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ABSTRACT

BasedonWilfredBion'stheoryongroups,thetwostudieswere

conductedtotestthehypothesisthatindividualvalencies

(Dependency,Fight,Flight,Pairing)andWork-tendency,in

Bion'sdefinition,influencestheperson'spreferenceforagiven

leadershipstyle.Thesubjectswereselectedbasedontheir

valenciesasmeasuredbytheReactiontoGroupSituationTest

(RGST),anddividedingroupscomprisingeach4memberswith

differentvalencies(pairing,fight,flight,anddependency)andone

memberwithcooperationtendency.lnthefirststudy,thesubject.

Thesegroupsexperiencedfivedifferentleadershipstylesprovided

bytrainedleaders.Thebehavioralcontentoftheleadershipstyles

(Dependency,Fight,Flight,Pairing,andWork-oriented)wasde-

signedbasedonBion'swork.Ashypothesized,theresultssup-

portedthecausalrelationshipbetweenindividualvalenciesand

leadershippreference.Thatis,thesubjectspreferedleaderswhose

leadershipreflectstheirvalenciesmoreotherleaders.

Themostoutstandingwordinthetitleofthepresentarticleis

certainlytheconceptofvalency.Itsoutstandingisduetothefactthat

itisalmostunknownoutsidethefieldofpsyhoanalysis,itsbirthfield.

Eveninpsychoanalysis,asdemonstratedbythesmallnumberofstud-

ies,ithasnotbeengiventheattentionitdeserves.Therefore,itisnec-

essarytodefineit,andbrieflydescribeotherconceptswithwhichitis
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closelyrelated.

Theconceptofvalencyistheresultofextensiveexperiencewith

therapygroupsconductedbyWilfredBion(apaychoanalystofthe

Kleinianschool)attheTavistockInstituteofHumanRelations.Based

ontheseexperiences,Bion(1968)graduallydevelopedacompletetheory

ingroupdynamicswhich,likethetheoriesofSigmundFreud(1921)and

KurtLewin(1947),servedasasourceoftheoreticalinfluencefora

numberofresearchers(DeBoard,1978).Beforediscussingindetailsthe

conceptofvalency,itisnecessarytodescribebrieflyanotherconcept

fromwhichitcannotbedivided,namely,thebasicassumptionconcept.

TheTheoryofBasicAssumptions

OneofthecoreconceptsinBion'stheoryistheoneofbasicas-

sumption.Basedonhisobservationsofgroups,hearguedthatwhenever

agroupisinvolvedinitsbasictask,thatisoperatingonworkgroup,it

isalways,tosomeextent,preventedfromperformingitbycertainemo-

tionalstatesorconcerns.Heldcollectivelybythegroup,theseemo-

tionalstates,whichBioncalled"basicassumptions",arenonpurposive,

instinctual,andbeyondconsciouscontrol.Discussingtherelationship

betweenbasicassumptionandworkgroup,Bion(1968)writesthat:

"Work
-groupactivityisobstructed,diverted,andonoccasion

assisted,わ ツCθr乙 伽0乙 んθrπ 乙ental¢ctivitiestん α乙んaveincom-

montheattributeofpowerfulemotionaldrives.Theseactivi-

ties,α 乙 ル8乙Cん α・乙ごC,αrθgi・ θ几 αcertainC・ んθ8ご・nifitご8

assurr乙edtん α乙 乙んeyS加ngfromうasicassumptionscom〃ionto

α"乙 んθgro乙4)"(p.!46).

Bionarguedthatthesegroupbasicassumptionscolours,
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influences,andarereflectedineveryaspectofthegroup'sactivity.He

foundthatgroupsusuallyexperience,andarecontrolledbythreedis-

tinctbasicassumptionswhenfunctioningemotionally.However,only

onebasicassumptionisdominantatonetime,andthegroupcanswitch

fromonetoanotherbasicassumptionatanygiventime.

Thefirstbasicassumptionisreferedtoasthebasicassum二 ρ一

tionofdependency(baD).AccordingtoBion(1968),whenagroupis

functioningundertheinfluenceofthisbasicassumption,itbehavesas

ifit"ismetinordertobesustainedbyaleaderonwhomitdependsfor

nourishment,materialandspiritual,andprotection(p.147).Theleader

isexpectedtobeomnipotentandomniscient,abletosolveanydiffi-

cultythegroupmaybeconfrontedwith.Onthecontrarythegroupbe-

havesasifitsmembersareinadequateandimmature,unabletodoand

learnanythingwithoutthehelpoftheleader.Underthisassumption,

thegroupbecomehostiletoanyrealandscientificmethodthatmay

helpthegrouptogrow,andleadtoavictoryoftheworkgroupoverthe

basicgroup.

Namedbasicassumptionofpairing(baP),thesecondonere-

ferstoanemotionalstateunderwhichthegroupbehavesasifitsmem-

hershavegatheredtopairoffandhopetogivebirthtoanew,andas

yetunbornMessiah-leaderthatwilldeliverthegroupfromitsfearsand

anxiety.TheMessiah-leaderisnotnecessaryaperson,itcanbeaplan,

anidea,anewtechnology,oreventhenextseason.Thegroupactivity

iscenteredaroundthishope,anditsmaintenanceasahope,thatispre-

ventingitfrombeingrealized,owingtotheconsciousorunconscious

fearthatthehoped-Messiahoridealwillfailinitsdeliverancemission.

