Leader’s Dilemma:

The Individual or the Task?

David D. Pyle, Purdue University

Is an effective 4-H leader task-oriented or people-oriented? This study
focuses on the training of youth leaders and the relative importance of the
leader’s orientation toward the task at hand or the people in the group.
Pyle also points out a discrepancy between what leaders feel important in
training and what is felt important by other people who relate to the
leader. The findings of this study suggest a close examination of leader
training need identification and implementation by all Extension pro-

fessionals.

Is effective leadership task-
oriented or people-oriented? Is it
possible these tasks rather than the
individuals become the focus of at-
tention? Does this make 4-H imper-
sonal and unsatisfying for both the
club member and the leader?

Studies in leader behavior sug-
gest that effective leadership is con-
cerned equally with the task facing
the individual and the individual
himself. A balance of the task and
person dimensions of leader be-
havior is important.

The task dimension of leader
behavior used in this article refers to
the emphasis a leader puts on things
like project requirements, parlia-
mentary procedure, project con-
struction details, and club organiza-

tion details. The person dimension,
on the other hand, refers to the em-
phasis a leader puts on leader-mem-
ber relationships and involvement of
the member in decision making and
program planning,

A professional 4-H agent
quickly recognizes the importance of
a well-trained force of volunteer 4-H
leaders . . . for this very group tries
to bring the youth and 4-H project
together in an educational experi-
ence. On the one hand is the experi-
ence of 4-H Club membership; on the
other, the skills development from
the project or related study. A 4-H
leader ill-equipped to provide
enough task training in a climate of
warm personal relationships will
only partially succeed.
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A leader training program de-
signed to increase the leader’s com-
petency in both dimensions of leader
behavior could be the first step to-
ward creating 4-H Club programs
that reflect an equal concern for the
club member and the task.

Balanced Orientation Study

To determine what potential
the concept of a balanced orienta-
tion might have for approaching 4-H
leader training, a study was con-
ducted in East Central Indiana with
4-H leaders, junior leaders, Exten-
sion youth agents, and state 4-H
staff personnel participating. The
study tried to:

1. Identify an orientation for
each individual within these
four groups toward the two di-
mensions of leader behavior.

2. Determine the types of train-
ing 4-H leaders wanted.

3. Determine if the perceived
training needs were synony-
mous with the orientations of
the groups.

4. Compare the orientations of
various groups.

5. Compare the training needs as
perceived by the various
groups.

6. Discuss what implications the
findings might have for future
leader training activities.

Procedure

A 3-part questionnaire was
mailed to 4-H leaders and junior
leaders within Extension Area VII,
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to all youth agents within that arez.
as well as all Indiana state staff per-
sonnel. Part One consisted of a 35-
item, Task-Person questionnaire.
Part Two asked the reader to L=
items he felt were necessary for a=
effective leader training program.
Part Three asked demographic in-
formation.

Information from the Task-
Person questionnaire resulted in 2
task score and a person score for
each member of the research group.
These two scores reflected the em-
phasis the respondent put on each of
the two dimensions.

Statements about desired traiz-
ing in Part Two were presented to =
five-member review committee for
classification as being either a task
statement or a person statement. A
ratio of task to person statements
was then determined for each ind:-
vidual and for each group studied.

For example, if a leader listed
10 statements as needed in a leades
training program of which 5 wers
classified by the review commities
as relating to the task dimension and
5 to the person dimension, a ratio of
1 to 1 was assigned to that leader.
Then, group ratios were determined
by combining individual ratios.

Findings

Significant differences wers
noted in the task dimension of lead-
er behavior between junior leaders
and state staff personnel, men and
women leaders, and adult leaders
with 12 years of education or less
compared to those with post higs
school education.
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The groups studied had a great-
er concern for the person dimension
than the task dimension of leader
behavior as indicated by higher per-
son orientation scores (see Table
1). Based on Andrew Halpin’s

work, 9 of the 19 groups studied
could be conceived as having orien-
tations conducive to effective leader-
ship, although the task and person
scores weren’'t balanced at a high
level.?

