggest that P-type leadership may

be more successful in promoting productivity in initial leader-member exchanges or

when group composition changes often as in large scale engineering projects. Results

from other settings suggest that P-type leadership may, however, decrease in value

over time relative to M-type leadership as psychological resistance increases on the

part of group members.
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In general, the interaction effects between the P and M leadership functions
have been inferred from the results for many criterion variables in many particular
settings. Studies testing for statistical interaction effects in relation to performance
norms have succesfully shown an interaction between the P and M functions (Kidosaki,
1973; Tasaki & Misumi, 1976). This finding is consistent with Fujita’s experimental
research described below indicating that M-oriented behavior facilitates or catalyzes
the positive effect of P-oriented behavior perhaps by promoting a follower’s acceptance
of P-oriented behavior.

Several other variables associated with leadership types have also been identified.
In another study of performance norms, Tasaki and Misumi (1976) found that the
performance norms of PM-type leaders deviated less from those of group members than

was true for other types of leaders. Misumi and Sugiman (in Misumi 1985) found
PM-type leadership to be associated with a greater perceived reliance on expert and
referentp ower than on legitimate, coercive or reward power among production com-
pany workers. In the area of the images of political leaders, Misumi and Kurokawa
(1972, 1973) found a relationship between voting for a candidate and perceiving the
candidate as a PM-type leader. They also found that supporters of conservative
candidates particularly emphasized the “P” leadership of their candidate while pro-
gressive candidate supporters emphasized the “M” image of their chosen candidate.

A few studies presented in Table 4 have also been conducted to identify variables
which may tend to bring about PM-type leadership in industrial settings. In order to
obtain an overall impression of the stability of a leader’s PM Type, Sakamaki (1974)
obtained stability coefficients for the leadership of first- and second-level supervisors
in banks. Correlations at one year intervals of between 7=.35 and 7=.74 suggest
that the leadership experienced by subordinates has some stability, but also changes
somewhat. Misumi and Kurokawa (1971) found differences in the effects of group size
on leadership behavior between a steel and a chemical company. The only consistent
effect of size was that the proportion of P-type leadership tends to increase with size.
Otherwise, further research is needed to specify interactive consequences of industry
and group size on leadership. As part of a series of studies concerning the relation-
ship between PM Theory and Fiedler’s (1967) Contingency Theory, Kidosaki (1973)
found a relationship between having a low LPC score and being described as a pm-
type leader. In general, reseach concerning the determinants of PM leadership types
has lagged somewhat behind research concerning its correlates and consequences. As
change programs designed to promote PM-type leadership continue to be developed,
basic research concerning the causes of leadership behavior and potential obstacles

to leadership change will become increasingly important.
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Leadership Dynamics and the Einstellung Effect

In addition to the studies of leadership morphology designed to establish the
validity of the four PM types by showing their association with important criteria in
both experimental and field settings, other studies have been designed to explain
the causal processes or the “dynamics” through which the PM types are associated
with various criteria. Some of these studies have been important in testing the
proposition that interactive rather than additive explanations of the effects of P and
M leadership are necessary, The first in this group is a study by Misumi and Seki
(1971) published in English 15 years ago. The second is a study concerning the
“Einstellung effect”. “Einstellung” is a term introduced in Gestalt psychology which
refers to the process by which a particular approach to problem-solving is developed
(English & English, 1938). Experimental research in social psychology indicates that
under some conditions, subjects become fixated on one particular method of appro-
aching a specific type of problem and continue to try to use that method even for
similar problems that are better solved in another way. When suth a rigid, uncreative
approach to problem solving occurs, a “fixed set” or “Einstellung” has developed.

Luchins (1942, 1951, 1961) conducted a series of studies concerning the Einstellung
effect using the “water jar problem” as an experimental task. The “water jar problem”
is an experimental task in which subjects are asked to draw a specified amount of
water using three jars of different sizes. For example, the subjects might be given
jar “A” having a 21 ounce capacity, jar “B” having a 127 ounce capacity and jar “C”
having a 3 ounce capacity. Using these jars, subjects would be asked how to draw
exactly 100 ounces of water in the fewest possible steps. The solution in this case
is to first use jar “B” to draw 127 ounces, then use jar “A” to remove 21 ounces
leaving 106 ounces, and finally to use jar “C” twice to remove 6 ounces to leave 100
ounces.