For,asputbyBion(1968),"onlybyremainingahopedoeshopeexist
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"(
p.151).

Thethirdbasicassumptionwhichcanbeheldbythegroupis

theoneoffight/glight(baF).Thisbasicassumptionconsistsinbehav-

ingα8if``tん θgro乙4)ん α8met乙oノ ●igんtsometんingorto川 πawayfromLt.

Itispreparedtodoeitherindifferently"(Bion,1968:p.152).For,as

discussedbyBion,fightandflightaretheonlytwomethodsofself-

preservationthegroupknows.Whenoperatingonthisassumption,the

groupischaracterizedbywhatAnzieu(1984)called"illusiongroupal",

andcomesveryclosetoagroupdisplayingwhatJanis(1972)called

groupthinh.Thisbasicassumptionhasfordirectconsequencewasting

energyinfightingorfleeingfromfantasticenemies,withouttestingre-

ality,andbykeepingitatbay.Fortakingcountofrealitywouldlead

thegrouptothefrighteningdiscoverythattherealthreateningenemy

iswithinandnotoutsidethegroup(DeBoard,1978).

AsdiscussedbyBion,allthesebasicassumptionssharethe

characteristicsofbeingdefensemechanismsagainstthefearsand

anxietiesthegroupexperiencearouses.Bionarguesthatthesefearsand

anxietieshaveforprototypethefearandanxietyexperiencedbythe

childinitsrelationshipwithitsearlypart-object(thebreast)asde-

scribedbyMelanieKlein(1946,1959).Basedonhisexperiencewith

groups,BionwasconvincedthatthephenomenadescribedbyKleinas

characteristicofthetwopositions(paranoid--schizoid,anddepressive)

canbeobservedalsowithinthegroup,andthatthestudyofgroup

wouldnotadvancewithoutthehelpofsomeoftheKleinianconcepts.

Ascanbenoticed,Bion'stheoryshareswithBales(1950)'s

workthedistinctionbetweenthebasictask(workgroup)andsocial

emotion(basicassumption).However,theydiffersharplyinthefact
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ValencyandLeadership 7

thatBion,unlikeBales,seesthesetwogroupaspectsas"independent,

crosseddimensions"(McGrath,1984,p.155).

TheConceptofValency

Discussingtherelationshipbetweenthegroupbasicassump-

tionandtheroleplayedbyeachgroupmember,Bion(1968)arguedthat

participatinginabasicassumption"requiresnotraining,experience,

ormentaldevelopment"(p.153).Allwhatamemberneedstopartici-

pateinthegroupbasicassumptionishavingthevalenycorresponding

tothebasicassumptionwhichdominatesthegroupactivityatacertain

periodofitshistory.Initiallyawordborrowedfromphysics,valencyis

usedbyBion(1968)asexpressing"acapacityforinstantaneousinvol一

鷹 αrツcombinationofoneindividualwithanotん θr!or8んwringandact-

ingonabasicassum二ption"(p.153).Theword"combination"doesnot

meanherethatmembersconsciouslyco-operatewitheachother,butim-

pliesratherthatmembersunconsciouslyaimatthesameemotional

goals(dependency,fight/flight,orpairing).AccordingtoBion,"A

groupactingonbasicassumptionwouldneedneitherorganizationnor

acapacityforco-operation"(p.170).Heconsidersco-operationasthe

counterpartofvalencyintheworkgroup.

Moreover,valencycanbedefinedintermsofnatureandde-

gree.Thatis,eachpersonhasavalencyofagivennatureorkind(de-

pendencyvalency,fight/flightvalency,orapairingvalency).Asput

byBion(1968),aperson"canhave...novalencyonlybyceasingtobe,

asfarasmentalfunctionisconcerned,human"(p.116).Thereareindi-

vidualdifferencesintermsofthevalencydegree;dependingonhis/her

capacityforcombination,apersoncanhaveahighorlowvalency.A

personwitharelativelylowvalencywillbeconsideredhereaswork一
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oriented,or"co-operative".

Thepsychologicalandbehavioralcontentofagivenvalencyis

similartothecontentofitscorrespondingbasicassumption.Thatis,a

dependencyvalencyischaracterizedbyatendencytorelyonothers

(groupmembers,leader,etc.).TheFight/flightvalencyincludesfight-

ingwithothers,drawingothers(especiallytheleader)intofights,di-

rectandindirecthostility,criticism,boredom,avoidanceofconflict,

andwithdrawalfromthegroupactivity(Hafsi,1997).Themostfre-

quentexpressionsofpairingvalencyisatendencyofinvitingandap-

pealing,andthesametimeconveyingandencouragingintimateand

friendlyinteractions.Theexpressionofpairingisastronghopefora

bettergrouplife,astrongexpectation,andratherafuturisticandidyl-

liclookatthehere-and-now.

Itshouldbenotedthattheauthor,basedontheempiricalwork

ofStokandThelen(1958),preferstodividetheFight/flightvalency

intoFightvalency,andFlightvalency,anddealswiththemseparately

(Hafsi,1997).For,althoughtheyaretriggeredbythesamestimulus,

thatis,thefearofafantasticenemy,theyoperatetwodifferentkinds

ofdefencemethods.

