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ABSTRACT
This research focused on the relationship between
leaders and members and how they respectively view
the critical job skills for the member position. Jungian
cognitive orientation was expected to have an effect on
the common understanding of the importance of job
skills, and leaders and members with different cognitive
orientations were expected to view the critical skills 
of the same job differently. The participants were 96
adults employed in a field organization of a private
sector high technology company in either an individual
contributor role (member) or at the first level of super-
vision (leader). Separate surveys measured leaders’ and
members’ perceptions of the importance of a list of job
skills and leaders’ and members’ Myers-Briggs Type
Indicator® types. The data analysis indicated a relation-
ship between the cognitive orientation and the value
that leaders and members have of the job skills for the
member position. 

INTRODUCTION
High and ever improving performance is critical to
organizational success and survival. Davis and Meyer
(1999) suggested that corporate success is now meas-
ured by market capitalization per employee and that the
human talent will flow to companies that offer the most
wealth. In large part, organizational performance is a
composite of and dependent on the high performance
of individuals in the company (Drucker, 1966; Heller,
1984; Ingalls, 1976). It is generally agreed that individ-
ual and organizational performance can be improved
through a leadership process that includes establishing
a purpose, building a shared vision, and developing
shared plans (Bennis & Nanus, 1985; Hewlett-Packard,
1986; Hitt, 1988; Pearman, 1998). The common
understanding that leaders and members have of the
members’ job and the skills needed to do the job is a
fundamental ingredient of building this shared vision
and having shared plans. Jack Welch, General Electric’s
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CEO, professes that in a worldwide competition
increasingly driven by speed, companies no longer have
time to tell their people what to do (Tichy & Sherman,
1993). 

Alignment between the leader and the people he
or she leads is crucial to the overall effectiveness 
of any organization. For effectiveness,
leaders and members need to have
similar views of the critical skills 
of the members’ jobs. To maximize
productivity, workers in the same job
class should be considered as individ-
uals, not as homogenous work assets.
A one-to-one approach can impact
attraction, selection, and retention of
key talent (Schneider, 1987). 

The present study examined the
alignment between leaders and
members in a major field operation of
a Fortune 50 company and tested
what effect Jungian cognitive orientations had upon this
alignment. Insight into this alignment has practical as
well as theoretical significance in improving leadership
practices (Smolka, 2001).

This study focused on the interaction between
leader and member and how they respectively view the
critical skills for the member position. The premise is
that if a leader and member value the critical skills of
the member’s position differently, the human energy of
the member may be inappropriately directed toward
skills the leader views with lesser importance than the
member. This study was only directed toward whether
the skills valued by the leader were viewed or valued
differently by the member. Although a leader-member
relationship is one of mutual dependence (Gabarro &
Kotter, 1993), this work focused on how members
aligned with leaders, as value to the organization
benefits most from this dependency.

Leaders and members do not necessarily view
situations, act, or think homogonously. It is generally
accepted that leaders are disproportionately repre-
sented by a relatively small subset of personality types
(Hughes, Ginnett, & Curphy, 1996). If this is true 
and if the general member population is distributed
more proportionally over the complete set of person-
ality types, there is the likelihood that a mismatch of
personality types between members and leaders will
exist. This mismatch of type or cognitive orientation
can have a direct impact on the leader-member

interaction. The present research examined the impact
of personality preferences in terms of leader-member
alignment on the way leaders and members view
critical job skills. 

Most theories of leadership emphasize leadership
from the point of view of the leader (trait, style) or the

follower and the context (situational
leadership, contingency theory, and
path-goal theory). Leader-member
exchange theory (LMX) takes another
approach and conceptualizes leader-
ship as a process centered on the
alignment and interactions between
vertical leader-follower dyads (Graen
& Uhl-Bien, 1995).

If leaders and members have
different cognitive orientations, they
may be inclined to express their
differences in the importance they
assign to the critical skills of a job

position. Awareness of this diversity of thought could
lead to improved understanding of the gap between
how a leader and member view the same skills. 

This research was designed to determine if the
differences in cognitive orientation between leader 
and member have an impact on how each values the
importance of critical job skills. The study provides 
(1) empirical evidence that cognitive orientation is
associated with insight into how people view critical
skills in the job, (2) evidence that Jungian cognitive
orientations are most closely aligned between leaders
and members in a common job category, and (3) insight
into how the differences in leader and member
cognitive orientations may impact this critical dyadic
working relationship.

