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One o f t h e c u r r e n t t a s k s o f i n d u s t r i a l p s y c h o l o g y i s t o l i n k 
concepts o f group process and l e a d e r s h i p t o t h e performance o f work 
groups. T h i s paper aims t o e x t e n d t h i s d i s c u s s i o n by emphasizing s e v e r a l 
i s s u e s t h a t a r e c r i t i c a l f o r t h e i n t e r p r e t a t i o n o f r e s e a r c h r e s u l t s i n t h i 
area .and f o r t h e guidance o f f u t u r e r e s e a r c h . The comments emerge f r o m 
t h e r e s e a r c h program o f t h e I n s t i t u t e f o r S o c i a l Research, which f o r 
s e v e r a l y e a r s has had an a c t i v e program o f t h e o r y development and f i e l d 
o b s e r v a t i o n f o c u s e d upon f a c t o r s , such as l e a d e r s h i p and group a c t i v i t y , 
t h a t bear upon t h e e f f e c t i v e n e s s and s u r v i v a l o f work groups and t h e i r 
o r g a n i z a t i o n s . I n a d d i t i o n t o m e n t i o n i n g f i v e c e n t r a l i s s u e s , we w i l l 
r e f e r b r i e f l y t o t h e r e s u l t s o b t a i n e d i n one r e c e n t f i e l d s t u d y . 

Conceptions o f L e a d e r s h i p 
The c o n c e p t i o n o f " l e a d e r s h i p " on w h i c h t h i s d i s c u s s i o n r e s t s 

i s s o c i a l - p s y c h o l o g i c a l ( r a t h e r t h a n s o c i o l o g i c a l o r i n d i v i d u a l ) i n 
c h a r a c t e r ; t h a t i s , i t i s concerned w i t h t h e b e h a v i o r o f persons I n s o f a r 
as i t i n f l u e n c e s t h e b e h a v i o r o f o t h e r s i n ways such t h a t t h e o c c u r r e n c e 
o f " l e a d e r s h i p s may be i n f e r r e d . I n f o r m a l d e f i n i t i o n , an a c t o f l e a d e r ­
s h i p i s any b e h a v i o r o f one p e r s o n w i t h i n t h e c o n t e x t o f o r g a n i z a t i o n a l 
l i f e t h a t i n f l u e n c e s t h e b e h a v i o r - o f o t h e r s w i t h r e f e r e n c e t o achievement 
o f o r g a n i z a t i o n g o a l s . T h i s i s a f a m i l i a r c o n c e p t i o n , so we need n o t 
d i s c u s s i t f u r t h e r except t o re m i n d you t h a t under t h i s d e f i n i t i o n , l e a d e r 
s h i p may be e x e r c i s e d by any person w i t h i n an o r g a n i z a t i o n or work g r o u p , 
whether o r n o t he i s i n a p o s i t i o n o f f o r m a l a u t h o r i t y , and ( 2 ) l e a d e r ­
s h i p a c t s may be o f a g r e a t v a r i e t y o f k i n d s . 

*Paper p r e p a r e d f o r a symposium on "The Small Group o r Work 
Team i n I n d u s t r y , " I n t e r n a t i o n a l Congress o f A p p l i e d Psychology, 
L j u b l j a n a , Y u g o s l a v i a , August 1964. 
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Much o f our work has been concerned w i t h the c r e a t i o n and use 
o f a system o f v a r i a b l e s t h a t w i l l a l l o w t h e d e s c r i p t i o n o f t h e amount 
and k i n d o f l e a d e r s h i p t h a t o c c u r s w i t h i n a work group, t h e comparison 
o f work groups i n t h e s e r e s p e c t s . The v a r i a b l e s c u r r e n t l y i n use are 
f o u r i n number. These have been i d e n t i f i e d t h r o u g h f a c t o r a n a l y t i c 
methods coupled w i t h c o r r e l a t i o n a l a n a l y s e s t o c o n f i r m t h e meaning and 
p r e d i c t i v e power o f t h e r e s u l t i n g " c o n c e p t u a l dimensions o f l e a d e r s h i p . 
An appended t a b l e shows t h a t t h e f o u r proposed dimensions o f l e a d e r s h i p 
a r e c o m p a t i b l e w i t h those proposed i n d e p e n d e n t l y by o t h e r s w o r k i n g on 
r e l a t e d i s s u e s . The f o u r l e a d e r s h i p dimensions are t h o u g h t t o comprise 
th e b a s i c c o n c e p t u a l s t r u c t u r e o f t h e phenomenon c a l l e d " l e a d e r s h i p " ; 
a d d i t i o n a l and s u b s i d i a r y dimensions w i l l be found necessary f o r t h e 
d e s c r i p t i o n i n d e t a i l o f t h e " l e a d e r s h i p f o u n d I n any p a r t i c u l a r work 
group. The proposed dimensions a r e : 