Theresultsofresearchingroupdynamicshavetaughtusthe

factthatthegroupisnotmerelythesumofitsmembers,buttheydid

notshedlightonhowthepassagefromtheindividualtogrouptakes

place.Inotherwords,theseresultscannottellushowagivenmember

comestocombinewithothermemberstoconstituteagroupwithits

mindandculture.Thislackofinformationconcerningtheindividual-

grouprelationshipconstitutedakindof"missinglink"whichBion's

conceptofvalencyhashelpedustorestore.
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BasicAssumption,Valency,andLeadership

Thephenomenonofleadershipplaysanimportantroleinall

thebasicassumptions,eveninthebaPwheretheleaderisunbornand

hoped-for,andisnotnecessaryaperson(accordingtoBion ,1968,"it

maybeidentifiedwithanideaoraninanimateobject" ,p.155).Whenit

happensthataprimitiveorquasileadershipexists ,theleaderisex-

pectedtohaveapartialandnotaglobalvisionofthegroup,ifitisto

continuetoexist.Havingapartialvisionmeansperceivingthegroupas

agatheringofindependentmembers.Thisquasileadership,whichen-

couragesintimacy,interactswitheachgroupmemberbutnotwiththe

wholegroup;he/shemaybetheleaderforeachindividualmemberbut

notforthewholegroup.Fortherealleaderinagroupoperatingunder

baPisunborn,andshouldremainassuch,thatis ,ahoped-for-leader.If

theleaderisborn,thegrouploseshope,becausethisleader"willinevi-

tablyfailtodeliverthegroupfromtheirfears"(DeBoard ,1987;p.40)

whichareinherentinthegroupitself.

LeadershipinagroupdominatedbybaDisattributedwithom-

nipotenceandomniscience.Thegroupbehavesasifitisignorantofany-

thingandimmature,unabletocontributeanthing ,and,onthe

contrary,asiftheleaderhasinfinitepowerandknowledge.Theexam-

ple,givenbyBion(1968),ofanintelligentgroupmenbercanbeveryil-

lustrative.Askedwhyhedidnotcontributetothegroupdiscussion ,this

membersaid:"IdonotneedtotalkbecauseIknowthatIonlyhaveto

comeherelongenoughandallmyquestionswillbeansweredwithout

myhavingtodoanything."(p.147).Besidestheleader,thegroupmay

resortalsotothedeificationofsomeobjects,ideals,norms,rules,gath-

Bringthem,sometimes,inaformofbible.
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Thepresenceofleadershipismoreindispensableinagroupop-

eratingunderbaFthanunderanyotherbasicassumption,becauseof

theimportanceofactionforthegroupauto-preservation.Theleaderis

experctedtoleadthegroupinitsbattlewithandflightfromtheirfan-

tasticenemies.TheFight/flightleadershipwhichvaluescourageand

promotesself-sacrificeamongfollowersisbasedonparanoiaandac-

tion.

Thecommoncharacteristicofallthesethreetypesofleader-

shipstylesisthefactthattheyallarethecretionofthegroup,and

servethegroupinitsdefenceagainstcomingintocontactwithreality,

thedreadfulrealityofthegroupexperience.Therefore,thebasicas-

sumptiongroup,incontrasttoworkgroup,hindersthegroupdevelop-

mentprocessandpreventsthegroupfromperformingconstructive

work.

Asdiscussedabove,valencyis"乙 んeご 几(Zごoご(ZμαZ'8rθ α(Zごπθ88乙o

enterintocombinationwiththegroupinmakingandactingonthebasic

assumptions"(Bion,1968;p.116).Basedonthisdefinition,andthe

abovebrieflydescribedBion'stheoryofbasicassumptionsandleader-

ship,theauthordevelopedageneralhypothesisthatthepreferencefor

agivenleadershipstyleistheresultoftheperson'svalency.Toputit

concretely,itwashypothesizedthat

Hypothesis1:Asubjectwithadependencyvalency(Dv)would

preferbestaleadershipstylethatencouragesdependencyontheleader.

Hypothesis2:Asubjecthavingafightvalency(Fv)wouldpre-

ferbestaleadershipstylethatencouragesaction,submission,competi-

tion,anddisplaysaggressivebehavior.

Hypothesis3:Asubjectdisplayingaflightvalency(Fv)would
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preferbestaleadershipstylethatencourageswithdrawalfromthetask

byengaginginnon-taskactivity(joking,chatting,etc.).

Hypothesis4:Asubjectcharacterizedbyapairingvalency

(Pv)wouldpreferbestaleadershipstylethatencouragesinterpersonal

communicationandinteraction,valuesindividualopinionsandideas,

andputmoreemphasisonpre-taskactivity(planning,thinkingabout

methods,etc.)thanonthetaskitself.

Hypothesis5:Asubjectcharacterizedbyworkorcooperation

tendency(Ct)wouldpreferbestatask-orientedandreality-basedlead-

ershipstyle.

Totestthesehypotheses,theauthorconductedtwostudies,a

surveyandanexperimentalstudy,followingthemethodologydescribed

below.

STUDYl

Thefirststudyisasurveywhichwasconductedtoinvestigate

therelationshipbetweenthesubject'svalencyandthekindofleadership

behaviorhewouldvalueorexpectfromtheleaderwhenthegroupisfac-

inganemergencysituation,oranaccidentsituation.

