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Abst r ac t. 

An Entlua ti on of F . E . Fi ed l er ' s 

Tvo ~ensu r es of Lendershi p Stvlc . 

I I. 

A sho r t history of resear ch into the study of 
leadership up to and including an exp l anation of 
F iedle r' s (1 q67) cont ingency mode l of leadership pffec ­
tiveness is p r esented . Some doubt is r aised as regards 
the validity of Fiedle r' s two measures of leaders i1 ip 
style (A. So . and L.P.C . Sco r es) and a conparis on be tween 
the t wo is attempted . 

Five g r oups of leaders ( tota l ~ of 1~ ) corapleted 
Fiecller 's standardised r.ieas ur es of leaders.1ip style and 
sco r es fo r the t\..·o styles , meas ured by tn e A. So and L . P . C. 
v.ere computed . A co:1parison betwe en both sets of scores 
and between li1ean sco res for e a ch group suggested that , 
contrary to Fiedler ' "' pred i ction . A.::> o . oic• not oenuve 
significantly similarly to L.P.C . with A. So . Score 
appearing t o differentiute leaders h ip styles in the 
generally expected uirection wl1ils t L. P . C . Score failed 
to differentiate ieadersh ip styles . 
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1 • Short Hi s tory of t he Psvc h o logi cn.l Appr oac h 

to Len.dc>rship a nd Lea.dcr::: hip Sty l e . 

Leade r s hip is a n i ntegr al pa.rt of inte rpersona l 
behaviour e xc e pt at two th e ore tical limits . One e xists 
.... -he n the individuals of a popu l ation act in a ha.pha zard 
nrn nner s uch t hat be haviour is unpr etl icatable, the other 
~here laws or rul es dictate nll ac t io n thu s eliminating 
c hoice , ( a situation r efe rr ed to bv J ones a nd Thibaut 
( 19')8) as "non - co ntingent i nte r nc ti on" . ) Between these 
t.,_·o extremes individuals , g r o11 ps ancl organisations ha.ve 
t he opportun ity to c hoose \•i tl1in certa in limi ts the 
chances to influence and to l>e i nfluenced . Thi s con<'e ­
ption, that l eacle r sh ip involves the use of inf lue nc e , is 
fairly widespread as the f o ll owing de finitions of leader ­
ship indicate : 

"Leade r ship i s a kine! of i nteraction between or 
among peop l e . Any g r oup me r.11J er ' s at teMpt to change the 
behaviour of one or mo re members of a g r ou p is an attempt 
at leadership" Bass (1960) 

"Leader sh i p mav be considered as the process of 
influencing --- " St'Ogtli ll (1 950) 

"Leadership r e fers to an i nfluence r e l ationship 
riollander and -Julian ( 1966) 

"Leade r ship i -; an abi lity to persualle or direct 
H.euter ( 194 1) 

11 

It 

There i s le!::is ugreeme nt, h owever, concerni ng the 
specific kinds of influence that are unioue l y tliose of 
leader s hip . The hi story of l eadersh i p r esear ch to follow 
clari fies some of the probl ems in identifying those specific 
kinds of influence a nd may hel p show how Fiecller 's Contin­
gent Theory of LPade r s hi p Effectiveness helps overcome 
some of these difficulties . Whether Fiedler ' s methcrl at 
its weakest point , hi s meas ur e of l eadership s t y l e , can 
cope with these difficulti e s is in part th e a im of this 
study . 

Ps y chologists had arrived at research into leade r­
ship at a relatively l a te stage. The fi r st experiments 
were achieved by Binet a nd Ter mi n who were ac tive during 
the early 1900 ' s and were concerned with l eadership 
amongst children . Work in this area characterised research 
for several decades though this l abo ratory beginning to 
leade rship s tudy was, r egrettably , quickly put aside with 
the emergence of Worl d Wa r 1 . It was evident at the time 
that the various allied Armed forces posse ssed little or 
no means by which to se lect their leaders . Industry was 
also expanding and it, too, began to feel the need for new 
::tethods of selecting leaders - executives as well as "shop 
floor" supervisors . Such pressures produced conferences 
typified by that instigated in 1927, by the Taylor Society 



and Per so nnel Research Federation . It s conclusion . 
that mo re expe ri mental research into l eader::-:J;ip ,.;ns 
r equired, r ecomme nJed spec ifically -

1/ que stion nai res an rl interviews wi th leade r s . 
2 / the a nalysis o f l eallership abilities . 
3/ the t raining o f indi vi (l ua ls in l eatier:::hip 

techniques . 