Carl Jung (1921/1976) posited that people 
are not homogenous, but rather have psychological
preferences for the ways in which they relate to 
the external world, gather information, and make
decisions. Knowledge of psychological type can help
individuals better understand their behavioral patterns
at work, avoid being prisoners of their own preferences,
and better align with their superiors and subordinates.
The Myers-Briggs Type Indicator instrument (MBTI®) 
is a popular and useful instrument, if used properly, for
providing preference information to assist leaders
(Hughes et al., 1996). If a leader and member have
different preferences, their alignment concerning what
is important in the member’s job might be problematic.
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This could have a negative effect on the overall effec-
tiveness and efficiency of the organization in which 
they work. The research conducted measured cognitive
orientation using the MBTI instrument and job skill
importance to determine if the MBTI instrument
identified preferences that can predict leader-member
variance in how job skill importance
is viewed.

The use of the MBTI tool for
management and leadership can be
thought of as an application of
diversity—diversity of thought. The
realization that people do not think
homogonously, but rather have this
diversity of thought, is the central
theme of this work. If an employee
and manager see the same job
differently based on their personality
preferences, it can lead to a lack of
common goals, misalignment, and a
loss of effectiveness for the organiza-
tion. In today’s rapidly changing
environment in which restructuring
and downsizing are commonplace,
there has also been a unilateral revocation of implied
loyalties (Wheeler & Hirsh, 1999). In this climate, any
inefficiency of misalignment is greatly amplified.
Managers who can figure out how to align are more
successful at fostering innovation (Leonard & Straus,
1997).

Jung’s (1921/1976) theory stated that individuals
differ in their basic mental functions of perception and
judgment. If the leader and member of an organization
perceive and judge events and information in a
dissimilar fashion and differ in what they value as
important in the job, efficiency and the productivity of
the organization may be impacted negatively.

A review of the studies on leadership shows a 
wide variety of different approaches to explain the
complexities of the leadership process. Barnard (1938)
discussed the basic tenet of alignment between leaders
and members as part of the role of management in
balancing the needs of the organization with the
worker’s needs. Bennis (1989) made a critical distinc-
tion between doing the right things (leadership) and
doing things right (management), whereas Gardner
(1986) integrated management as one of the nine tasks
of leadership.

Despite the many ways leadership has been
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described, there are several common components that
provide the essence of this activity. The components are
that leadership is a process, it involves influence, 
it occurs in groups, and it has some goal or end game.
The importance of the distinction between what a
leader does and how it is done is that leadership is not

something a leader does in isolation,
but rather it involves an interaction
between a leader and a member.
Leaders and followers need to be
understood in relation to each other.
Hollander (1978) theorized that we
can better understand the leadership
process if we look not only at the
leaders and the followers, but also
examine how leaders and followers
affect each other in the leadership
process.

Although most leadership
theories emphasize leadership from
the perspective of the leader (traits,
style) (Bass, 1990; Bennis & Nanus,
1985; Blake & Mouton, 1985; Jago,
1982) or the follower and the context

(situational leadership; Hersey & Blanchard, 1972;
Stogdill, 1974), contingency theory (Fiedler, 1967), 
and path-goal (Evans, 1970; House, 1971), leader-
member exchange (LMX) theory focuses specifically on
the interaction between leaders and their followers. The
definition of leadership previously given involves an
interaction between a leader and a member. The impor-
tance of this distinction and how it is used in this study
is that leadership is not something that a leader does in
isolation, but rather it involves an interaction between 
a leader and a member. Leader-member theory uses 
the dyadic relationship between leaders and followers 
as the model for the leadership process (Dansereau,
Graen, & Haga, 1975). Leader-member theory has
challenged other theories that suggest leadership 
is something that leaders do toward their followers. 
This theory suggested that there are differences that 
might exist between the leader and each of his or 
her followers (Northouse, 1997). Alignment between
supervisor and subordinate concerning the subordi-
nate’s job should provide a common goal and effective
use of human energy. Today’s competitive environ-
ments, right-sized to improve fiscal performance and
satisfy stakeholders, do not have human energy margins
available for misalignment and inefficiency.
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METHOD
The participants were adults employed in a field organ-
ization of a private-sector high technology company in
1999. The general population of members (M) in this
organization reported to a group of first-level leaders
(L). All of the participants were college graduates, with
the majority holding a bachelor’s degree in electrical
engineering. A minority of the population held higher
degrees either in other engineering disciplines or in
business. The majority of the population consisted of
white males.