METHOD

Subjects:

Onehundredandthirty-fourmaleundergraduatestudents

servedassubjectsisthepresentstudyasapartialfulfillmentc,fthere-

quirementsofanintoductorycourseonclinicalpsychology.

Testmaterials:

RGST-Nu:Inordertodetermineeachsubject'svalencyandco-

operationtendency,arevisedversionoftheReactiontoGroup
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SituationTest(RGST),initiallydevelopedbyStockandThelen(1958),

wasused.Therevisedversion(RGST-Nu)ofthetestconsistsof28

itemswhichpresentthesubjectwithaparticularemotional

(Dependency,Fight,Flight,Pairing),andworkstimulus-situation

(Hafsi,1997).Hereisanexampleofthesestimuli-situation:Item12

(fightstimulus):"Whenthegroupdisparagedhisidea,Taro...".The

subjectisinstructedtofilltheblankandcompletethesentence.Thesub-

ject'sresponseisthenscoredaccordingtoascoringmanualdeveloped

byoneoftheauthors(formoredetails,seeHafsi,1997).Thesubject's

valencyorcooperationisdeterminedbasedontheresultsofthistest.

LeadershipPreferenceScale(LPS):TheLPSwasdevelopedto

determinethetypeofleadershipthesubjectwouldpreferinaproblem-

aticsituation.Itwasdesignedsothatthesubjectisaskedtoevaluate

ona5-pointscalefivepossibleleadershipstyles(dependency,fight,

pairing,flightandwork)displayedasaresponsetothesituationin

question.Theproblematicsituationheredescribesafactorywhich,asa

resultofanaccident,suddenlystoppedoperating.Thefiveleadership

stylesdisplayedasareactiontothissituationweredescribedasfol-

lows:

1.Dependencyleadership:Theleadersaidtohissubordinates

"youdon'tneedtodoanytyingjustleaveittome"
,andstartedto

thinkaboutthecauseofthetrouble.

2.Fightleadership:Theleadersummonedthesubordinatewho

causedthetrouble,askedbimaboutthecauseofthetrouble,suggesting

thatheshouldtakeresponsibilityforthetrouble.

3.Pairingleadership:Theleaderaskedsomesubordinatesto

thinkabouta"good"methodsothatthesametroublewillnotoccur
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again.

4.Flightleadership:Theleaderinvitedthesubordinatesto

takeabreakandrelax.

5.Work-orientedleadership:Theleadertriedtofindoutthe

causeofthetrouble,andaskedthesubordinatestocontinuedoingtheir

work.

Procedure:

ThesubjectswereadministeredtheRGST-NuandtheLPScol-

lectivelyattheendofaclass.Theexperimenterreadthestimuli-

situations(items)one-by-one,allowinganintervalof20seconds

betweentwostimuli.Thesubjectswereinstructedtofilltheblank,

writingdowntheresponseassoonaspossible,aftertheexperimenter

hasfinishedreadingtheitem.Moreover,thesubjectswerealsoaskedto

writetheresponseinafree-associationway,withoutthinkingdeeply

aboutwhattheyshouldwrite.Thetestlasted25minutes.

RESULTS

Totestthehypothesisofthepresentstudy,whichpredictare-

lationshipbetweenthesubject'svalencytypeandtheleadershipstyleof

hispreference,ANOVAwasperformed.Theresultsrevealedhighlysig-

nificantdifferencesbetweenthedifferentvalencytypesregardinglead-

ershiptypepreference.Thatis,asindicatedinTable1,subjectstended

toprefertheleadershipstylewhichreflectstheirvalencytype.Toputit

concretely,itwasfoundthatsubjectswithdependencysignificantly

prefBredmoredependencyleadershipthanotherleadershipstyles(F

[4,134)=71.90,pC.0001).Thesamesignificantdifferencewasfound

inthecaseofthesubjectswithfightvalency.Thelattersubjectswere
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foundtopreferfightleadershipmorethantheotherleadershipstyles

F[4,134]-15.30, 、ρ<.0001).Similarly,thesubjectsclassifiedashav-

ingapairingvalencyshowedmorepreferenceforpairingleadership

thanforotherleadershipstyles(F[4,134]=44.10,pC.0001).The

samepreferencetendencywasdisplayedalsobythesubjectscharacter-

izedbyflightvalency.Thatis,thelattersubjectsvaluedflightleader-

shipmorethantheotherleadershiptypes(F[4,134]ニ24.02,」 ρ 〈

.0001).Finally,thesubjectsdisplayingaworktendencyshowedsignifi-

cantlymorepreferencefortheworkorientedleadershipstyle(F[4,134]

=35 .02,pC.0001).

Hence,theresultsrevealedthat,ashypothesized,thesubject's

valencyisadeterminantfactorofhispreferenceforaspecificleader-

shipstyle.Inotherwords,thesubjecttendstovaluehighertheleader-

shipstylewhichpromontesthebehavioralandemotionalcontentofhis

valency.Forinstance,asdescribedabove,thebehavioralandemotional

contentofdependencyvalencyischaracterizedbythetendencytode-

Pendontheleaderandothergroupmembers;therefore,thepersondis-

playingthiskindofvalencytends,asdemonstratedbytheresults,to

showpreferenceforthedependencyleadership.