l:lesearch in areas on e aud two progre s::H'd :i."i r s t a n<l 
as a conseriuence a Tr ;lit Appr oaclt to l eade r ship study 
d eve l oped. By th is -;;e t hod at t empts we r e made . ranging 
f r om fi e l d o bs e rn1ti ons on perfo r mance t o per s ona lity 
te s ts nn<l co rr ela tionnl t ec hniciues , to i so l a te these 
essenti a l cha r acteristics o r traits of l enders that r.rn de 
th em what they .,.; e r e . Ho 'W eve r, by a nd lcir ge . t he early 
trai t theo r ists fail ed in the ir a.tte~pts nainly because 
of a f;1ilur e to isoLne a consistf' nt patt er n of tr aits 
that c ha r acte ri se l ea(le rs. Al so their obserYations 
ignor e d the differing types of l eade r s hi p . For ''nxmple 
Hamphill (l l)50) di,,;tingu ishes between " effPctin>'' 
l enclers hi <) ''here the leader is ol1vious a nd i:--.pro,·e .-s group 
performa n ce nlon!! e.xi::: ting , o r towarcts ne "· nnd ·. or th.,,·hile 
goals . And thos e le ac~e rs ... .- hos e effo rts are s~.unned "ho 
exh ilJit " at t eripted '' leadersh ip and those .,,·ho ch(inged 
IJehaviour " successful" leaders , t hough not t o.,,·a r d.s the 
e s tab l i s h e d or n e " '-I o r t h "' h i 1 e 14 o a l s . Thu s th o .-:: e t r a i r, s 
that al l ow a leader U; er.1e rr, e r:1ay not make a per;.;on an 
e ffective l eader . I t co ulu we ll be h owever . that a fiir th e r 
pinpo in ting of leader.-;hip types could l ead to a ccJ11sis ­
tency of le ade r ship traits . It is , thoug h , beconing an 
eve r i n c r easing possihility t hat tho s e rninir.ial a bili ties 
req uir ed , suc h as intelligence , a r e widely d istribute(l 
amongst non leade r s as well. Anothe r prohlern .,,as that 
persona li ty tra it s were poorly conceived and at least t hen, 
unreliably meas ur ed . A s umma r y o f the i nadequacies of the 
trait appr oach has been provide<l by Goul <l ner (1950) . Othe r 
re s umes of the trait approach, Stogdill (1 948) , Jenkius 
(1947) and Gibb (1947 ) refl ect b oth a r,r owing disenc hant­
ment with the olu trait approach to l eade r sh ip, and the 
eme rgence of a new direction in leadership stud ie s . A 
direction commo nly referr ed to as the Situational approach. 
This approach was par tly based on recommend a ti ons such as 
that advised by the Tay lor r e commendation numb e r 3 whereby 
r es earch on training l eaders wa s beginning to s uggest that 
the real or near to r ea l situations were importa nt. But 
by far the greate r impetus was provided by those l eader ­
s hip studi es based on the study of military leade rs made in 
World War II. One of the importa nt confe r e n ces a t that 
time wRs the September 1950 Office of Naval Research (ONR) 
of the United States at Dearbonn, Michigan, where those 
O.N . R. - contracted. res e arch projects begun sinc e 1945 
were aired . Perhaps one of the most significant points to 
eme rge was the recognition that perhaps the group situation 
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wherein leader s hip emerge s was an important variable in 
t he understandin g of leade rship. (Darl ey , 1950 ) 

What followe d in the f ielcl of leaclership re sear c h 
was progre ss in the development of methods for stucly ing 
leadership as a phenomenon of g roups. Ty pi ca lly an e ra 
of experimentation d ev eloped whereby the e1:1e r ge nce o r 
tr a nsfo r matio n of l eade r s hip as the group s ituat i on 
varied, fr om Au tho ri ta ri a n to Democrati c was obse rv ed . 
F o r e xample the ear ly work completed by Lewin et . al . 
( 1938 ). The defi ning of these two c luste r s or po le s of 
l eacle rship behaviour had been co nfirmed by a v.·ea l tll of 
research g r oundw ork wh ich wa s lai d by Ba l~ s (1 Q~J) . He 
obser ved initially that "instrumental" ( -i:,a:::; k or i entated ) 
arni " socia l-e motional" (human relatio n s orientatecl) 
l eade rs were v e ry often generated in his sma ll g r oups . 
Thus ti1e former leader cate red for a group'::; n ee d to 
ac 11i eve goals a nd the l atte r leade r a llow ed for a group's 
need to maintain gro up cohesio n. E::trly r esumes (Ande r so n, 
1959 ) in this field s ugges ted that th e Authoritari <lll 
Democratic co nst ruct provided a n inad equat e concertun.1-
i sa tion of l eade rship behav iour mainly b ecaus e ~ any of the 
ex periments gave co ntr asting results. How eve r one effec t 
was a sea r ch through the expe r i me nta l meth od n. ncl the 
i o l a ting of a major prob l em. Tne r e seemed to b e a preoc ­
cupatio n with the individua l differenc es Clnd , '1S a 
conseq u e nce, a t e nde ncy to fo c u s on th e variance in 
situatinn:-:; and then th e v::i. ri ft nce in individual s to the 
Jetriment of t he relat i ons hi p or in teractio n between t he 
two . Cronb ac h ( 195 7) p ut s the matter sn uar e ly by sugges ting 
that no\v, not on l y sho ul d variance amongst organi sr'ls 
(indiv idua l s ) a nd va ri a nce amongst treatr:ients (gr ou ps) 
be noted but a l so the "n eg lecte d int e r act i ons " betwee n the 
two . 

The re s ear ch thus far incli ca tes that at le as t three 
factors should be taken into account when leader s hip 
theory is advo ca ted. The first is a consideration of the 
situational variates, s uch as the position, needs a compo ­
sition of the group being led. Current research reveals 
numerous difficulties in this area. In principle all 
members of a group may be leaders in that at some stage 
each may take action that serve group functions. It 
appears then that to begin to identify effective or 
successful leadership at least, the researcher must first 
locate what states or needs are of value to the group at 
a given time and then determine which member actions contr­
ibute to the attainment of these states. Some theorists pre­
fer to limit group functions to a few categories such as 
decision making, coordinating planning and task attainment. 
In such a case, leadership would refer only to a special 
class of functions. So~e prefer listing all possible g~~up 
functions but as Cartwright and Zander (1968) suggest, it 
is not possible at the present state of research to develop 
fully a satisfactory designation of leadership functions 



