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In response to requests from train-
ers and managers for assistance 
aimed at the improvement of com-
munication between leaders and 
followers, we have developed a 
system known as Interaction Influ-
ence Analysis. Our research re-
vealed that scholars such as Ami-
don and Flanders had developed 
and successfully tested systems for 
verbal and non-verbal interaction 
analysis designed to assist teach-
ers with a means of observing and 
improving teaching. Research re-
sults tended to show teachers 
trained to recognize interactive 
communication patterns were more 
effective in communicating with 
their students. These systems, 
though successful, were not widely 
used. Our research concluded that 
the systems were not used more 
widely for three reasons: (1) An in-
dividual had to receive extended 
training (one to two semesters at 
the university level) in order to use 
the systems, (2) Most systems 
used a large number of categories, 
and (3) The systems tended to be 

diagnostic rather than prescrip-
tive. 

During the late 1960s and early 
1970s a British research team led 
by Neil Rackham developed an 
interaction training program. Pub-
lished by Wellens Publishing, Lon-
don, 1971, this program is entitled 
Developing Interactive Skills. It 
was designed to be used by train-
ers to help individuals improve 
their verbal and non-verbal inter-
actions. Rackham's work is widely 
accepted and employed by BOAC 
and other corporations. The pro-
gram is reported to have had a 
positive and lasting effect where 
used. Like the efforts of their 
American counterparts, however, 
the program requires long-term 
training and utilizes a large num-
ber of categories (44). 

After reviewing these findings, 
efforts were made to design a sys-
tem which could increase commun-
ication effectiveness, be mastered 
in a short period of time, and uti-
lize relatively few verbal and non-
verbal categories. The result is 
Interaction Influence Analysis. 

A major feature of Interaction 
Influence Analysis is that it is 

based on the Situational Leader-
ship Model. This relationship ex-
tends the system to make it a prac-
tical prescriptive tool as well as a 
diagnostic procedure. Through ap-
plication users are provided a 
framework within which they can 
focus on specific behavioral ele-
ments which make up leadership 
events. Users receive feedback as 
to which behaviors are being used 
effectively and ineffectively and 
are provided with a means for re-
mediation. With the knowledge 
that situational leadership really 
works, this relationship is particu-
larly significant. 

According to situational leader-
ship, there is no one "best" way to 
go about influencing people. Which 
leadership style a person should 
use with individuals or groups de-
pends on the maturity level of the 
people the leader is attempting to 
influence. The "prescriptive curve" 
in Figure 1 shows the appropriate 
style directly above the corres-
ponding level of maturity. 

Each of the four styles — telling, 
selling, participating and delegat-
ing — in the "prescriptive curve" 
is a combination of task behavior 
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and relationship behavior. Task 
behavior is the extent to which a 
leader provides direction for peo-
ple: telling them what to do, when 
to do it, where to do it, and how to 
do it. It means setting goals for 
them and defining their roles. 

Relationship behavior is the ex-
tent to which a leader engages in 
two-way communication, which in-
cludes active listening and provid-
ing supportive and facilitating be-
haviors. 

The maturity of followers is a 
question of degree. As can be seen 
in Figure 1, some benchmarks of 
maturity are provided for de-
termining appropriate leadership 
style by dividing the maturity 
continuum below the leadership 
model into four levels: low (Ml), 
low to moderate (M2), moderate to 
high (M3), and high (M4). 

The appropriate leadership style 
for each of the four maturity levels 
includes the right combination of 
task behavior (direction) and rela-
tionship behavior (support). 

• Telling is for low maturity. 
People who are both unable and 
unwilling to take responsibility to 
do something need clear, specific 
directions and supervision. This 
style is called "telling" because it is 
characterized by the leader defin-
ing roles and telling people what, 
how, when and where to do 
various tasks. It emphasizes direc-
tive behavior. Too much support-
ive behavior with people at this 
maturity level may be seen as per-
missive, easy, and, most impor-
tantly, as rewarding of poor per-
formance. Telling involves high-
task behavior and low-relationship 
behavior. 

• Selling is for low to moderate 
maturity. People who are unable 
but willing to take responsibility 
need directive behavior because of 
their lack of ability, but also 
supportive behavior to reinforce 
their willingness and enthusiasm. 
This style is called "selling" be-
cause most of the direction is still 
provided by the l e a d e r . Yet 
through two-way communication 
and explanation of why certain 
things need to be done, the leader 
tries to get the followers psycho-
logically to "buy into" desired be-
haviors. This style involves high-
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task behavior and high-relation-
ship behavior. 

• Participating is for moderate 
to high maturity. Since the follow-
er at this maturity level has the 
ability to do what the leader 
wants, but lacks self-confidence or 
enthusiasm, the leader needs to 
open the way for two-way com-
munication and active listening to 
support the follower's efforts to 
use the ability that the leader 
already has. This style is called 
"participating" because the leader 
and follower share in decision 
making, with the main role of the 
leader being facilitating and com-
municating. This style involves 
high-relationship behavior and low-
task behavior. 