1. Support - b e h a v i o r w h i c h "serves t h e f u n c t i o n o f i n c r e a s i n g 
or m a i n t a i n i n g t h e i n d i v i d u a l member's sense o f p e r s o n a l 
w o r t h and i m p o r t a n c e i n t h e c o n t e x t o f group a c t i v i t y 

2. I n t e r a c t i o n F a c i l i t a t i o n - b e h a v i o r which serves t h e f u n c t i o n 
o f c r e a t i n g o r m a i n t a i n i n g a n e t w o r k o f i n t e r p e r s o n a l r e l a ­
t i o n s h i p s among members o f t h e group 

3. Goal Emphasis - b e h a v i o r which serves the f u n c t i o n o f c r e a t i n g , 
c h a n g i n g , c l a r i f y i n g , o r g a i n i n g member acceptance o f group 
g o a l s 

4. Work F a c i l i t a t i o n - b e h a v i o r w h i c h serves t o p r o v i d e e f f e c t i v e 
work methods, f a c i l i t i e s , and t e c h n o l o g y f o r t h e accomplishment 
o f group g o a l s . 

I t s h o u l d be n o t e d t h a t these dimensions o f l e a d e r s h i p correspond 
t o some e x t e n t t o the dimensions o f i n d i v i d u a l m o t i v a t i o n proposed by 
s e v e r a l r e c e n t w r i t e r s ( A n g y a l , B r o n f e n b r e n n e r , N u t t i n ) . " S u p p o r t " and 
" i n t e r a c t i o n f a c i l i t a t i o n " appear t o be r e l a t e d t o need t o be an accepted 
p a r t o f a group o f b e i n g s l i k e o n e s e l f ( b r o a d l y , a need f o r a f f i l i a t i o n ) ; 
" g o a l emphasis" and "work f a c i l i t a t i o n " appear r e l a t e d t o t h e need t o master 
one's environment o r c o n t r o l one's f a t e ( b r o a d l y a need f o r a c h i e v e m e n t ) . 

Crude b u t u s e f u l s c a l e s f o r measurement o f these dimensions o f 
l e a d e r s h i p have been developed based upon i n t e r v i e w and q u e s t i o n n a i r e d a t a 



-3-

o b t a i n e d f r o m members o f many groups and o r g a n i z a t i o n s . Each member i s 
asked t o r e p o r t h i s p e r c e p t i o n s as t o whether ( o r how f r e q u e n t l y ) c e r t a i n 
s p e c i f i c a c t s o c c u r , t h e s e s p e c i f i c a c t s b e i n g chosen t o r e p r e s e n t each 
o f t h e f o u r dimensions o f l e a d e r s h i p . 