However,althoughtheresultsofthefirststudyseemtobecon-

vincing,whattheydemonstratepreciselyisonlythefactthatthesub-

jectsvaluedhighlytheleadershipstyleattheattitudinallevel,forthey

werenotreallyoperatingundertheleadershipstyletheyvalued.In

otherwords,evenifasubjectvalues,ordisplaysapositiveattitudeto-

wardsagivenleadershipstyle,thisdoesnotnecessarymeanthathewill

valueitinthesamewaywhenexposedorsubjectedtothisleadership.

Mostoftheleadershipstudies(see,Bass,1981)whichusequestionnaire
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Table1. RelationshipBetweenValencyandAttitudinal

PreferenceofLeadershipStyle

Leadership

Style

ValencyType

Pairing Fight Dependency Flight Cooperation

Dependency

Pairing

Fight

Flight

Work

3.1

(.89)

)

Q
U

4
U

.

4

↓■
⊥

.
(

3.4

(1.35)

)

O
O

ρ0

.

OO

り
0

・
(

)

8

ρ0

.

8

Q
J

●
(

4.6

(.49)

3.8

(.73)

1.4

(.95)

2.6

(1.06)

2.2

(.89)

1.7

(.59)

2.9

(.94)

3.1

(1.42)

2.7

(1.01)

2.1

(.61)

4.0

(.89)

3.6

(.81)

3.1

(1.32)

1.1

(.40)

3.1

(2.04)

3.7

(.75)

2.7

(.92)

2.4

(.89)

4.0

(.69)

1.3

(.69)

Note:Valuesrepresentmeans(ofeachpairofsubjectswiththesame

valency)andstandarddeviations(inparentheses).

*Pぐ0001

methodsdonomakedifferencebetweenthesetwoconditions(exposed

vsunexposed)whenstudyingattitudetowardsleadership.

Therefore,foracompletetestoftheabovediscussedhypothe-

ses,itisnecessarytoconductastudydesignedsothatthesubjectswill

beexposedtothedifferentleadershipstyles.Thatisthereasonwhythe

secondstudydescribedbelowwasconducted.

STUDY2

Thepresentisanexperimentalstudywhichwasconductedto

furthertestthehypothesesconcerningtherelationshipbetweenvalency

andleadershippreferencedevelopedinthefirststudy.
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METHOD

S吻 θcオ8!

Atotalnumberof50maleundergraduatestudentsinclinical

psychologyparticipatedintheexperimentasapartialfulfillmentof

courserequirements.Thesubjectsweredividedinto10groups,sothat

eachgrouphas4memberswithdifferentvalencies(Dv,Fv,Flv,and

Pv),andonemembercharacterizedbycooperationtendency(Ct).Five

maleassistantsprovidedthegroupswithleadership;eachassistantwas

trainedinoneleadershipstyle,namely,Dependency,Fight,Flight,

Pairing,andWork-orientedleadershipstyles.

Theexperimentwasdesignedsothattwogroups(sixpairs:Dv

pair,Fvpair,Flvpair,Pvpair,andCtpair)experiencethesamelead-

ershipstyle,andtheexperimentwasconductedonegroupatonetime.

Thebehavioralcontentofeachleadershipwasasfollows:

Dependency:Theleaderencouragesdependencybydoingmostofthe

workalone,makingthegroupmembersfeelingthattheydonotneedto

doanything,becausetheleaderwilldoalltheworkinsteadofthemand

betterthanthem.Thecommunicationflowisunilateral;itflowsonly

fromtheleadertothegroup,andnotvice-versa.Theleader'sattitude

towardsthegroupisthatofateachertowardspassivepupils.Thisat-

titudeisoftenexpressedintermsof"leaveittome,thetaskshouldbe

donethisω α)ノ,liste/2tom(ヲ1'〃teach二youんoωto...",andsoon.

Fight:Theleaderdiscouragesanyindividualideaandopinionthatruns

countertotheideaortheopinionheldbytheleaderand(obviously)the

group.Theleaderdoesnotinteractwithindividuals,butwiththewhole

groupwhengivinginstructions.Hedoesnottolerateandcriticizes

openlythegroupmembersincaseofnon-participationorloafing,
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ValencyandLeadership17

creatingscapegoats(Hafsi&Nishimura,1996).Consequently ,anim-

portantpartofthetime(normallydevotedtothetask)isusedtocriti-

cizesilentsubjects(thosewhodonotcontribute"sufficiently"tothe

grouptask)andanyaspectoftheexperiment(includingtheexperiment

method,theinstructions,theexperimentalroom ,andthestaff,

namely,theexperimenterandtheassistant).

Flight:Asmentionedabove,flightleadershipisbasicallynotdifferent

fromfightintermsofgroupaim.Inbothcases ,theleadershipaimsat

1)divertingthegroup'sattentionfromthegroupitselfandthetask ,

and2)creating(in-orout-group)enemiesandscapegoats.However,

theirdifferencesresidesinthemethodusedtoreachthisaim .What

characterizesbehaviorallytheflightleadershipisavoidanceof1)con-

flictsbyreducingtoastrictminimuminterpersonalcommunication

andexpressionofindividualideasandopinionsthatmayleadtocon-

flicts;2)avoidanceofthetaskbyresortingoftentojockes,intellectual

speculations,andspendingtimeinmattersunrelatedtothetask(news,

leader'shobbyandpersonalmatters,etc.).