Of the total population of 110 people, the subset
selected for this investigation consisted of the 15 first-
level supervisors and 92 members. From this subset 
of 107, responses on the MBTI instrument and the job
skills survey were received from 14 of the 15 leaders
and 82 of the 92 members for a total of 96 respondents.
Complete type tables are available from the author.

Two questionnaires were used in the study: the
MBTI instrument (Form G) and a list of 35 job skills of
the member position. Participation was voluntary, and
the arrangements to protect the confidentiality of the
results were made clear to all participants.

The participants classified each of the 35 job skills
into one of five levels of importance. The seven skills
valued as most important were marked as level 5, the
seven skills valued as least important marked as level 1,
and the remainder positioned in levels 2, 3, or 4 as
valued by the participant. The specific skills, although
valid for the member position tested, were not the focus
of this research. The list of specific skills used is
available from the author upon request.

This work was designed to focus not on the
specific skill, but rather on the difference in value
placed on any of the job skills and whether this
difference in value could be associated with the MBTI
preference. Although alignment of how leaders and
members value critical job skills has organizational
value from the perspective of both the leader and the
member, this study focused on the one directional view
of how members were aligned to the job skill values of
the leaders.

The questionnaire packets containing the two
instruments were distributed to all employees of the
subject population, with a description of the intent of
the data collection. Solicitation of data input was done
by the respective business organization. The cover letter
explicitly explained the voluntary nature of the partici-
pation and the measures that would be used to protect

the confidentiality of the inputs. After completing the
instruments, each participant received information on
type and the opportunity for a formal debriefing.

The methods used to analyze and present the data
in this study were as follows:

1. A bivariate linear regression illustrated and
provided a quantitative measure of the degree of
statistical alignment between the leader and
member perception of the importance of member
job skills. The mean relative value assigned to
every job skill was plotted as an X-Y scattergraph
on which the leaders’ mean perception of value
determined the vertical distance on the Y axis and
the members’ mean perception of value deter-
mined the horizontal distance on the X axis for a
particular cognitive orientation. The coefficient of
determination, r 2, a statistic generated from the
bivariate linear regression, provides a measure of
the goodness of fit of the data to a straight line
(Meier & Brudner, 1997). The goodness of fit of
the leader and member X-Y data point to the
straight line is a proxy for their agreement and
alignment on the value they place on every job
skill measured. 

2. Leaders’ or members’ mean values above three
were considered important, and mean values less
than three were considered less important. This
threshold is shown on each of the scattergraphs.
Values equal to three on the scattergraph were
treated as misaligned.

3. The value of r 2 was used to measure the extent of
alignment between leaders and members on the
importance of various job skills.

4. Organizational value is derived from the degree 
of alignment or agreement members indicate in 
their evaluation of a skill to the evaluation of the
leader for the same skill. In each leader column,
the highest value of r 2 indicates which member
orientation is most closely aligned to that leader
orientation.

RESULTS
The results from the data gathered generated a series of
scattergraphs and data tables from which conclusions
were developed. The research question suggests that
different cognitive orientations will impact the views of
the importance of specific job skills. The results are
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tabulated showing the cognitive orientation distribution
of the sample and the variance between leaders and
members in their perceptions of job skill importance.
Data for the job skill survey in this study were analyzed
using SPSS® Base 9.0.

Because of a limited sample and potential 
self-selection of some types into these specific job
categories, the cognitive orientations of the sample are
not what might be found if the sample came from the
general population. TABLE 1 (SEE PAGE 23) compares
the job skills sample with the general population
(Hammer & Mitchell, 1996) in terms of distribution of
the four cognitive orientations.