that [tt'e pec11liarly f11nctions of lc'ad0rship" . And 
they suggest thn t a more promising c 1Hl eaY011r of rt'~ e ­
arch might be to obsen·e . empi ri ca lly if possiblt'. the 
emergence of a ll group f unctions and put labels on them 
later . A 1t1a1amoth undertaking . Hany rese:1rclH'rs h <l\-e 
found it usef ul to organi--;e all group fullctions h o,•ever 
under t'Wo loose headill<J S , Thev are th o se of " ,1 oal ac hi­
e v e m e n t " a n <l i n c l u cl e \J ; h a \. i o u r :- s u c h a s " i n i t i <H e s o f 
action" , "keepillg mern \Jers' att('ntio11 Oil the l!Oal ''. " clari ­
fying i ssues ", "d e\·elnping plans ", "e\·aluations " a nd 
pr o v i d i n g e x p e r t i n f o rm a t i o n e t c . , and " " r o u o ~;a i n t a i n e n c e " 
which includes behaviou r s that "arbitrate in disi'Utes ", 
"keep interpersonal relations pleasant", encour:-.Q'es ". 
stimulate se lf di re ction " and "increa::>e self l~i rection " 
among r11em\Jers . Small gro up re ::;earchers licn·e f!i,·e n these 
poles other names . Bales and Slater (19::;::;) use i:n e terr.is 
"Task specia list " and "Social - emotional specialist " a nd 
although tltey dealt •,.;it h smal l groups that :net on ly four 
times, simila r ••ork "i th large stable organizati ons 
indicated sma ller poles . Flei ::;hmann et . al. (ll"l'i'i) '-Orking 
in this lalter area der,1o nsi:.rat e d that at lecl . .,,t )) per cent 
of all leader \JehaYi o ur in <l large organizat i o n co uld be 
clas::;eu und er t'n o fa c t or ::; , o n e of "ini.ti a t i1,g - truct ure" 
and the other of '' co n s id e ration". Thi s l a :-t clif[·e r e ntiuti on 
has introdu ced another p r o\Jlem in this ar ea o f c-1,.,:-;s ifi -
c a t i o n o f s i t u a t i o n . T h i s i n " o 1 v e s c l n s s i f i c ~: t : o n o f 
group types . Stogdill (1950) points out tl1at grrJttp and 
organi7.ation is one examp l e where much of tL e 11t11 rature 
had us e d th e terms interchangeably . He indicatr·.- that thi s 
i s q u i t c n. c on f o u n d i n g m i s t a ke . 0 11 c e g r o u p s a r; d o r g n, rn z -
atious hav e been d efi n ed the r esearcher i s s till 1 £> ft 'With 
the pro\Jlem of so rting types of groups and types o f 
organizations . 

A second consideration is that of th e Leade r' s 
behaviour or style . The Lead e rship be havi ours 1.1os t often 
indentified. a re tho se produ cing ef f ective l eadership . 
This is not s urprising as effective leade r ship i s probably 
the most easily indentifiable, most productive for the 
group's involved and ( si nce g r oups t hat continually fai l 
to complete their tasks tend to <lisintergrate) F.iost stable . 
Styles of effective leadership are popularly descri!Jed in 
terms of group function s , s uch that effective leadership 
improves group productivity or goal attainment by exhibiting 
b e haviours s ui tab le for " goal ac hievement" or " group main- · 
tainance ". Another important co n s ide ration in acts of 
l eadership is the r ecognition that, if they are to \Je 
effective, then they rely on some basis of po'Wer or influence . 
A summar y of the argument is given by Cartwright and 
Zander (1968) . Influence can be viewed as a relationship 
between individuals roles , g r o up organi zation and nations . 
Between individua l s for example, influence may be as a 
re s ult of prestige, strengtl1 , skil l, information and ability 
to satisfy intangible needs s u ch as respect etc . These 
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influences cnn be ca t egorised for e xample French and 
Raven (1 959 ) name fiYP "bases of soc ial powe r". ~ leth ods 
fo r app l ying this influence can a l so be categorisP<L, 
pe r suasion , control of rewards , control of e nvir onne nt 
a nd resources to ;.1e ntion a few. Ancl it nppears possib l e 
also to categor ise the mo tivations a nd conclitions of those 
w·ill i ng to be influenced . The state of re searc h exp l o ring 
the re l ationship bet,.;een ti1ese three components of influ­
e n c e or pow e r i s he a 1 t h y bu t f or the p u r po s e o f t h i s s tu d y 
it seems e n ough t o re cogni se that power ancL l or influence 
is a comp l ex fact or that needs to be conside red in t heo ries 
of leadership . 

Th e t h ird con~ideration is an unders tanding of the 
relationship and i nte r ac tions of th os e importa nt \·ariables 
(a nd I have not :11 e nt i oned nenrly all of tlie r.i) bet,•een 
considerations one and tw o . Fiedler ( 196-t :l q61 ) l>y forwar ­
d ing his Continge n cy ~! ode l of Lead e r sh ip EffectiYeness ha s 
offered a met.hod by ... .- iiic h the rel a tions hip can be exp lored. 
His model ha ::; pr oYi deC: a bas is for mu c h of th e re s ear c h into 
leadership O\·er t he l as t decade . It i s no,,.,· r.iy intention t o 
desc ribe Fied ler' ::: :::ode l, espec ially hi s ne th od of neasuring 
leaue r s iiip sty l e . 

2 . Th e :\a tur e of Fi ed l e r' s Lead ers hi p Th e on· a nd 

a n Explana t ion of his n ea sures of Leadership Styl e . 

Fi ed l e r' s (1965) pro /) o:-sed hypoth esis is "tltat the type 
of l eade rship CJttitude a nd be haviour whi c h will be' Mos t 
e ff ec tive i s depend e nt or conti nge n~ upon the fav our a bleness 
of the groui.i ta s k s i tua ti on ". And to test the hypoth es is 
Fiedl e r s tudi es the s tyl es adopt e d by l eaders a nd >e l ated 
those t o effec tive l eaders hi p in g roups of different natu­
r es wit h varying t as ks . Such a n understanding r e li ed on 
se veral definitions . 

Fiedler' s taxonom.y of gr oups he manages using several 
s teps (F iedler ' s , 1967). Fir st ly he means by " groups " 
those sets of individuals who share a common fate "who are 
" inte r de pende nt" in that an event affect i ng one member will 
effect all membe r s . They ( members ) a re typically inte r a ­
c ting in a n a ttempt to ac h ieve a goa l a nd a r e r ewar ded if 
the goal i s ac hieved and punished, or feel they are , if 
the goa l i s mi ssed . It i s a definition that includes 
"Task gr oups " but not "social or therapy groups " . The 
seco nd step divides groups into interacting, co-acting 
a nd counteracting groups . In interacting groups, group 
me mbers are interdependent - each member must do his part 
if the team is to be s ucce ss ful . In co-acting groups, the 
members , although they work together on a common task, work 
i ndependently of other team members, they effect each other's 
performance only indirectly. The third category, counter­
ac ting groups, occ ur s where members are working together 
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for the purpose of negotiating and barganing . Each 
member works ind e pend e ntly for hi s o"'·n aims at the 
expense of the other mer.ibers . Since Fi ed l er considered 
his understanding of interacting groups to be r e latively 
more advanced , he concentrated hi s research on ther:1 . 
He further c lassif ie s this g r oup in terms of 11 po,,e r 
po s i t i o n 11 