Pairing:Unlikethefightandflightleadership,pairingleadershipen-

couragesinterpersonalcommunicationandintimacy.Relativelynon-

directive,thepairingleaderputsmoreemphasisonsearchingforthe

"best"
method(thehope-for-method)toperformsuccessfullythetask

thanonthetaskitself.Mostofthetimeisthusspentbytheleaderin

proposing,criticizing,andrejectingmethods.

Work-oriented:Thework-orientedleaderpromotestheuseofreality-

based(scientific)methodstoperformthetask.Constructiveideasand

opinionwhichdonotobstructthetaskprocessarewelcomedanden-

couraged.Unlikethebasicassumptionleaders,thework-orientedleader
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valuestime;hemanagessothatthetaskisperformedinthescheduled

time.

Testmateri¢ls:

Beforedividingthesubjectsintogroups,itwasnecessarytode-

termineeachsubject'svalencyandcooperation.Likeinthefirststudy,

histaskwasconductedusingarevisedversionoftheReactiontoGroup

SituationTest(orRGST-NudevelopedbyHafsi,1997).

Procedure:

Oneweekbeforetheexperiment,141studentswereadminis-

teredtheRGST-NuCollectivelyattheendofaclass,followingthepro-

cedureusedinthefirststudy(Study1).However,owingtoarelatively

irregulardistributionintermsofvalencies,onlythe50subjectsde-

scribedabovewereselectedtoparticipateintheexperiment.

Asmentionedabove,thesubjectsweredividedin5-member

groupsbasedontheresultsofRGST-Nu,andthethusselectedgroups

wereaskedtoparticipateintheexperience.Whenthegroupcameatthe

indicatedtime,theexperimentassistantledthermintheexperiment

roomwheretheleaderwaswaiting.Theywereaskedtositdownaround

atable,andwaitfortheinstructionswhichweretransmittedtothem

bytheexperimenterthroughaninterphone.

Self-introduction:Astheywerenotfamiliartoeachother,first,they

wereinstructedtointroducethemselvestoeachotherinnotmorethan

threeminutes.Thepurposehereistoallowtheleadertoexpresshimself

(followingascenario)andletthesubjectshaveanideaofthekindof

leadershipthatcanbeexpected.
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T¢sh:Afterthesubjectshaveintroducedthemselves,thegroupwasin-

structedtostartperformingthetask,followingtheleader'sinstruc-

tions.Thecontentandthewayleadergivestheinstructionsdependson

theleadershiptheleaderwastrainedin.Thetaskconsistedinwritinga

storybasedononeoftheplatesfromtheJapaneseversionofthe

ThematicAperceptionTest(TAT).ThegroupweregiventheTATplate

andaskedtowriteanoriginalstoryin30minutes.Aftercompletingthe

task,theleaderlefttheroom,andtheothergroupmemberswereasked

tofillinaquestionnaire.

Questionnaire:Thequestionnairecomprisedtwodifferent5-point

subscales,withpoint-1designatingthestrongestagreement
,andpoint-

5thestrongestdisagreementwitheachitem.Thefirstsubscale(8

items)wasusedtomeasurethesubject'spreferencefortheleadership

styleheexperienced.Thesecondsubscale(11items)wasdesignedto

measurethesubjectscognitionoftheleadershipstyle.Itwasnecessary

toexaminewhetherthesubjects'perceptionoftheleadership--under

whichtheywerefunctioning--correspondedreallytotheleadershipthe

leaderwastrainedinandwassupposedtoprovidethegroupwith.

Therefore,thesubjectswereaskedtoevaluatetheleadershipstyle(to

whichtheyweresubjected)onfiveleadershipbehaviors,namely,pair-

ing,fight,dependency,flight,andwork.Whenthesubjectshavecom-

pletedthequestionnaires,theexperimenterexplainedtothesubjectsthe

mainaspectsoftheexperiment,thankedthem,andpromisedthema

feedbackoftheresultsduringtheclass.

RESULTS

Beforeanalyzingtherelationshipbetweenvalencyandleader-

ship,ananalysisofthesubjects'perceptionoftheexperimental
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Table2.ComparisonofLeadershipStyleonEachLeadershipBehavior

Leadership

Style

LeadershipBehavior

Pairing Fight Dependency Flight Work

Pairing

Fight

Dependency

Flight

Work

1.8

(.52)

3.9

(.61)

3.8

(.52)

3.8

(54)

3.8

(.42)

3.9

(.56)

1.8

(.42)

4.0

(.56)

4.3

(.54)

3.6

(.36)

3.7

(.52)

3.9

(.66)

2.5

(.52)

)

Q
σ

0
σ

.

4

3

。

(

3.7

(.67)

4.2

(.58)

3.1

(.76)

4.2

(.58)

)

ρ
U

Q
U

.

4

1

ー
ム

・
(

3.7

(.94)

3.8

(.85)

3.5

(.47)

3.5

(.85)

4.1

(.65)

1.7

(.81)

Note:Valuesrepresentmeansofthepairofsubjectswiththesamevalency

andstandarddeviations(inparentheses).