The participants, consisting mainly of electrical
engineers, displayed a strong preference for a Thinking
versus Feeling preference and also showed a much
larger number of individuals with an Intuitive
preference than the general population. TABLE 2 
(SEE PAGE 23) shows the comparison of the study
sample to the cognitive orientation of electrical and
electronic engineers from the Atlas of Type Tables
(Macdaid, McCaulley, & Kainz, 1991). This compari-
son, as expected, suggested that the sample was much
more aligned with electrical engineers than with the
general population. TABLE 3 (SEE PAGE 23) shows the
sample distribution by cognitive orientation, with the
number and percentage of the total population
indicated for leaders, members, and overall sample.

Each of the job skills was evaluated on a 1–5 scale

of importance. FIGURE 1 (SEE BELOW, BOTTOM LEFT)
shows a four-quadrant matrix representation of how a
leader and member would value any of the skills. The X
axis represents how important the member perceives
the job skill, whereas the Y axis represents how
important the leader perceives the job skill. The
midpoint value of 3 on both axes was arbitrarily
selected to partition the results into four quadrants. 
A skill plotted in the upper right quadrant, such as
point A (4, 4), represents a skill that was valued as very
important to both leader and member. A skill plotted 
in the lower left quadrant, such as point B (2, 2),
represents a skill of lesser importance to both the
member and the leader.

A population of skills (data points) in either the
upper right or the lower left quadrants represents
alignment between leader and member in how they
value the skills—either as important or unimportant.
Measuring the alignment between leader and member
was the focus of this study, not the specifics of any of 
the skills.

FIGURE 2 (SEE PAGE 22) illustrates the zones of
alignment or misalignment on the scattergraphs. A
population of skills (data points) plotted in either of the
other two quadrants—upper left or lower right, such as
points C (2, 4) or D (4, 2), represents a misalignment
between the value placed by member and leader for the
specific skills. This misalignment suggests some friction
or inefficiency in the perceptions of leader and member.
Most critical to organization effectiveness are skill
alignments plotted in the upper left—skills that are
deemed as more critical by the leaders than by the
followers.

The specific job skills used for this data collection
from the questionnaire are plotted on the data scatter-
graphs as solid boxes where aligned, and hollow boxes
where misaligned. The raw data collected was sorted
into leader and member cognitive orientations, and the
means of each of these subsets were calculated and used
as the data entry in a regression analysis. FIGURES 3 AND

4 (SEE PAGE 24) illustrate a common leader cognitive
orientation (ST), with two different member cognitive
orientations (ST and NF). 

Data elements in the upper right quadrant repre-
sent skills valued as most important by both leaders and
members. Data elements in the lower left quadrant
represent job skills valued as least important by both
leaders and members. The degree of similarity in these
two quadrants (upper right and lower left) represents
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Figure 1. Job Skills Value Scattergraph Legend
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the degree of alignment between leader and member.
The two quadrants that represent misalignment
between the leader and member are the upper left and
lower right. FIGURE 3 illustrates that 11 skills are located
in the quadrants (upper left and lower right) that
represent misalignment. The observational conclusion
from this comparison is that the NF member (FIGURE 4)
is less aligned with the ST leader than is the ST member
(FIGURE 3). 

Simple linear regression analysis of these data
provides a line of best fit as shown on each scattergraph
and a quantitative measure of goodness of fit for a linear
relationship between the X and Y values. The results
support the observed conclusion as the coefficient of
determination for the NF member—ST leader (r 2 =
.1797) is smaller than the coefficient of determination
for the ST member—ST leader (r 2 = .5678). The data
indicate that, using their stated values on job skills, the
ST member is more aligned to the ST leader than the ST
member is to the NF member. 

TABLE 4 (SEE PAGE 23) presents the coefficients 
of determination from all of the 16 leader-member
cognitive type paired regressions. The highest coeffi-
cient of determination in each column, shown in bold
type, is aligned on the diagonal from upper left to lower
right. This means that the highest alignment for each
specific leader cognitive orientation was obtained from
members of the same orientations.

All of the scattergraphs indicate that the leader-
member relationships on the values they placed on job
skills are positive (the line of best fit is always from
lower left to upper right). Although some discrimina-
tion is possible by visual observation of the data show-
ing reasonable alignment or clustering around the line
of best fit, the noted values of r 2 provide a quantitative
measure. Larger values of r 2 indicate more alignment
between leader and member for each respective cogni-
tive type pairing. A lower level of correlation or smaller

r 2 indicates a lower level of alignment between the
member and the leader on the value they place on the
overall set of skills surveyed.