• Delegating is for high ma-
turity. Since people at this maturi-

ty level have both ability and 
motivation, little direction or sup-
port is needed from the leader. 
Followers are now permitted to 
"run the show" and decide on the 
how, when and where. At the 
same time, they are psychological-
ly mature and therefore do not 
need above-average amounts of 
two-way communication or sup-
portive behavior. This style in-
volves low-relationship behavior 
and low-task behavior. 

The key to using situational 
leadership is to assess the ma-
turity level of the follower and to 
behave as the model prescribes. 
Implicit in situational leadership is 
the idea that a leader should at-
tempt to help followers grow in 
maturity as far as they are able 
and willing to go. This develop-
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"With very mature people the need for 
socio-emotional support is no longer as 
important as the need for autonomy." 

ment of followers should be done 
by adjusting leadership behavior 
through the four styles along the 
"prescriptive curve" in Figure 1. 

Situational leadership contends 
that strong direction — task be-
havior — with immature followers 
is appropriate if they are to be-
come productive. Similarly, it sug-
gests that an increase in maturity 
on the part of people who are 
somewhat immature should be re-
warded by increased positive rein-
forcement and socio-emotional sup-
port (relationship behavior). Final-
ly, as followers reach high levels of 
maturity, the leader should re-
spond by not only continuing to 
decrease control over their activi-
ties, but also decreasing relation-
ship behavior as well. With very 
mature people the need for socio-
emotional support is no longer as 
important as the need for auton-
omy. At this stage, one of the ways 
leaders can prove their confidence 
and trust in highly mature people 

is to leave them more and more on 
their own. It is not that there is 
less mutual trust and friendship 
between leader and follower; in 
fact, there is more, but it takes 
less direct effort on the leader's 
part to prove this to mature fol-
lowers. 

Regardless of the level of matur-
ity of an individual or group, 
change may occur. Whenever a 
follower's performance begins to 
slip — for whatever reason — and 
motivation or ability decreases, 
the leader should reassess the 
maturity level of this follower and 
move backward through the "pre-
scriptive curve," providing any 
appropriate socio-emotional sup-
port and direction. 

Situational Leadership 
and the Communication Process 

Situational leadership can pro-
vide the basis for understanding 
and improving attempts to com-
municate when two or more indi-
viduals interact. It is our conten-

Figure2. 

^ LEADER q 
J s ? BEHAVIOR ^ ^ ( 

DIRECTING 

& 
INEFFECTIVE 
FOLLOWER 
BEHAVIOR 

EFFECTIVE 
FOLLOWER 
BEHAVIOR 

tion that at tempts to influence 
others by using a specific style 
based on their maturity are more 
successful when the leader em-
ploys an interactive communica-
tion behavior commensurate with 
the desired style. Interaction influ-
ence analysis gives users a system-
atic means to reach this end. 

To use the system an individual 
must first have a knowledge of 
situational leadership. The second 
step is to learn nine categories 
which designate verbal and non-
verbal behavior used by sender or 
receiver during an interaction. 
These nine categories are known 
as behavioral elements. They are: 

Directing — behavior which in-
cludes telling what, where, when, 
how and on some occasions who is 
to perform certain activities. . . . 

Questioning (2. Closed) — elicits 
behavior where the individual 
usually responds quickly, with one 
or very few words — (2'. Open) — 
stimulates behavior where the 
individual often responds more 
slowly needing time to think 
through ideas on content, feelings, 
and values. 

Supporting — communication 
behavior which is intended to give 
praise or encouragement and to 
express care or concern. 

Attentive Listening — behav-
iors which show the other person 
neither support nor rejection but 
that you are interested in their 
ideas and would like them to con-
tinue. 

Accepting — behaviors which 
convey agreement with ideas or 
feelings. 

Rationally Responding — be-
haviors which are pertinent to the 
transaction, on the topic, under-
standable, and clearly stated. 

Non-Attentive Listening — be-
haviors which convey lack of inter-
est or concern for the topic or tran-
saction. 

Rejecting — behaviors which 
convey criticism or the rejection of 
ideas or feelings. 

Irrationally Responding — be-
haviors which are not pertinent to 
the transaction, sometimes off the 
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topic, lack clarity, or not under-
standable. 

Once the behavioral elements 
are learned dialogue between indi-
viduals can be recorded allowing 
for diagnosis of s trengths and 
weaknesses which exist in com-
munication attempts. Pairs of be-
havioral elements are recorded 
simultaneously for leader and fol-
lower as communication takes 
place. The resulting pairs are 
known as Transaction Sets. After 
recording the initial set subse-

quent sets are recorded only when 
one or both individuals shift to a 
new behavioral element. The num-
ber of transaction sets in any com-
munication will vary in accordance 
with the nature and purpose of the 
dialogue. 