I t s h o u l d be n o t e d t h a t w h i l e t h e f o u r dimensions o f l e a d e r ­
s h i p a r e c o n c e p t u a l l y i n d e p e n d e n t , t h e y r a r e l y o ccur i n f a c t o r i a l l y p u r e 
f o r m . A s i n g l e a c t may c a r r y i m p l i c a t i o n s f o r two o r more o f t h e l e a d e r ­
s h i p dimensions. For example, a d i s c u s s i o n between s u p e r v i s o r and sub­
o r d i n a t e about p r o d u c t i o n may serve s i m u l t a n e o u s l y t o p r o v i d e s u p p o r t f o r 
t h e employee, t o r e i n f o r c e group g o a l s , t o f a c i l i t a t e work and t o r e i n f o r c e 
t h e i n t e r a c t i o n n e t w o r k . The p r o b l e m o f measurement o f t h e f o u r dimensions 
a c c o r d i n g l y r e s t s upon t h e c h o i c e o f a c t s w h i c h r e p r e s e n t , i n r e l a t i v e l y 
pure f o r m , o n l y one o f t h e dim e n s i o n s . T h i s i s sometimes made d i f f i c u l t 
by t h e f a c t t h a t t h e l e a d e r s h i p q u a l i t i e s o f an a c t are i n h e r e n t i n the 
group member's p e r c e p t i o n s o f i t r a t h e r t h a n I n t h e a c t i t s e l f , and the 
same a c t may o c c a s i o n a l l y be d i f f e r e n t l y p e r c e i v e d . 

Some Is s u e s 
Given t h i s c o n c e p t i o n o f t h e dimensions o f l e a d e r s h i p , and 

means f o r measuring them, i t becomes p o s s i b l e t o approach s y s t e m a t i c a l l y 
and q u a n t i t a t i v e l y some i s s u e s t h a t u n t i l r e c e n t l y were approached w i t h 
s p e c u l a t i o n . F i v e such i s s u e s or q u e s t i o n s a r e mentioned here i n t h e con­
t e x t o f work group performance. 

1. The i s s u e o f c o n c e n t r a t i o n o r d i s p e r s i o n o f l e a d e r s h i p . 
C l a s s i c a l t h e o r i e s o f l e a d e r s h i p h o l d t h a t l e a d e r s h i p i s and sh o u l d be 
e x e r c i s e d m a i n l y by persons i n p o s i t i o n ' s o f f o r m a l a u t h o r i t y and r e ­
s p o n s i b i l i t y — b y t h e s u p e r v i s o r i n . t h e case o f a work group. C o n t r a r y 
views are expressed i n the n o t i o n s • c o n c e r n i n g t h e phenomenon o f d u a l 
l e a d e r s h i p (foro.group- ;.maintenanc'e?.furictioh's aridt'for:.group.v. t a s k f u n c t i o n s , 
r e s p e c t i v e l y ) , and i n n o t i o n s c o n c e r n i n g i n f o r m a l l e a d e r s h i p o r peer 
l e a d e r s h i p . D e s p i t e a l l o f t h e s p e c u l a t i o n on t h i s i s s u e , c o u p l e d w i t h 
some i n g e n i o u s r e s e a r c h , we s t i l l do n o t have dependable i n f o r m a t i o n 
about t h e d i s p e r s i o n o f l e a d e r s h i p a c t s among members o f work groups 
nor about t h e c o n d i t i o n s t h a t l e a d t o v a r i o u s degrees o f d i s p e r s i o n . 
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2. The i s s u e o f g e n e r a l i t y o f l e a d e r s h i p d i m e n s i o n s . I f we 
assume f o r t h e moment t h a t l e a d e r s h i p a c t s a re pe r f o r m e d by persons o t h e r 
t h a n t h e f o r m a l l y - d e s i g n a t e d l e a d e r s , t h e n s e v e r a l q u e s t i o n s a r i s e . A r e 
t h e c o n c e p t u a l dimensions developed f o r d e s c r i b i n g f o r m a l l e a d e r s h i p 
e q u a l l y a p p l i c a b l e t o i n f o r m a l l e a d e r s h i p ? Do i n f o r m a l l e a d e r s w i t h i n a 
group c a r r y o u t some k i n d s o f l e a d e r s h i p f u n c t i o n s b u t n o t o t h e r s ? Do 
i n f o r m a l l e a d e r s engage i n c a t e g o r i e s o f l e a d e r s h i p b e h a v i o r t h a t a re not 
r e l e v a n t f o r d e s c r i b i n g t h e b e h a v i o r o f t h e f o r m a l l e a d e r s ? Our own 
t e n t a t i v e b e l i e f on these q u e s t i o n s i s t h a t t h e l e a d e r s h i p b e h a v i o r o f 
s u p e r v i s o r s and o f group members a r e i n d i s t i n g u i s h a b l e except w i t h r e ­
sp e c t t o p a t t e r n o f emphasis. 