Luchins’ use of the “water jar problem” to identify Einstellung effects involves
assigning a sequence of ten experimental tasks. The first five of these tasks are
solved using the same basic strategy as the example described above, that is, jar “B”
minus jar “A” minus twice jar “C”. These first five tasks are used to encourage
subjects to form a fixed problem solving or Einstellung method. The other five tasks
are test tasks, four of which can be solved by the method noted, but which can also
be solved using some simpler method. The remaining task in the set of five test
tasks (the third) cannot be solved using the Einstellung method. The percentage of
subjects who used the Einstellung method to solve the four tasks which could be
solved more simply and the percentage who failed to solve the third task are used
to quantify the presence of an Einstellung effect.

Various of Luchins studies suggest that leadership type might have implications
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for the probability that a strong Einstellung will develop (e. g., Luchins, 1951, 1961).
If such a relationship could be demonstrated, it could help explain why some types
of leadership are more effective than others for leading subordinates whose work
requires creative thought. Prior studies in the PM leadership research program had
indicated that P leadership behavior involving pressure and planning produces higher
psychophysical indication of stress than does any other leadership type (Kawazu,
Misumi & Ogawa, 1972). Fujita thus hypothesized (Hypothesis 1) that subjects under
a P-type leader would show a stronger Einstellung effect than would subjects under
PM, M, or pm-type leaders. Fujita also postulated that subjects’ internal anxiety level
might interact with the leadership types because anxiety is likely to bring about an
Einstellung effect apart from the externally induced pressure of P-type leadership.
Thus, Fujita hypothesized that the Einstellung effect would be stronger for anxious
subjects under pm than under M ladership (Hypothesis 2), and that subjects with
a high anxiety level would show a stronger Einstellung effect under pm-type leaders
than would subjects with a low anxiety level (Hypothesis 3).

The experimental conditions representing PM, P, and M leadership were induced
by research assistants in the same way that they were in the study of postal trainees
described above (Misumi & Shirakashi, 1966). The pm supervisors simply explained
the procedures to the subjects. Also, in each experimental condition, the supervisors
said “now” every three minutes indicating that the subjects were to complete
answering a problem. A questionnaire designed to serve .as an experimental mani-
pulation check indicated that the experimental conditions had been succesfully induced.
Subjects were recruited from a women’s college in Fukuoka. The 111 subjects were
distributed into experimental conditions as follows: PM-25, M-30, P-28, pm-24.

The percent of subjects showing a strong Einstellung effect in each of the
experimental leadership conditions was as follows : PM-type-24%, P-type-64%, M-type-
35%, pm-type-46%. Thus, the order of the four PM types with respect to their
induction of an Einstellung effect is: P>pm >M>>PM. Tests of statistical significance
(two-way analysis of variance) which control for anxiety categories (based on Manifest
Anxiety Scale scores) indicated that P-type leadership showed a significantly greater
Einstellung effect than did either PM or M leadership. Thus, Hypothesis 1 suggesting
that P-type leadership will produce stronger Einstellung effects than any other type
of leadership is supported. The presence or absense of M leadership appears to be
particularly critical to the appearance of Einstellung effect in the group of subjects
as a whole.

Table 5 present the results of data analyzed within the high anxiety and low
anxiety groups. Significant differences in Einstellung effect are found between high
and low levels of M leadership in both the high anxiety group (x*=3.87, p<C.05)
and the low anxiety group (x*=3.79, p<{.10). However, in the low anxiety group,
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Table 5
High Anxiety Subjects
SS df x?
P behavior (A) 32.62 1 n. s.
M behavior (B) 248.76 1 3.87 p<.05
AXB 75.81 1 1.18 n. s.
Total between groups 357.19 3 5.56 n. s.
Within groups w2=64,24
Low Anxiety Subjects
SS df x?
. P behavior (A) 0.91 1 n. s.
M behavior (B) 217.56 1 3.79 p<.10
AXB 678.61 1 11.81 p<.01
Total between groups 897.07 3 15.64 p<.01
Within groups w?=57.47

Taken from Fujita, 1975

a significant interaction term (x°=11.81, p<{.01) indicates that the development of
an Einstellung effect depends jointly on the combined levels of P and M leadership.
The order of the PM types in the low anxiety condition is P>M>pm>PM with the
P-type producing a significantly greater Einstellung effect than the pm- or PM-type.
This order indicates that when a high degree of M behavior is provided to low
anxiety subjects, P behavior serves to reduce the Einstellung effect. However, when
a low degree of M leadership is provided to these subjects, P behavior serves to
increase the Einstellung effect. This result supports Hypothesis 2 which suggests
that M behavior is only useful for reducing Einstellung effects when either internal
tension such as a high initial anxiety level or external tension such as a high level
of P leadership is present. The third hypothesis suggesting that pm-type leadership
would produce a greater Einstellung effect for high-anxiety subjects than for low-
anxiety subjects was not confirmed.