, " ta. s k s tr u c t u r e " a. n d 11 1 e ad e r g r o u p 1~1 e 1'.1 l> e r 
relation", and it is exp l ained although he conside red 
the se to be the most i mpo rtant of tne group situntional 
v a r i a n t s a f f e c t i n g 1 e n. d e r s h i p , t h e re c o u 1 d l> e o t h e r s . 
Posit ion Po ..... er is meant as th e "degree to which the 
!JOsition its e lf e nabl es the leader to get his group 
members to comp ly with and accept his direction and 
l ead e rship . A leader in a high position of pow e r "'·ou ld 
find i t easier to influenc0 the group in hi s desired 
direction whilst the leader "'· ith a lov.- position of 
po.,.·er must first conYince his group that they should 
follow hi m. He d('ve loped his own chec k li s t of 11 items 
to operationally define position po .. e r . Task structur e is 
a relRtively obvious important si tuational variant as the 
tn s k is the reason that the groups "'ere set up in the 
first pie.tee . Fi edler llSP S Sh a w's opera.ti.onn l r.ieRsure for 
task structure and it includes decis ion niriability, goal 
c l arity , goal path r'lu ltiplicity nncl so lution sp(.'cifici ty. 
The Ass umption be hind the ~co r e is related to thP degree 
of contro l a l eader has o\·er hi s group . An easy task 
~tr~ctur e lending its elf to greater leader contr ol than 
a cli.fficu l t ta s k s tructur e, thus a ll o.,.·ing the leader 
greater influence . Lead er - group member r e lations ha.s a.s 
it s basis the ass umption that the l eude r i s an i.111porta.nt 
variable and if liked, trusted , r espected , etc . hi s 
directions, rightly or wrongly , are nore likely tu be 
followed t han those of a disliked l eader . Fiedler us es 
Hemphill' s (1950) system , to differentiate between effe­
ctive , s ucce ss ful and a ttempted leader s hip acts, and 
impre ss es that he is interested in the two former cases 
only . To ascertain ope r ationa lly whether leader-group 
r elations are poor or good a sociometric rating question­
narie as king which l eader would the group chose under 
ce rtain conditions i s used . More recently, h owever, the 
leader is simply asked to rate hi s group on a sca l e 
practically identical to the least preferred co-worker 
scale (to be described l a ter). 

On a Three dimensional plane ·these factor s (l eader ­
me mb e r r e lations, tas k structure and power position) 
repre se nt an eight celled cube (Fig . 1) each cell of 
which is ranked in t e rms of assumed favourableness for 
the l ead e r . Thus cell one, being the most favourable 
for the leader, would be expected to have good group 
me mber relations, a relatively recognisable task struc­
ture and power position. The least favourable cell, cell 
eight, for the leade r would then possess pour member 



A mode l for the classification of group 

task situations. 

Source Fi ed l er (1967) 
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relations, a r elatively unrecogni sa bl e task and littl e 
leader power. Fiedl er then meas ur es whether t hese 
different si tuations require differe nt types of a ttit­
udes on the part of the le ade r by plotting the co rrel­
ation between le ader s hip sty le a nd group performance 
for each grou~ task s ituation. A r elations hip is 
found (Fig.II) which indicates t hat di r ective co ntro­
lling leaders appea r to be most e ffective in sit1rn.tio ns 
which are either verv favou r a bl e or verv unfav ourable 
for them; whilst n o~-d ir ective conside;.ate l eaders 
s eem to perform best in situations of in termed i ate 
favourableness. It is, perhaps, important to note t hat 
Fiedler has gained his relation s hip Ly testing his 
hypothesis more rigor ously in some of his 8 ce ll s than 
in others , For examp l e Fi g .II inctic ates t hat the 
"e a l th of Fiedler's re sea rch has been concentrated in 
cel l s 1, J , 4 , 5, 7 a nd 8 whilst , at tile othe r ext r eme , 
ce ll 6 had yet to be tested . 

Fi ed l e r is a bl e to define a nd objecti v e l y describe 
his meas ur e of l ead e r shi p styl e . Fir s tl y h e co n s ide rs 
the l ead e r to be , "the individual i n t he group given th e 
tas k of directing a nd co - ordinating task- r e l evant group 
ac tiviti es or who, in th e a bs enc e of a designated 
leader , car ri es the primary r esponsibility for perfor ­
min g the se functions in t h e g r oup". (Fi ed l e r, 1 967) 
And at any one time the l eader is tha t indi v idua l who 
is e ithe r apj )Ointed fr om so urc es outside the group but 
st ill within the org~nization or e l ected by the group 
or i s th e most influential. Leade rship s t y l e is defi n ed, 
Fi e dl e r (1 967), as "th e und erlyi ng nee d st ructur e of the 
i ndividual whi c h motiva t es hi s be haviour in vario us 
leade rship situation s ". The ope r a tional measure for 
which is relatively si mpl e . It s clev e lo p~ent begins with 
F iedler ' s interest in t he oper a tional mea sur eme nt of 
interpersonal relatio n s in the theraputic se tting us ing 
Q technique me thod ology (Stephenson, 1953 ). It was found 
that reputably good therapists tended to describe their 
patients a s more similar to themselves, while reputably 
poor therapists tended to describe their patients as 
quite dissimilar. A measure called assumed s imilarity 
(A.S) was developed and when interpreted it indicated 
psychological warmth, acceptance and permissiveness. It 
was used with other groups with s ome success until f inally 
Fiedler questioned the effect these perceptions might have 
on performance of small task groups. The first study was 
performed on high school basketball teams and this plus 
subsequent studies (fiedler, 1966) indicated that the 
best measure for predicting group performance was the 
similarity the leader perceived between the most and the 
least preferred co-worker he had ever had. The s core was 
called the assumed similarity between opposites (A.So.) 
More recently Fiedler developed a score based on only one 
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of t he se co -w orke r desc ri pti ons , the leas t preferred 
co -w orker or (L.P.C.). A full tlescription of the 
developme nt of these sco r es can be r ead in Fiedler (1 967). 