3. The i s s u e o f r e l a t i o n s h i p s between s u p e r v i s o r y l e a d e r s h i p 
and peer l e a d e r s h i p . On t h i s i s s u e , t h e r e e x i s t s e v e r a l competing v i e w s , 
and l i t t l e f a c t u a l i n f o r m a t i o n . Does t h e s u p e r v i s o r ' s p a t t e r n o f l e a d e r ­
s h i p g e t r e p l i c a t e d i n the l e a d e r s h i p b e h a v i o r o f s u b o r d i n a t e s or i s t h e r e 
i n s t e a d a compensatory process such t h a t peer l e a d e r s h i p adapts t o o f f s e t 
any d e f i c i e n c i e s a r i s i n g f r o m t h e b e h a v i o r o f t h e s u p e r v i s o r ? I n i n s t a n c e s 
where b o t h s u p e r v i s o r and s u b o r d i n a t e s engage i n t h e same c l a s s o f l e a d e r ­
s h i p b e h a v i o r , a r e the e f f e c t s a d d i t i v e , m u l t i p l i c a t i v e o r s u b s t i t u t i v e ? 
A r e t he r e l a t i o n s h i r s c i r c u l a r , o r c a u s a l i n one d i r e c t i o n ? 

4. The' i s s u e o f r e l a t i v e p o t e n c y o f s u p e r v i s o r y and peer 
l e a d e r s h i p . w i t h ' r . e s p e c t t o group and o r g a n i z a t i o n a l c r i t e r i a . I s group 
performance more i n f l u e n c e d by s u p e r v i s o r y l e a d e r s h i p or by peer l e a d e r ^ 
ship? I s t h e r e l a t i v e p otency d i f f e r e n t f o r d i f f e r e n t dimensions o f 
group performance or u n i f o r m f o r a l l ? 

5. The i s s u e o f s e l e c t i v e impact on performance. I f one assumes 
t h a t group performance i s i t s e l f a complex o f s e v e r a l dimensions o r c a t e ­
g o r i e s o f p e r f o r m a n c e , t h e n t h e q u e s t i o n a r i s e s whether a s p e c i f i e d l e a d e r ­
s h i p a c t c o n t r i b u t e s t o a s p e c i f i c p erformance c r i t e r i o n , whether performed 
by t h e s u p e r v i s o r o r by a group member. I t i s p o s s i b l e t h a t c e r t a i n c r i t e r i a 
o f performance a r e de t e r m i n e d by s u p e r v i s o r y l e a d e r s h i p a l o n e , o t h e r s by 
member l e a d e r s h i p a l o n e , or by some c o m b i n a t i o n o f the two. 
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R e s u l t s From a Recent Study 
We w i s h now t o r e f e r b r i e f l y t o t h e r e s u l t s f r o m a r e c e n t f i e l d 

study- i n . w h i c h d a t a were o b t a i n e d r e l e v a n t t o th e s e i s s u e s . Our purposes 
a r e ( 1) t o i l l u s t r a t e a method f o r t h e r e s o l u t i o n o f th e s e i s s u e s and (2) t o 
advance some t e n t a t i v e c o n c l u s i o n s . 