Table 1. Median P and T scores and chi-square
values of significant differences in person
and task dimensions of the groups compared.
Median score Chi-square values
Group studied P T P T
Junior leaders and youth agents 1 7 .59 .001
Leaders and youth agents 11 8 98 .65
Youth agents and state staff members 12 8 1.8 2.81
Leaders and junior leaders 11 7 49 17
Junior leader boys and girls 11 7 011 057
Leaders men and women 11 8 43 4.88 *
Leaders 1-5 years’ experience and
leaders 6-10 years’ experience 11 1 19 1.4
Leaders education 13 or more and 12 orless 11 8 2.2 4.076*
Leaders age 20-39 and 40 or more 11 8 136 .089
Junior leaders 4-7 and 6-10 years 4-H 11 7 16 1.03
State staff members and all leaders 11 8 238 1.83
State staff members and junior leaders Tt T 24 412 *
Leaders no 4-H and leaders 1-5 years 4-H 11 8 1.63 .20
Leaders no 4-H and leaders 6-10 years 4-H 10 8 .076 .49
Leaders 1-5 years’ experience and
leaders 6 or more years’ experience 11 8 1.62 .039

*Significant differences.

Here are other findings associ- 2.
ated with the task and person scores

from Part One of the research in-
strument:

1. Leaders with only a few years’
experience differed little in 3.
task or person orientations
from those who had been lead-

ers six or more years.
Pyle: Leader’s Dilemma

Leaders in the age span of 40
years and older appeared to be
higher in person and task ori-
entations when compared to
leaders ages 20-39.

Leaders who had no formal
education past high school ex-
hibited higher person and task
orientations than did their
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counterparts with education
past high school.

. Leaders who had been 4-H

members themselves for a pe-
riod of 6-10 years exhibited a
lower concern for task and
person dimensions than did
either those leaders with 1 to
5 years’ 4-H membership or
those who hadn’t been 4-H
members. Leaders who had
been 4-H members for 1 to 5
years scored highest of the 3
groups in person orientation.

. Teenage 4-H boys and girls

had little difference between
them in their orientations.

. Orientations of 4-H'ers toward

both dimensions were raised
with increased years of 4-H
membership. Those who had
remained in and were current-
ly in their 8th to 10th year of
membership had higher task
and person orientations than
did those who were in their
4th to 7th year of club work.

. The state 4-H staff had the

highest scores recorded in the
study in both dimensions.

. Youth agents scored high on

the person dimension while
scoring relatively low on the
task dimension. In fact, the
difference between their mean
person and task scores was
4,2—which represented a
greater difference than noted
in any other group.

. Women exhibited higher per-

son orientation and lower task
orientation scores than did
men.

Findings associated with Par
Two of the research instrument sug-
gested that adult leader groups felt
training in the task dimension of
leader behavior was desirable as
noted by the ratios in Table 2. State
staff personnel, Extension youth
agents, and junior leader girls felt
training in the person dimension
was desirable. Junior leader boys
expressed near equal training in the
two areas.

As a result, adult leaders sug-
gested training completely opposits
their orientation while all other
groups, except junmior leader boys.
requested training for leaders synon-
ymous with their orientation.

Other findings from Part Two
suggest that:

1. Men favored task training
more than women did.

2. Leaders 40 years of age and
over felt a greater need for
task training than did the
younger leaders.

3. Leaders who hadn’t gone past
high school requested task
training at a ratio higher thas
any other group studied.

4. Leaders who themselves had
been 4-H members for a peri-
od of 1 to 5 years requested
less task training than did
leaders who had been 4-H'ers
for 6 or more years.

5. Older junior leaders in the
study requested more leader
training along the person di-
mension than did the younges
junior leaders.