Thu s to measure l eade r s hip sty l e the ind iv idual is 
kive n a spec ific se t of i n s tructions asking him to 
describe first l y his l eas t and th en mos t prefe rr ed co ­
worke r. Th e d esc riptions are made on 16, 20 or 30 
adjectival items eac h a 7 or 8 point sca l e , using Osgoods 
semanti c dif f e r ential technique (Osgood, Succi and 
Tann enba um ( 1957)). Once the sca l es of "interpe r so na l 
perceptions" a r e comp l eted Fi ed l e r is able to cor.ipute 
h is two sco r es : 

Th e L.P.C. sco re obtai ned by allocat ing each i t em 
a weight of one to eight poi nt s , ':ith 8 points indicating 
the f avou rable pole of the item , and tota ll ing t he po ints 
for al l items . Thu s a h igh L.P. C. sco r e r epr ese nt s a 
pe r so n wh o desc rib es hi s l east preferred co -~ orke r in 
r e lativel y favourable accept ing terr.is whil e sor:i eo ne with 
a lo'' L.P. C. sco re desc ribe s his l east preferred co ­
worke r in unfavourable, r ejec ting terms . 

The A. So. Sco r e. This i s assessed by comparing the 
desc r iptio n of the least and mos t prefe r red co - worker by 
taking the nu me ri cal difference i n sco r e bet"·een ther.i on 
e :.ich item and applying the "D" statist i c suggested by 
Osgood , Succi a nd Tannanbaum (1 957) . The "D" stat i s ti c 
is based on pythagorean theor y and takes into account 
both the profile co - variation and the discrepancies 
bet,,ee n the means of the pr of iles of the scores . I ts 
formula i s : 

D = 

whe re d is the diff er enc e between M.P.C. and L.P.C. 
scores on eac h item. 

A person with a low A.So. Scor e the refore is assumed 
to make few distinctions between workers r egarding them 
a ll, usually, fairly favourably. A high A.So. Score 
represents a person who does distinguish between workers. 

The computations of these two scores ass umes 

1/ 

2/ 

3/ 

the intervals on the itmes "interpersonal 
perceptions" a r e equal units. 
the variables across which the differences 
are taken are independent. 
that all measures are equally weighted. As 
Shouksmith (1 970) comments "It is doubtful 
if the semantic differential meets these 
requirements but there is some justif icaiion 
for using the technique since in practice 



.3. cont ... 

it has been found to fit within reasonably 
clo se limits". 

1 1 • 

Both A.So. and L.P . C. sco r es a r e highly c orrelated 
according to Fi edl e r (1966) and he co nc ludes, a ft e r 
r evi ewing hi s r esear c h, that "most of th e \-aria.nee of 
the A.So. Sco r e is in the description of th e L.P . C. 
s inc e n ear 1 y ev e ryone <le sc rib es hi s r.1 o s t pr e ferr e d c o -
worke r in r e l a tive l y f av ourable te r ms. As a r es ult, the 
c orr e l ation b e twe en A. So. and L. P. C. sc or es r anges from 
. 80 to . 95 .,_·hich is essentia lly as high as the r e liability 
of the sco r es thernse lY es . Whil f' th ere ma \· be some 
differ e nc es be t.,.·ee n scores , we s hal l he r e' inte r pre t them 
as inc!icativ e of t:1e same underlying psyc lw lo !~ica l 
a ttri butes or behaviours ". Conseriuently Fi edler (1967) 
assumes the two sco re s to be in terc han .~eab l e and in h i s 
mo r e re c e n t w or k , us e s a s c ore d er i \. e d f r om on l y one of 
t he des cripti ons , naL1ely tha t of L.P. C. 

Fied ler ( ·19611 ; 1967 ) ove r a numb.~r of er.ipiri ca l 
st udie s interpre tes a specif i c comb ination of the two 
sco re s to r e pre se nt h:o distinct leaders hip styles . 
StyJe 1 le ader s a r e characterised uy a high L. P.C. or 
low A.S o . score. It indicates a person who is motivated 
to se ek pr om i'l.an ce in interpersorrn l r e l ations , i s war m, 
integr a tive a1<d attempts to r e<l uce anxiety and increase 
per sonal adjustment amongst hi::; co-workers . Style 2 lea­
der s are c haracte ri sed by a lo w L. P .C . and hi gh A.So . 
sco re . Typically this is a person who i s conc e rned with 
performance, is coo l critical and c lear s i ghted . He 
gains gratificution fro r,1 success on th e pa r tic ular gro up 
task. Thi s l eade r is able to rel egu te interpe rsonal 
relations to a secondary l ev e l. As Fig . II indicates 
both styl es of leadershi1J ar e e ffect ive under certain 
conditions. 

These two styles may at times exist but it is 
becoming increasingly evident that the "styles" are not 
such sim~listic static notions as at first thought . 
Fiedl e r ( 1966), possibly as a r es ult of the pressure 
brought by the Bishop (1964) and Myers (1962) studies 
(whereby Fiedler's two styles wer e shown to change with 
the instigation of stress conditions) states : "It is 
now clear that these scores have been difficult to 
interpret because the behaviour with which the correl ­
ate changes with the psychological stress or. threat 
which the leader experiences in the situation . Thus , 
the high L. P . C. Leader in stressful conditions behaves 
more like the low L.P . C. Leader under r elaxed conditions 
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t han the hi gh L.P.C . Leader in relaxed condition s ". 
Ashour (1 9 7 3 ) s ummari ses seve r a l s tudi es in thi s area 
a n<l some of the more interesting co ncl usions indica-
ting Fied l er ' s score s to be mo r e complex than s uspectecl 
follow. Sinc e i t was contende d by Feilde r tha t Style 2 
lead e r s ac hieved satis f act ion from task performa nc e a.lone 
i t w as hypo t he s i s e d they w o u 1 d he ri or e s ens i t i \- e to s u c c e s s 
or f a ilure comments. Some ev idence inrlicates othe rwi se . 
Al so , Sty le 2 l eaders •,;ere expected to be le ss i11tere s ted 
socially in people ancl pe rhaps be even mo re e xtra 
puniti ve than Style 1 leaders, there seem.<s t o be evide nce 
to the cont r ary . Al so Style 2 l eade r s ( in a n unpubli shed 
study) were f ounci to request, when for ced to do so by a 
hypothetical work s ituation, groups having good inter­
pe r sonal relation s ... ,hile Styl e 1 lead e rs ... -i shed to have 
effi cient groups . This again suggests a r1ore cor.iplex 
s it u at i on . That Fie d 1 er ' s Sty 1 e ' s can Ya r y o \-er tine 
was indicated by Stinson and Tracy (191-+) and as ".- e ll they, 
by usin~ severa l other l>f'hav i our measures ~ sugges t that 
L.P. C. score did not aden uately refl ect leadership 
behavi our at a ll . 