The results of this study can be applied by considering differences in the con-
sequences different types of leadership might have depending on whether or not
subordinates are experiencing pressure from some source other than the leader. For
subordinates who are already anxious, it will be particularly important to provide M
leadership in order to avoid the development of non-creative thinking. For subor-

dinates who are not anxious, a combination of high emphasis on P and on M leader-
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ship may be especially useful while a high emphasis on P leadership alone may be
especially problematic.

The main theoretical implication of the Misumi and Seki and Fujita studies is
that the intereractivive combination of P and M leadership may have more important
consequence than their additive combination. Although each of these studies was
intended to seek a generally applicable principle for explaining some of the positive
consequences of PM-type leadership, they also provided some “specific” or contingent
information. In Fujita’s study, for example, whereas PM-type leadership is particularly
important for subjects with low internal anxziety, M-type and PM-type leadership are
virtually indisguishable for high anxiety subjects. Thus, “general” studies in the PM
leadership research program have been found to have “specific” implications just as

some “specific” studies have been found to have “general” implications.

Other Experimental Studies

Other experimental studies in the PM research program are summarized in Table
6. Most involve manipulations of leadership types similar to those used in the Misumi
and Shirakashi (1966) and Fujita (1975) studies. Minor modifications are also used
in each experimental setting to take into account specific characteristics of different
tasks and subjects. In most cases, leadership questionnaires were distributed to allow
subjects to describe their perceptions of leadership. These manipulation checks
consistently support the success of the experimental conditions.

One series of studies considers the effect of leadership type one perceptual-motor
learning and paired-associates learning. The studies are relevant to both traditional
educational leadership practices and to industrial situations in which learning is critical
to task performance. In general, these studies suggest that PM-type leadership contri-
butes to reminiscence following a brief rest after either massed or distributed practice
sessions. In the distributed practice experiment (Misumi, Yoshido & Sato, 1969),
significant reminiscence was only found when the P-oriented behavior was provided
during the learning periods and M-oriented behavior during rest periods. The results
for pre-rest learning are mixed. However, for subjects who scored high on the
Manifest Anxiety Scale, Yamauchi and Yamaguchi (1973) found that M-type leader-
ship leadership produces better learning than P-type or PM-type leadership. Some
other internal source of arousal in these subjects may fulfill the “P” function. This
finding is consistent with the results of the Misumi and Seki (1971), and Fujita (1975)
studies which show that individual characteristics sometimes reduce the need for an
external P function.

Other sets of experiments concerning the effects of leadership on physiological
processes and group social processes are summarized in Table 6. Both detailed
descriptions (Misumi, 1985) and reviews (Misumi & Peterson, 1985) of these studies
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are available in English. In general, these studies suggest that the M-fuction catalyzes
P-function effects by reducing excessive arousal and promoting acceptance of high
performance norms and goals.

A newer set of studies concerning leadership promoting escape behavior is also
summarized in Table 6. Some of these studies followed the established pattern of
assessing differences among PM types in escape behavior (Kugihara & Misumi, 1984 ;
Sato et al., 1984). These studies showed stronger effects of the PM types when
subjects were “aroused” through threat of an electric shock than when they were not.
For the two performance measures, PM-type leadership promoted more effective escape
than P-type or M-type leadership.

The other two studies (Sugiman, Misumi & Sako, 1983, Sugiman & Misumi, 1984)
were conducted with some reference to PM Theory, but are not designed to be
explicit tests of PM Theory. However, their results suggest that two specific ways
of providing leadership in the emergent social structure produced by a crisis situation
can affect successful escape. These field studies indicate that when there are many
“leaders”, evacuation may be more successful when each leader walks to an exit
while directly providing leadership for only a few people. However, when there are
few leaders, speaking loudly to the group and pointing to an exit may be the more

effective evacuation approach.