6. State staff personnel suggested
that for each element of task
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Table 2. Ratio of person to task iraining

statements offered by groups.
Ratioof Pto T
Group studied P T
State staff 2 1
Youth agent 1.38 1
Junior leaders 1.39 1
Adult leaders : 1 2.13
Men leaders { 1 2.23
Women leaders 1 2.08
Leaders 1-5 years of 4-H membership 1 1.55
Leaders 6-10 years of 4-H membership 1 2.75
Leaders no 4-H membership 1 2.38
Leaders 1-5 years’ leadership experience 1 2.33
Leaders 6 or more years’ leadership experience 1 2.28
Leaders education 12 years or less 1 327
Leaders education 13 or more years 1 1.75
Leaders age 20-39 years 1 1.70
Leaders age 40 and over 1 2.89
Junior leader girls 1.71 1
Junior leader boys 1 1.06
Junior leaders 4-7 years’ 4-H membership 1.15 1
Junior leaders 8-10 years’ 4-H membership 1.75 1

training planned two elements
of training in the person di-
mension were desirable. Youth
agents established the same
pattern in a ratio of 1.38 per-
son to 1 task.

A breakdown of the type train-
ing desired by the leader group
showed that 31 percent of the total
statements offered concerned such
ideas as project requirements and
technical skills in project areas. An
additional five percent of the state-
ments expressed a desire to “know
what judges look for in a finished
product.”
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Leader responsibility was sug-
gested by 13 percent of the state-
ments; program planning, 11 per-
cent; how to conduct a meeting, 7
percent; 4-H objectives, awards,
demonstrations, and judging each 4
percent; parent cooperation, club
organization, and record book-
keeping, 3 percent each; communi-
cations and discipline, 2 percent
each; and recreation and public re-
lations, 1 percent each.

Conclusions

One question investigated in
this study was whether a 4-H leader
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would request training to support
his basic orientation, or would he
seek new types of training? I found
the 4-H leaders, in all cases, didn’t
request training to enhance their
basic orientation. The professionals
involved in this study who planned
leader training activities emphasized
training that parallels their basic
orientation.

In other words, the profession-
als emphasized the human relations
aspects of leadership and suggested
training for leaders along that di-
mension. The group to be trained,
however, wanted task-related train-
ing. As a result, a training program
for 4-H leaders without their in-
volvement in the planning phase
might fall short of their training
need.

One additional analysis that
perhaps should be investigated by
all those who spend time training
4-H leaders is the difference be-
tween junior leaders and leaders
concerning the type of training
needed by 4-H leaders. Halpin has
suggested that there is a

. . . tendency for superiors and
subordinates to evaluate opposite-
ly the contribution of the leader
behavior dimensions to the effec-
tiveness of leadership. . . . Su-
periors are more concerned with
initiating structure aspects of the
leader’s behavior, whereas sub-
ordinates are more concerned (or
interested in) the consideration
the leader extends to them as
group members.?

All junior leaders suggested
training in human relations, while
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adult leaders expressed a need for
task-related training. As a result
these findings would support Hal-
pin’s opinion.

Although this reaction of junior
leaders appears to be typical, there
also might be the possibility of un-
derlying discontent, at least among
teenagers, of leader behavior.

This study supports other re-
search done in the area of 4-H
leadership. Leaders with a higd
school education or less had a sig-
nificantly different orientation to-
ward task dimensions of club leader-

ship than did leaders with more |

than high school education.

A Washington State study sug-
gests that leaders with less than =z
high school education be trained
separately from leaders with higher
levels of education.? Rhonemus also
concluded that a leader with a higs
school education had the best chance
of continuing as a leader when com-
pared with other formal educatiom
levels if challenging training was
provided.*

This suggests a different train-
ing program for each group. Based
on significant findings, perhaps
training needs of both men and
women could be satisfied more effec-
tively if they, too, were trained sep-
arately.

Finally, the contrast betwesz
leader orientation and desired traiz-
ing ratio posed some interesting
thoughts. Perhaps, the greatest d=-
mands placed on the leader are for
project- and activity-related infor-
mation. Even though the leader was
oriented toward human relations or
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the person dimension, the “things he
needed to know the most in the here
and now” pertained to those tasks
youth were pursuing.

In approaching the “balance”
between the two dimensions, per-
haps the desire for task training,
coupled with a higher person orien-
tation score, suggests that people
who actually lead 4-H Clubs recog-
nize the need to further the task di-
mension and create a balance be-
tween the two.
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