In some instanc e s th e r espon se to suc11 a r gument s 
ha s l ed to outright rejection of Fiedler's explanations 
of hi s two sty l es . Sone have s u pplanted th e ir o~n 
the ories suggesting . for exampl e that Style 1 l eade rs 
are more cognitively compl ex than Sty l e 2 l ead e rs or 
t hat a "higher error of rating" occurs •;hich .. .-hen exhib­
ited i11dicates an inability of the r ater (Sty l e 1) to 
differentiate between item po l es . Such e xp l anations 
attempt to force Fied l e r' s concept back into a simpl e 
linear r elationship . Others, however, have taken a broR.der 
vie w of t h e problem and conside r t hat Fi edlers g l ol>a l 
measure may b e fact ora l ly comp lex, Cronbach (1955) 
recogn i sed s uch problems very ear l y . He considered t hat 
research dominated by simple ope r ationa lly defined 
meas ur es may concea l rnore than tliey reveal and s uggests 
"only by careful s ubd ivi s i on of the global measu re can 
an investigator hope to know wha t he is deali ng with". 
Thi s conc lusion he s upp orted by indicating that the A.So . 
Score could be subdivided into a t least two components. 

It is, therefore, possible that Fiedler' s tw o score s 
are not yet fully understood and one area of current 
research attempts to make a finer study of the two 
measures of leadership style . 

3 . 

Because of the doubts rai s ed concerning 1"iedler' s 
two measure s of l eadership style this study undertakes to: 
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Compare t he two measures of leadership 
s t y 1 e ( A • S o . and L . P . C . ) a cl r:1 i 11 i s t e r e d 
to a group of New Zealand l eade rs . 
A11 d co1:1 pare groups of (lifferent ~ e w 

Zea land leaders on th e two style scores . 
With a view to investigating their va lidity. 

~le thod . 

Subjects . 

Subj ects for this s tudy co n s ist of five groups of 
l ead e rs. Th ey are considered to b e successf ul l ead e rs as 
all have gained pro mi ne nc e and n degree of s uccess in 
thei r r espec tive competi tiv e fi e l ds . Th e first group ar e 
39 veterinary s tudents (V75) who. l ike the seco nd g r oup 
of 17 veterinary st ud ents (V7 -~), hav e s u cceede d in a 
competitive academ i c fi e ld a nd '-' Olllcl be expected upon 
graduation to become techno lo g i ca l l eaders in the 
comr.iunit ie s they joi n. The t hir d group cons i sts of 15 
woo l d i p l oma students r.iost of .._-horn hu\·e an assoc i a tion 
.._-it h farms, a r e al r eady pro v e n l eade r - in their fi e ld 
and are attendin~ univer s ity . ~o increse thei r knowledge 
and s ki 11 s . A 11 s tu cl e n t s 1,· e r e at t e n d i n g ~fa s s e y Un iv e r s i t y 
at the time the st udy '-'' i.lS unde r taken . A fourth group of 
22 senio r ~ursing Si sters (~ . S . ) have a l so p r oved to b e 
successful a nd effect i ve leaders i n the nursing field 
as their degree of promotion inr!ic ates . The l ast gro up, 
21 Uni le ve r Staff (U .S. ) co nsists of ma nagers and 
supe rvi so r s of a l arge industrial firr.i . Their s uc cess 
and effectiveness is evident f r om the fact that the firm 
is thriving . All gro ups excep t that of ~u rsing Sisters 
(f ema le Onl y ) consisted. of both ma l e and fema le subjects . 

Materi a l s . 

A series of ten bi-polar scales of seve n s tep 
intervals were chosen from Fi e dl e r's s tandard sr. ales for 
measuring l eadership sty l e (S ee Fig. III). These were 
initially amongst those defining the evaluative factor 
in Osgoods et . al . (1957) semantic differential technique. 

Proc eedure . 

All groups were tested und e r similar classroom 
situations. They (S's) were sat a t lecture desks and 
introduced to the questionnaire i ndepe ndently using the 
standard proceedure which follows Fi ed ler's (1967) 
instructions. This was: 
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Pe op le differ in the ways they think auout tho::;e 
with wh om t hey work . Thi s may ue im po rta nt in working 
wi t h other s . Pl ease g ive your immediate fir st reaction s 
to t-he items on t h e page placed in fr on t of you . On 
the page are pai r s o f word s '"i th opposite r11ea11ings s u c h 
as " ve r y neat" a nd "not ne at" . Yuu are asked to clesc riu e 
someo n e wi t ll who m yo u hav e worked by p l acing a mark in 
one of the seYe n spaces 011 t h e line bet"·een the words 
(an e x amp l e was s h own). Lo ok at the •; o r d::; at b oth e nds 
of the line bef ore yo u put yo ur mar k. Please r er11er.i b e r that 
there are no r ight or wrong answers, ,.; o rk r easo na bly qu ic ­
kly re membe ring your first n n s wer is likely t o b e yo ur 
best . Do n o t omit a n y items a nd ma r k eac h on e on ce . Turn 
t h e page in front of yo u ov e r and t h inking of the pe rs o n 
with whom you can work l e11.s t we ll , someone you work with 
n ow or h ave ,.; orkcd with, describe hi r11 as he appears to 
you by using the mar k ~11 • 

whe n this h ad been comp l e t ed . subjects "' e re t h e n 
asked to " desc rib e , using the mark ~ the perso n with 
wh om they could ,.;o rk most we ll". 