The s t u d y was c a r r i e d o u t i n an I n s u r a n c e s a l e s o r g a n i z a t i o n 
system c o m p r i s i n g 78 s a l e s groups. Each o f t h e groups s t u d i e d i s composed 
o f an owner-manager t o g e t h e r w i t h h i s salesmen, numbering f r o m 10 t o 50 
men.' Each group i s l o c a t e d i n a d i f f e r e n t c i t y . A l l s e l l t h e same k i n d s 
o f i n s u r a n c e under t h e same g e n e r a l b u s i n e s s p o l i c i e s and w i t h a p p r o x i m a t e l y 
e q u a l o p p o r t u n i t i e s f o r business success. These groups were s e l e c t e d f o r 
s t u d y because t h e y p r o v i d e an u n u s u a l s e t o f c o n d i t i o n s ; a l a r g e p o p u l a t i o n 
o f autonomous groups t h a t a r e n e a r l y i d e n t i c a l i n t h e i r f o r m a l s t r u c t u r e 
and purpose b u t h i g h l y v a r i a b l e i n " t h e i r p e r f o r m a n c e , t h u s a l l o w i n g t h e 
e f f e c t i v e c o m p a r a t i v e s t u d y o f group l e a d e r s h i p phenomena i n r e l a t i o n t o 
performance. 

Data were o b t a i n e d t h r o u g h i n t e r v i e w s and q u e s t i o n n a i r e s f r o m 
over 2000 salesmen and t h e i r s u p e r v i s o r s , i n c l u d i n g measures o f our f o u r 
dimensions o f l e a d e r s h i p b e h a v i o r as t h e y are p e r c e i v e d t o occur i n t h e 
case o f t h e owner-manager and i n t h e case o f group members. A number o f 
measures were o b t a i n e d t o r e p r e s e n t t h e performance o f t h e s a l e s groups. 
These i n c l u d e f i v e measures r e p r e s e n t i n g dimensions o f group member s a t i s ­
f a c t i o n ; t h r e e r e p r e s e n t i n g o b j e c t i v e business achievement such as volume 
o f s a l e s , c o s t o f s a l e s , g r o w t h i n b u s i n e s s volume; two v a r i a b l e s d e s c r i b i n g 
t h e l o c a l group's c h o i c e o f b u s i n e s s s t y l e or s t r a t e g y ; and one d e s c r i b i n g 
group membership s t a b i l i t y . 

The a n a l y s i s o f these d a t a has been based m a i n l y upon an i n ­
s p e c t i o n o f t h e i n t e r c o r r e l a t i o n m a t r i x ' f o r t h e s e v a r i a b l e s , and s e c o n d a r i l y 
upon p a r t i a l and m u l t i p l e c o r r e l a t i o n p r o c e d u r e s designed t o assess t h e 
j o i n t and s e p a r a t e e f f e c t o f v a r i o u s - c o m b i n a t i o n s o f l e a d e r s h i p d i m e n s i o n s . 
The- f o l l o w i n g comments i n d i c a t e our i n t e r p r e t a t i o n o f t h e data w i t h r e f e r e n c e 
t o each o f t h e i s s u e s p r e v i o u s l y m e n t i o n e d . 

1. Our dat a s u s t a i n t h e id e a t h a t group members do engage i n 
b e h a v i o r w h i c h can be d e s c r i b e d as l e a d e r s h i p , and t h a t i n these groups, 
i t appears l i k e l y t h a t t h e t o t a l q u a n t i t y o f peer l e a d e r s h i p i s a t l e a s t 
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as g r e a t as t h e t o t a l q u a n t i t y o f s u p e r v i s o r y l e a d e r s h i p . The groups 
v a r i e d g r e a t l y f r o m one a n o t h e r w i t h ' r e s p e c t t o t h e degree and the p a t t e r n 
o f emphasis i n peer l e a d e r s h i p b e h a v i o r . 

2. The f o u r dimensions o f l e a d e r s h i p developed i n i t i a l l y f o r 
t h e d e s c r i p t i o n o f ".'.formal:...leaders. appear t o be e q u a l l y a p p l i c a b l e t o the 
d e s c r i p t i o n o f l e a d e r s h i p by group members. 