The interaction influence model 
pictured in Figure 2 is constructed 
from the nine behavioral elements. 
The model is represented by three 
triangles. The sides of each tri-
angle are numbered to correspond 
to the definitions of the behavioral 
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elements. 
The top triangle (1, 2, 3) is used 

to describe leader behaviors. The 
bottom triangle on the left (4, 5, 6) 
is used to describe effective follow-
er behaviors. The bottom triangle 
on the right (7, 8, 9) is used to de-
scribe ineffective follower behav-
iors. 

Correlation With 
Situational Leadership 

The three leader behaviors, (1) 
Directing (giving guidance), (2) 
Questioning (gathering informa-
tion), and (3) Supporting (provid-
ing socio-emotional support) cor-
respond to quadrants one, two, 
and three of the situational leader-
ship model. 

Where, one might ask, is quad-
rant four of the situational leader-
ship model represented in the 
interaction influence analysis mod-
el? In answering this question it 
must be clear that when appro-
priately using quadrant four, the 
leader delegates responsibility to 
the follower for that function or 
activity. As a consequence, leader 
behavioral elements shift to the 
bottom left triangle (4. Attentive 
Listening, 5. Accepting, and 6. Ra-
tionally Responding). 

Although we have designated 
triangles (1, 2, 3) and (4, 5, 6) as 
being representative of leader be-
havior, we wish to emphasize 
strongly that followers may en-
gage in these behaviors as well. In 
a similar manner, either leader or 
follower may engage in behaviors 
depicted in triangle (7, 8, 9). The 
appropriateness of the use of any 
behavioral element is based on: 

1. The maturity of the follower, 
2. The style employed by the 

leader, and 
3. The specific objectives for a 

leadership event. 
Through proper use of the sys-

tem, interactions can be easily 
analyzed allowing not only diag-
nosis of the interaction, but a pre-
scription for remediation based on 
the situational leadership model. 
Training needs in the vital areas of 
communication and leadership are 
treated in a more holistic manner 
by using this approach. Events can 
be viewed in sets of behavioral 
components while providing op-
portunities for specific skill devel-
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opment. 
A two-step approach is used to 

analyze data which an individual 
has recorded. 

First — Study of the transaction 
sets looking for recurring patterns 
of leader and/or follower behavior. 
An example of such recurring 
patterns could be the category 
which is paired with or follows 
each use of the behavioral element, 
directing. 

Second — A nine by nine matrix 
constructed from the recorded 
transaction sets can be completed 
as a means of analyzing an inter-
action. 

By using the matrix totals from 
each of the leader and follower 
categories are used to calculate 
ratios which compare the extent to 
which individuals engage in specif-
ic behaviors. Examples of such 
ratios are: 

1. Leader directive to support-
ive. 

2. Follower accepting to reject-
ing 
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3. Leader open to closed ques-
tioning 

4. Follower rational to irration-
al responding 

Although it may be interesting 
to examine a number of ratios, we 
suggest that the most meaningful 
way to use ratios or totals is on the 
basis of specific objectives for the 
event being examined. One would 
expect very different data to 
emerge when dealing with the 
low-level maturity individual than 
with the high-level maturity indi-
vidual. Proper use of interaction 
influence analysis can assist man-
agers in making more appropriate 
style maturity matches by supply-
ing a means to observe and change 
behavior. 

Application 
of the Model to Training 

A successful method to learn, 
apply, and reinforce interaction in-
fluence analysis is the micro-coach-
ing lab. As few as two persons can 
conduct a lab, although four is the 
ideal number. Required are a 
knowledge of interaction influence 
analysis categories and a means of 
observing the transaction. A train-
ed observer can serve-this function 
but a videotape replay system is 

far more effective. 
When participants are familiar 

with interaction influence analysis 
behavioral elements, each is as-
signed task cards which explain 
situations and roles to be played. 
The roles are leader, follower, 
cameraman and observer. The 
task cards give specific directions 
for leader and follower to play 
while being taped. Each session is 
five minutes in length. Roles are 
constructed so as to emphasize 
various styles and maturity levels 
in a given situation. Leader and 
follower behavioral elements are 
specified. Participants use their 
own creativity in playing their 
roles. Immediate feedback is given 
in terms of the situational leader-
ship model and interaction influ-
ence analysis behavioral elements. 
This is accomplished through the 
use of videotaped replay. During 
the replay the work group views, 
records and discusses the session 
before making the next tape. In 
subsequent sessions roles change 
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so that each individual has a 
chance to give and receive feed-
back. 

Pilot studies have demonstrated 
that the use of interaction influ-
ence analysis and situational lead-
ership blend to create a powerful 
learning dynamic for managers. 
Gains which we wish to emphasize 
are those which help participants 
to learn how to increase their style 
range in task and relationship di-
mensions. Interaction influence an-
alysis helps to identify — diagnose 
— specific behaviors and goes on 
to provide strategies to build 
greater range and adaptability. 
This diagnostic-prescriptive tech-
nique can be mastered in very 
short training programs and ap-
plied immediately. 
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