Fig. III 

Copv of the sheet of Bi - polar ite ms 

administe r 0d to _subjects . 

Massey University 

Department of Psychology 

So c ial Psychology 

Mea s ur eme nt of Lead e r ::; hip Style . 

1 5 . 

Concepts to be judged . 1/ Least preferred co - worker (X) 

~/ Nost preferred c o -~orker (J ) 

( 1 ) 

( 2 ) 

( 3) 

( 4) 

( 5 ) 

(6) 

(7) 

( 8) 

(9) 

( 1 0) 

Friendly 

Unhelpful 

. at contented 

Unse lf ish 

Dynar.1ic 

Lazy 

Not ent e r r;1· is ing 

Re liab le -
Use ful 

Di s loya l 

Your name ... . ........ . ... . . . . . .. . 

Department 
or sec tion 

Unf r i end 1.,-

Helpful 

Very Contented 

Selfish 

Static 

Indus tr i ous 

Very En terprising 

Unreliable 

Use l ess 

Loyal 

M. 72/71 / S . S . Socia l (These ite ms were used by Shouksmith (1970) ) 
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Two sco re s are derived from the ratings . The 
L. P . C. score , consisting of the s ummed rating over al l 
items for the evaluation of the l east preferred co ­
worke r . And the A.S o . , consisting of the "D" score 
(See page I 0 of text) which is a measure of the 
distance between profiles of the least and most prefe ­
rred co -w orker. 

5 . Results. 

Score s obta ine d from the five groups are tabulated 
and the mean A. So . and L. P . C. scores, standard deviati ons 
and correlation b et~een A.So . and L.P.C . sco r es are 
li sted in Tab l e I. Res ult s from a simple one way analysis 
of variance comparing all A. So . scores t hen all L.P . C. 
sco r es are g iven in Tal.Jle II and the resulting T tests 
for s ignifi cance bet\, een group means are present ed in 
Tab le III . 
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Tabl e I 

A. So . and L.P. C. Scor es of fi.v e groups of \ .Z. l e ad e rs 

Group N Ht' an A. So . S . D. Me a n L. P . C. S . D. r 

V75 39 10.11 .2 . s 8 34 . 64 10 .82 . 75 

V74 17 9 . 68 "") - -, 
- • I - 35 . 59 9 . 90 . KS 

W.D. 1 5 7 . 0.2 2 . 06 ~L~ . 60 9 . 00 . 84 

N. S . ') .., 10 . 61 3 . 0 2 37 . -+ 1 C) • 0-t . 8S '- "-

U. S . 2 1 9 . JS .2 . 05 J8 . 0S 8 . 43 . 79 

Al l 
1 14 9 . S3 2 . 60 37 . 66 q . 8B ,.., .., . () _ 

groups 

Table II 

Anah- .s is of variance 

A. So . Sc ore s , al l group s 

F 

L. P . C. 

Source of variat i on 

= 

uet1.·een g r o ups 

within 5roups 

2 . 88 signi fi cant a t 

Scor es , a ll groups 

Sourc e of variation 

be tween groups 

within groups 

d . f . 

4 

109 

the 

d . f . 

4 

109 

. OS 

:lean Square 

1 8 . 7 J 

6 . SU 

l eve l 

Mean Square 

1 87. 00 

91 . 07 

F = 2 . 05 no t sign ificant a t either . 01 or . 05 leve l s 
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Table III 

T tests for significance between A. So . means for the 

5 different gr oups of lea<lers. Ta ble inclu<les tlie 

level of significance 

Groups V75 V7 4 W. D. \ . S . 

V75 x N. S . • 0 1 \ . S . 

V74 \ . S . x N. S . \ . S. 

W. D. • 0 1 N. S. x • 0 1 

N . S . \ . S . N. S . • 01 x 
U.S . \ . S. N . S . N. S. \ . S. 

;.LS . - not s ignificant 

U. S. 

N. S . 

N. S . 

N. S . 

N. S . 

x 
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6. Di:::c us s i on 

An overall correlation betwe e n the two Scores of 
. 82 i s witl1in Fi edler ' ::: accept~b l e limits whereby he 
s uggests the two measu r Ps of l ead e rship s t y l e a r e int0r­
c ha.ngeab l e (Page 11 of Text.) . How ev e r a n overall groups 
one way a nalys i s of variance indi cat es that only the 
A. So . Scores <tr <' significantly variant ( . 05 level) .,.·hilst 
the L.P. C. Scores .,.·e r e no t . If t.h e A.So. and L. P. C. 
measures ar e inte r-changea bl e then presumably t he 
vnria nc e in sco r Ps in one s hould be matched bv a near 
eq ua 1 var ianc P in t he o th e r: the ana J.ys i s inw this 
ins tanc e indicate::: othe n ·ise . Since a correlation of 
. 82 s till leaves :::o:~.e 33 .:-; or r.i ore of the variRnc e un>1cc ­
ount eci. fo r in ench :--.e?.:::urc it may be possible that fur ther 
factors important t o the meas ure of leaci.ership style exist 
and that sorne note sn cul<l be take n of t h is rema 111 111g 
\· a r i anc e . 

Fi edler (page 11 of Text) often a::; s umes that the 
L.P.C. Score is by it5 o.,. n , a fair r.ieasure of his t.,.·o 
l ea d e r s h i p s t y 1 e s . Th i 5 ~ t u cl y s u g g e s t s . ho" e \" e r , t hat t Ii i s 
notion may be too .si:--.r1listic as the results indicate that 
_.\. S 0 • Sc ores on l y s i !.! n i f i cant l .v cl is c r i r.i in ate l> et.,. e en the 
dif fer e nt types of l~ct <le r::;hip style repre sented in the fiv e 
groups . Cronbach a1,d Gleser ( 1953) argue that by its natur e 
the "D" (A . So . ) Sc ort? ~~ust be a mo re successful r1eas ure as , 
unlike lhe L .P . C. Sc r1 re .,. hic h is a "level" score on ly , it 
inc ludes a meas ur e cJ f '' or de r" a nd " sca tter" components as 
well. These t\.lo latter compo ne11t s appear usef ul in 
producing s uccessful . ..:ignificant variation in sco r e (as 
indicated by the anuly:.;is of variance) and it is "·oncle r ed 
t ho r ef ore how wise i .~ the ass u rn pt ion that L. P . C . Score 
alo ne i s able t o distinguis h tho two l eadership sty l es as 
we ll as the A. So . Score . It could \./ell be that Feid l e r, 
by making th e initi a l ass umpt ion that the description of 
the mos t preferred co -w orker (M.P.C.) do es not contribute 
much to the di sc rimination of the two styles, ac tua lly 
hides the possibility that the "D" (A.So.) Score may . 