3. The s u p e r v i s o r ' s p a t t e r n o f l e a d e r s h i p ( i . e . r e l a t i v e degree 
o f emphasis on each o f t h e f o u r d i m e n s i o n s ) tends t o be r e p l i c a t e d i n t h e 
l e a d e r s h i p b e h a v i o r o f h i s s u b o r d i n a t e s ; t h a t i s , t h e s u b o r d i n a t e s tend 
t o p r o v i d e l e a d e r s h i p i n much t h e same way as does t h e f o r m a l l e a d e r . 
T h i s correspondence o f p a t t e r n , however, i s n o t so g r e a t as t o p r e c l u d e 
t h e p o s s i b i l i t y t h a t some compensatory member l e a d e r s h i p i s o c c u r r i n g . 
P r o o f i s l a c k i n g on t h i s p o i n t . The j o i n t e f f e c t s o f peer and s u p e r v i s o r y 
l e a d e r s h i p a r e mixed, w i t h some i n s t a n c e s o f an a d d i t i v e r e l a t i o n s h i p , 
some o f s u b s t i t u t i o n . None o f . t h e t e s t e d cases appears t o i n v o l v e a 
m u l t i p l i c a t i v e r e l a t i o n s h i p . 

4. W i t h r e s p e c t t o t h e i s s u e o f r e l a t i v e p o t e n c y , t h e peer 
l e a d e r s h i p v a r i a b l e s a r e a t l e a s t as p o t e n t as s u p e r v i s o r y l e a d e r s h i p 
v a r i a b l e s , and p o s s i b l y more so, i n p r e d i c t i n g group achievement o f 
g o a l s . 

5. S e l e c t i v e impact on performance c l e a r l y o c c u r s . Each o f 
t h e peer l e a d e r s h i p v a r i a b l e s and each o f t h e s u p e r v i s o r y l e a d e r s h i p 
v a r i a b l e s appears t o be s e l e c t i v e i n i t s impact. For example, t h e v a r i a b l e 
"peer g o a l emphasis" r e l a t e s s i g n i f i c a n t l y t o group c o s t performance, t o 

t h e group's s t y l e o f business ( l a r g e r p o l i c i e s , s o l d t o more a f f l u e n t c l i e n t s , 
e t c . ) and t o member s a t i s f a c t i o n w i t h f e l l o w a g e n t s , b u t i t does n o t r e l a t e 
s i g n i f i c a n t l y t o such performance v a r i a b l e s as volume o f b u s i n e s s , b u s i n e s s 
g r o w t h r a t e , s a t i s f a c t i o n w i t h j o b . Peer g o a l emphasis appears i n t h e case 
o f t h e s e groups t o p l a y a c e n t r a l r o l e , as i t i s e i t h e r t h e b e s t s i n g l e 
p r e d i c t o r , o r i s a s i g n i f i c a n t a d d i t i v e p r e d i c t o r I n r e l a t i o n t o a m a j o r i t y 
o f our c r i t e r i a o f group performance. 
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C o n c l u d i n g remarks 
The r e s u l t s b r i e f l y r e p o r t e d h e r e must be t a k e n as s u g g e s t i v e 

as t h e y come f r o m an o r g a n i z a t i o n t h a t I s n o t t y p i c a l . N e v e r t h e l e s s , the 
s t u d y p r o v i d e s c o n f i r m a t i o n f o r c e r t a i n ideas, t h a t a r e o f i m p o r t a n c e i n 
u n d e r s t a n d i n g t h e r o l e o f t h e s m a l l group o r work team i n b u s i n e s s and 
i n d u s t r y . 

One o f t h e f u n c t i o n s o f t h e group i s t o p r o v i d e l e a d e r s h i p t o 
i t s own members, and t o supplement t h e l e a d e r s h i p p r o v i d e d by t h e f o r m a l 
h i e r a r c h y o f t h e o r g a n i z a t i o n . T h i s f a c t o r a i d s i n t h e e x p l a n a t i o n o f 
t h e common r e s e a r c h f i n d i n g t h a t t h e e f f e c t i v e n e s s o f l a r g e o r g a n i z a t i o n s 
o f t e n depends c l o s e l y upon t h e c h a r a c t e r and f u n c t i o n i n g o f t h e work 
groups o f w h i c h t h e y a r e composed. 
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