*pC.0001

leadershipconditionswasconducted.Theaimofthisanalysiswasto

findoutwhetherornottheseleadershipconditionsweresufficiently

andcorrectlyperceivedbythesubjects.Inotherwords,itwasnecessary

todetermineif,forinstance,thedependentleadershipwasreallyper-

ceivedbythesubjectsexperiencingitasarousingandpromotingdepend-

envyduringtheexperiment.Allthefiveexperimentalleadership

conditionswerethustestedforconsistencyinthisfashion.

AsindicatedinTable2,theresultsofananalysisofvariance

(ANOVA)demonstratedthatthesubjectshavecorrectlyidentifiedeach

leadershipstyle.Asdescribedabove,thesubjectsevaluatedeach
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Table3.PearsonCorrelationCoefficientsBetween

ValenciesandPreferenceofLeadershipStyle

Valency

Type

LeadershipStyle

Pairing Fight Dependency Flight Work

Pairing.48

Fight

Dependency

Flight

Cooperation

.30***

.76***

.21

.30

Note:*pC.05;**pC.001;**pC .0001

leadershipstyleonfiveleadershipbehaviors,namely,pairing
,fight,de-

pendency,flight,andwork.Theresultsrevealedthesametendencyfor

eachleadershipstyle.Thatis,thesubjectsevaluatedtheirleaderonthe

behaviorcorrespondingtohisleadershiphigherthanontheotherfour

behaviors.Toputitconcretely,theevaluationofthepairingleadership

wassignificantlyhigheronthepairingbehaviorthanontheotherbe-

haviors(F(4,49)=22.2,、 ρ 〈.0001).Inthecaseoffightleadership,the

differencebetweentheevaluationonfightbehaviorandotherbehavior

wassimilarlyhighlysignificant(F(4,49)=22 .7,」 ρ<.0001).Thesame

highlysignificantdifference(F(4,49)=8.4,p〈.0001)wasfoundbe-

tweentheevaluationofthedependencyleadershipondependencybehav-

forandotherbehaviors.Similarly,theflightleadershipwasperceived

asdisplayingsignificantlymoreflightbehaviorthanotherbehaviors

(F(4,49)=42.8,」 ρ<.0001).Thework-orientedleadershipwasalso

evaluatedhigheronworkbehaviorthanonotherbehaviors(F(4,49)_

17.8,P〈.0001).Basedonthesefindings,wecanthusconcludethatthe
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Table4.RelationshipBetweenValencyand

PreferenceofLeadershipStyle

Leadership

Stylepairing

ValencyType

Fight Dependency Flight Cooperation

Pairing

Fight

Dependency

Flight

Work

1.8

(.90)

3.7

(.45)

3.1

(.20)

3.7

(.50)

3.4

(.60)

4.2

(.50)

1.7

(.20)

4.4

(.30)

3.1

(.60)
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(.70)
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(.20)
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3.7

(.10)

4.1

(.30)

)
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O
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に
U

O
O

。
(

3.4

(.20)

4.6

(.20)

)

0
0

0

.

-
巳⊥

-
■

▲

・
(

4.4

(.10)

4.1

(.60)

3.3**

(.40)

4.4***

(.40)

4.7**

(.20)

1.6**

(.40)

Note:Valuesrepresentmeans(ofeachpairofsubjectswiththesame

valency)andstandarddeviations(inparentheses).
*pC .05;**pC.Ol;***pC.001

thefiveleadershipconditionswereadequatelyperceivedbythesubjects,

byevaluatinghighlyeachleadershiponitscorrespondingbehavior.

Totestthehypothesesdevelopedinthepresentstudy,thecor-

relationbetweenthesubject'svalencyandhisleadershippreferencewas

firstanalyzed.Asindicatedbythecorrelations(Pearsoncorrelations)

matrixinTable3,thereweresignificantpositivecorrelationsbetween

thevalencytypeandleadershippreference.Thatis,thepairingvalency

wasfoundtobesignificantlycorrelatedwithpairingleadershipprefer-

ence(r=.48,pC.0001),fightvalencywithfightleadershippreference

(r=.30,pC.0001),dependencyvalencywithdependencyleadership
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preference(r=..76,p<.0001),flightvalencywithflightleadership

(r=.21,P〈.05),andcooperationtendency(cooperation)withwork-

orientedleadershipPreference(r・=.30,」 ρ<.001).

Thisfindingmotivatedfurtherinvestigationoftherelation-

shipbetweenvalencytypeandleadershippreference .Ananalysisof

variance(ANOVA)withvalencytypeandleadershippreference(prefer-

enceforpairing,fight,dependency,flight,andwork-oriented)wasalso

conducted.AsindicatedinTable4,theresultssupportedallthe5hy-

pothesesdevelopedinthepresentstudy.Thatis,ashypothesized,sub-

jectswithPvtendedtopreferbestthepairingleadershipmorethan

subjectswithothervalencies(F(4,9)=4.39,p〈 .06);subjectswithFv

displayedpreferenceforfightleadershipmorethanothersubjects(F

(4,9)=29.9,P〈.001);subjectswithDvpreferreddependencyleader。

ship(F(4,9)=51.6,p<.001);subjectswithFlvshowedpreferencefor

flightleadership(F(4,9)=16.9,p〈.01),andthosewithCt(coopera-

tion)forwork-orientedleadership(F(4,9)=19.9,p<.01).
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DISCUSSIONANDIMPLICATIONS

Hence,assuggestedbythefindingsofthepresentstudy,there

isacloserelationshipbetweentheperson'svalency(inBion'sterms)

andhis/herleadershippreference.Inotherwords,valencyinfluencesor

determinestheperson'spreferenceforagivenleadershipstyle.