DISCUSSION
The alignment we are focused on is that of member 
to leader, which is observed independently in each
column. The maximum value in the column indicates
which member cognitive orientation is most closely
aligned with that of the particular leader in view of the
overall set of job skills.

From observation of the data plotted in the scatter-
graphs and the positive slope of the line of best fit, all
relationships between leaders and members from this
study were positive. The present results illustrate that
the linear regression coefficient of correlation for leaders
and members of like cognitive orientations is closer to 1
than the respective coefficient of correlation for leaders
and members of unlike cognitive orientation. These
results support the expectation that for any given leader
orientation, members who are matched in both the way
they perceive information and in the way they make
decisions on these inputs are more aligned in how 
they both value the job skills of the member than are
leaders and members who are mismatched. Although
NT leaders were the most universally aligned with every
member cognitive orientation as observed in the NT
column of TABLE 4, all leader types had the highest level
of alignment with their matching member cognitive
orientation as shown in bold type.

CAUTIONS
The small sample did not provide sufficient quantities of
each of the cognitive orientations. As illustrated in
TABLE 3, there was only a single leader entry in both the
NF and SF orientations from the final sample set, and
64% of the leader sample were NTs.

This research was based on self-assessment and
assumes participant input to be representative of true
type preferences. Respondents could have responded as
they thought they should, as opposed to representing
and recording their true preference choice.

The sample dealt with engineers in a high tech-
nology private sector company and may not be general-
izable to other organizations or the public sector. The
electrical engineering demographic in the sample
contributed to having critical cells unpopulated.

The company used in this study has a selective
process for promotion of members into leader positions

+ A (4,4)

+ B (2,2)

+ C (2,4)

+ D (4,2)

Figure 2. Job Skills Scattergraph Indicator Zones
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Table 1. Cognitive Orientation Representation in General Population and Sample.

Cognitive % in General
Orientation Population % in Sample

ST 37 35 
SF 31 37
NF 16 12 
NT 16 46

Total sample size = 96

Table 2. Cognitive Orientation Representation in Electrical Engineering and Sample.

Cognitive % in Electrical
Orientation Engineering % in Sample

ST 35 35 
SF 17 37
NF 17 12 
NT 31 46

Table 3. Cognitive Orientation of Sample.

Cognitive Orientation

ST SF NF NT
n % n % n % n %

Leader 33 33.1 1 1.0 11 11.0 39 39.4
Member 31 32.3 6 6.3 10 10.4 35 36.5
Sample 34 35.4 7 7.3 11 11.5 44 45.8

Table 4. Job Skills Bivariate Coefficients of Determination (r 2) by Cognitive Orientation.

Leader

ST SF NF NT
Member

ST .5678 .0619 .3144 .6127
SF .4096 .0812 .2211 .4855
NF .1797 .0158 .3723 .5123
NT .4753 .0310 .3364 .6348

Note: Bold indicates the highest member value for the leader cognitive type specified in the column heading.



Figure 3. Job Skills Value Scattergraph:
ST Leader With ST Member
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and rarely solicits talent from outside the organizations
directly into any management position. The specific
leaders used in this study were individuals who had
long histories of outstanding performance interacting
with people both inside and outside of the company.
This sample does not represent a selection of typical
managers.

This study could also be extended by expansion
from the four cognitive orientations into the 16 MBTI
whole types, inclusion of a broader discussion of type
dynamics, and the use of the dominant, auxiliary,
tertiary, and inferior functions.

IMPLICATIONS
This preliminary research serves to illustrate the value
of considering Jungian cognitive orientation in leader-
member alignment and provides a point of departure

for further inquiry and additional investigations into
how this alignment could be used to improve the
effectiveness and efficiency of an organization. The
MBTI tool might be an appropriate instrument to help
not only leaders in managing their members, but also to
help leaders align with their superiors as suggested 
by Gabarro and Kotter (1993). Recognition of the
individual differences of members could lead to
improved leadership training to minimize areas in
which the leader and member do not have a similar
view of what is required in the same job position. 
For effectiveness, leaders and members need to have
similar views of the critical skills of the members’ jobs.
Without recognition of these potential differences, the
human energy of the member may be inappropriately
directed toward skills the leader views of lesser
importance.
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