Leader Behavior in Laboratory and Field studies

In laboratory research, the correspondence between “actual” and “experienced”
behavior is less problematic than is the case in field research. That does not mean
that actual and experienced behavior are more nearly equivalent in a rationalistic
sense in laboratory than in field settings. However, those factors affecting how actual
actions are interpreted which depend on the history of a particular leader-follower
relationship and the tasks and task experiences which affect how performance-oriented
leadership is experienced are more constant and better controlled in the laboratory
than in the field. Even in laboratory research, differences among subjects are
sometimes found in how leader actions are imterpreted and experienced. The un-
certainty about exactly what actions, under what circumstances, and to what kinds
of subordinates produce what experienced leadership type is much greater in field
than in laboratory work.

A portion of the differences in what leader actions are interpreted as fulfilling
the P and M functions is reflected in the studies of specific leadership morphology.
For example, some of the specific behaviors addressing the P function are found to
be different in private enterprises than in families. Professor Peter Smith, who is
working on the United Kingdom data collection in a comparative leadership study,

has designed a new approach to understanding the relationship between observable
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actions and experienced functions. Following this approach, specific actions like the
amount of time a superior spends at work compared to subordinates, are being analyzed

in relation to the PM functions.
Ongoing Projects Outside Japan

PM research has folfowed th pattern of Japan’s development one step further in
recent years. With Japan’s increased internationalization, PM research has begun
to be conducted in collaboration with researchers in other countries. The exact use
made of the PM framework has been adapted to the situations of other countries.
For example, in a project being carried out with collaborators in the United States,
England, and Hong Kong, specific actions that leaders take to convey the P and M
functions in different countries are being investigated (Smith et al., 1986). This
project is also providing a preliminary basis for comparing PM field measures with
commonly used Western leadership measures, and for understanding the implications
of the PM types for aspects of individual employee performance that are considered
important in countries besides Japan. The PM survey and feedback process is being
adopted to the situation in China by the Imstitute of Psychology of the Chinese
Academy of Sciences (Xu, Long, Deng & Xue, 1985). This adaptation includes the
addition of a moral “Character” factor, an aspect of community commitment and
national loyalty considered to be especially important in current Chinese culture.
The development of PM research is intended to continue the pattern of working
on Japan’s distinctive leadership problems while maintaining a pattern of learning
from other countries and contributing to the development of an international social

science.
Implications of the PM Theory of Leadership for the Leadership Research Fiela

Some of the approaches to the study of leadership which have been found
beneficial in the PM leadership research program may be useful for solving some of
the problems and handling some of the issues being raised elsewhere in the leadership
field. For example, the approach taken to understanding conditioning effects of
situational variables on the consequences of leadership types has emphasized laboratory
research. While exceptions to the general pattern of the relative effectiveness of
leadership types —PM>M>P>pm— have occasionally been found, little emphasis
has been placed on identifying the particular variables which have produced these
exceptions. Beginning to identify the causes of such exceptions by measuring situa-
tional “moderator” variables as has been done, for example, in testing the “path-goal”
theory of leadership (Evans, 1970 ; House, 1971 ; House & Mitchell, 1974) was expected
to be very difficult and potentially very frustrating because of the complex causal

dynamics operating on established social systems. Instead, important contingency
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hypotheses such as the idea described above that subordinate anxiety level influences
the effects of leadership types have been tested in the laboratory. Incidentally, the
hypothesis of path-goal theory which suggests that subordinate need for achievement
will moderate the effects of leadership has been confirmed in PM leadership research
(Misumi & Seki, 1971). Once a more complete picture of variables which condition
the effects of leadership is available from laboratory study it may be possible to

identify similar phenomena as “moderating effects” in field research.

Summary

In conclusion, the aim of the present paper is to provide an overview of a leader-
ship program which has previously been relatively inaccessible to non-Japanese readers.
The research program has been built around a conceptualization of four leadership
types based on combinations of leaders’ emphasis on fulfilling the Performance (P)
and Maintenance (M) functions of groups. The PM Leadership Theory is consistent
with the emphasis on a combined use of laboratory and field research methods
(Sashkin & Garland, 1979) and the concern about both individual and group conse-
quences of leadership (Dansereau, Alutto, Markham & Dumas, 1982). The PM Theory
is somewhat unique in its origins in laboratory research and the resulting emphasis
it places on interactions of the P and M leadership dimensions. Hopefully, the idea
of an interactive combination of two main leadership functions which gives the
research its unity and permits coherence in studies of many social settings will be
found helpful by many other researchers contributing to the growth of the leadership
field.
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