Thisfindinghasseveralimplicationsforthestudyandunder-

standingtheeffectivenessofleadership,andtheleader-followerrela-

tionship.However,themostimportantimplicationconcernsthe

contingent(Fiedler,1967)andrelativeaspectoftheleadershipphe-

nomenon.Inspiteoftherelativelylimitednumberofdata,theresults

suggestthat,unlikewhatmostofleadershiptheories(seeBass,1981)

argue,leadershipistheresultofthegroup'scultureand,tobemorespe-

cific,thebasicassumptionunderwhichthegroupisoperating,and,as

amatteroffact,themembers'valencies.Addressingthistopic,Rice

(1965)writesthat"lfthedpproriateassumptionisdependent,the

leaderんastobedependablebutre¢listic;ifpairing,potenち 傭 ω 励

dueregardtothelimitationsofhispotency;iffight,constructivelyag-

gressive,bravebutnotfoolhardy;ifflight,abletoextricatethegroup

fromadifficultsituation,butnotcoward;normustheexpecttobe

abletosolveallthegroup'sproblemsintheprocessofextrication."

(p.27).

BasedonBion'spsychoanalyticalexperiencewithgroups,the

presentstudyconstitutesoneoftheattemptstheauthor(Hafsi,1996;

997)hasbeenmakingtosubmitpsychoanalyticalhypothesstolabora-

torytesting.Fortheauthorshareswithmanypsychoanalystsand

psychoanalytically-orientedresearchers(e.g.,Silverman,1975;Masling

&Schwartz,1979;Greene&Rosenkrantz,1986)thebeliefthatwithout
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laboratoryorempiricaltestingingeneral,norealandsignificant(theo-

reticalandmethodological)progressispossibleinpsychoanalytic

grouppsychology.Lastly,theauthorhopesthatthefindingsofthepre-

sentstudywillstimulatedfurtherresearchtotestBion'soriginaland

creativehypothesesconcerninggroups.

(M.HAFSI:NaraUniversity,FacultyofSocialResearch

H.YAMAGATA:KusunokiClinic)

REFERENCES

Anzieu,D.(1984).LegroupetI'inconscient:L'imaginairegroupal .

Paris:Dunod.

Bales,R.F.(1950).Personalityandinterpersonalbehaviour.NewYork:

HoltRinehartandWinston.

Bass,B.M.(1981).Stodgill'shandbookofleadership.NewYork:Free

Press.

Bion,W.R.(1968).Experiencesingroups.NewYork:BasicBooks .

DeBoard,R.(1978).Thepsychoanalysisoforganizations:Apsycho-

analyticapproachtobehaviouringroupsandorganizations.

London:TavistockPublications.

Fiedler,F.E.(1967).Atheoryofleadershipeffectiveness.NewYork:

McGraw-Hill.

Freud,S.(1921).Grouppsychologyandtheanalysisoftheego.

London:HogarthPress.

Greene,L.R.,&Rosenkrantz,J.(1986).Idiosyncraticneedsforfusion

anddifferentiationingroups.InJ.Masling(Ed.),Empiricalstud-

iesofpsychoanalytictheories:Vol.2(p.197-217).Hillsdale,New

Jersey:TheAnalyticPress.

Hafsi,M.(1996).Anxietyasadeterminantofleadershipemergencein

104



26

leaderlessgroups.Psychologia,39,24-32.

Hafsi,M.(1997).DevelopingaJapaneseversionoftheReactionto

GroupSituation(RGST).MemoirsofNaraUniversity,25,105-117.

Hafsi,M.,&Nishimura,T.(1996).BasicassumptionandScapegoating

(inJapanese).NaraUniversity,Unpublished.

Janis,1.L.(1972).Victimsofgroupthink:Apsychologicalstudyof

foreignpolicyandfiascoes.Boston:HoughtonMifflin.

Klein,M.(1946).Notesonsomeschizoidmechanisms.International

JournalofPycho-¢nalysis22,99-110

Klein,M.(1959).Ourabultworldanditsrootsininfancy.Human

Relations,12,291-303.

Lewin,K.(1947).Frontiersingroupdynamics.HumanRel¢tions,1,5-

41.

Masling,J.,&Schwartz,M.(1979).Acriticofresearchinpsychoana-

lytictheory.GeneticPsychologニ ソMonogr(4)ん8,100,257-307・

McGrath,J.E.(1984).Group:Interactionandperformance.New

Jersey:Prentice-Hall,Inc.,EnglewoodCliffs.

Rice,A.K.(1965).Learningforleadership.London:Tavistock

Publications.

Silverman,L.(1975).Onetheroleoflaboratoryexperimentsinthede-

velopmentoftheclinicaltheoryofpsychoanalysis:Dataonthe

subliminalactivationofaggressiveandmergingwishesinschizo-

phrenics.InternationalJournalofPsychoanalysis,2,43-64.

Stock,D.,&Thelen,H.(1958).Emotionaldynamicsandgroupculture.

WashingtonDC:NationalTrainingLaboratories.

103