Between the 5 groups there appears to be some va riation 
in styles of l eade r s hip. This variation is r e flect ed by 
the variance in A.So. Score only and comparisons can be 
made in terms of it . Significant diff e renc es (using 
students t) between group A.So. means occur be twe e n N.S. 
and W.D. (at the .01 l evel) and W.D. and V75 (at the .01 
level). Using Fied ler's (1967)model V75 and N.S. can be 
interpreted as exhibiting , an autocratic, cool, c ritical 
and task orientated style of leadership compared to the 
W.D. group whose style is interpreted as being comparitively 
more warm, personal, caring and less task centered . 
Significantly V74, a very similar group to V75 have the 
next highest mean score and therefore, although in an 
intermediate area tend to be more like their colleagues 
(V75) in style than the other end of the measure represented 
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by W.D .. r .s . are also in the i11discrir.1i11u.te zone though 
appear to be nearer the "higher pole" (represented by 
N.S. and V75 mean A.S o . Scores) than ti1e "l o ... ·er pole" 
(represented by W.D. A.S o . Score) . These results fit 
r easonably c lo se to actual obserYed le~Hier:::hip sty les . 
The \·e terinan' stude nts (V7 5 and VI-+) . "hen tested were 
in a very compe titive acade1:1ic situ.nion 1.here se lf 
interest n long .. .-i th a coo l analytic ap 11r oac:1 to the tas k 
at hand r>roduces best re s ults a.nd pr o!-.! re~s . Their s t yle 
of leadership would thus tend tov.·;:irds the "high pole " of 
the A.S o . g r oup . aur s iDg Sisters have cocoonly bee n 
described as a uto cratic and r e lat ivelv c l inica l. The 
heirachi ca l scale of promotion in t e r~s of acad emic 
success in the Xursing se rvic e would t end t o d iscriminate , 
promoting towards s ister status thos e lenriers in this 
category . On the other hand, Woo l Di plo:::a l eaders who 
hail from rural situations, and 1:ho a r t> in\·o l\· ed with 
f arms nnd families would be expec t ed t 0 posses s a 
warmer mor e pe rson~l sty l e of l eade r ship . Interes tingly 
Unilever staff . whom I would hnve s uspec t ed to be very 
tasl;: ce ntered as production is th e i:--: po rt an t functio n of 
the firm gin• scores (A . So . ) in th e indisc ri:::inate zone 
of leader s hip s tyle . It is pos s ibl P that hnd the group 
been di\. i d ~d further into " s ho p floor" l (·ader.~ (leader s 
more concer11ed 1•ith t he peop l e ,,ith v.ho:-:-. ti :e.\· v.·ork) and 
"mana¥ernent " s taff ( l eade r s more concerr:erl . ••i th co111pleting 
tasks) the re su lts may have been r:iore :::1gn1f1cant . 
Overall hov.·eye r it appears that as a r oug h guide in 
distingui sh ing l eade r sh ip styl e in terr.ts of Fiedler 1 s 
Model tile A. So. rrieas ure has some merit . 

One last inte resting comparison ~ay be made between 
those groups occupying the high A. So . sco re position: 
these are the groups containing >i . S . , V74 and V75 . The 
A.So . Sco re indicated that N. S . have a more definite 
style (higher A.S o . Score) than do both groups of vets . 
Although the differe nc e is not statistically significant, 
it does represent a relatively renl division as N, S. 
are the older , more experienced leaders, having a longer 
in- service record when compared with the younger Vets 
and would therefore be expected to possess a more definite 
leadership style . One might predict that, at l east fo r 
these particular gro ups, A.So . Score may distinguish 
between more definite styles of l eadership . 

Ov er a l l the fact that , in this study L.P . C. is shown 
not to distinguish leadership style suggests that Fi edler 1 s 
(1 967 ) division of l eade r ship styles into Style 1 (high 
L.P.C. and low A.So.) or Style 2 (low L.P.C. and high A.So .) 
as a concept is not applicabl e . Perhaps a system of 
measuring leadership style in terms of A.So . score only 
might b e more appropriate . 
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Conclusion. 

The evidence given is suggestive only. It 
suggests that Fi e dler's two measures of l eadership 
style (A.So. and L.P.C.) ~ay not be as int e rchangeable 
as he predicts . It is possible that the A.So. Score 
incorporates more information and is a fin e r more 
discri minat ive measure . There is, however, a 
disturbing lack of recognition for the relatively 
large amount of variance left unaccount ed for by the 
joint A.So. - L.P.C. concept. What factors i mpo rtant 
to leader sh ip operate in this area a re not known a nd 
not pursued by Fiedler. 

As far as the le ade r s hip sty le of each group of 
leaders was kn ow n to me , the A.So. Score offered a 
fairl y roug h collaboration of style . I t i s i npo rt a nt 
to note, howeve r, that the r a re f e w :\ew Zealand norms 
for the A.So. Sco re a nd comparisons of h i gh or lm.i 
score co ul d on l y be made betwe en g r oups . Sin ce the 
A.S o . measure appears to discriminate leadership sty le s 
by at least plac ing l eade r s toward the "correct poles " 
of sty l e (and per haps may between hi gh sco res, distin­
g ui s h the mo r e definite sty l es ) it may be appro priate 
b efore definite conclusio n s are nade , that furth e r 
study inv est i ga t es Ne w Zea l a nd norms. 

Certainly Fi ed l er ' s conc ep t of Sty l e 
l eade rs d oes not fully apply in this case . 
how eve r a co nc ept of l eade r s hip style based 
Scor e a lone may eventuate. 

and Style 2 
P e rhnps 
on A.So. 
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