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MX rescarch 1o the
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miroducing concep 1 i

LMY rt]urjnruhip

Iramework allows fior AN CXamination of the way i
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of LMX theory, which s the examination of LMY Context, & topic ihat has been

" meglocted, In terms of empincal research, we conbend thar LMY
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meastirement can be improved. First, in arder to capture the complexity of LMX,
we provide support for i new multidimensional measure of the construct. Second,
i conjunction with our theory developmient concerning the larger context in
which L.MXs are embedded, we suggest the development of 2 supplemental LMX
measure based on reciprocation in socal exchanges,

INTRODUCTION

Ihe central premise behind LMX is that within work units, different types of
relationships develop between leaders and their subordinates, or members.
These relationships are characterized by the physical or mental effort, material
resources, information, and/ or emotional support exchanged between the two
partics. Low LMX relationships, originally labeled out-group exchanges
(Danserean, Graen, & Haga, 1975), are defined as those that are limited 1o
the exchanges that take place according to the employment contract, On the
ather hand, high LMX relationships, originally labeled in-group exchanges
(Dansereau et al., 1975), are thought to include the exchange of material and
nen-material goods that extend beyond what is specified in farmal job
descriptions (Liden & Graen, 1980). Research has shown that approximately
WD of all work units are differentiated in terms of the LMX relationships
represented ( Dansereau et al., 1975; Graen & Cashman, 1975; Liden & Graen,
|980). Only about 10% of the time do leaders form the same type of LMX
relationship with all subordinates. These rare instances are consistent with an
average leadership style approach, which sdvocates the determination of a
Beader’s style by averaging all subordinate perceptions of the leader { Danserean
et al.. 1975).

An impressive body of research on LMX has emerped. Although the
mujority of studies have focused on the Comsequences or outcomes of LMX,
studies on the antecedents and development of LMX have emerged over the
past decade, The review of research on antecedents and consequences of LMX
that follows is based primarily on published studies. Computer and manual
searches of published articles on LMX were undertaken, However, no attcmpt
wis made 1o locate mecting papers or unpublished manuscripts.

ANTECEDENTS OF LMX
Theoretical Models of LMY Develogpment
The LMX model is grounded in role theory (Kahn, Wolfe, Quinn, Snock,

& Rosenthal, 1964), whick sugpests that erganizational members accomplish
their work through roles or sets of behaviors that are expected of position
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holders. Focusing on how roles develop, Graen (1976) suggested that roles are
not salely determined by writlen job descriptions or other formal documents,
Rather, he contended thar members® roles develop through informal processes,
referred 1o as role-making processes. Role-making tends 1o occur when
members arc being assimilated into new positions and invelves individuals who
bave some vested interest in the performance of a new member, Through a
wries of interpersonal exchanges, these individuaks attempt to shape the
member’s behavior and resulting rode. Graen (1976) argued that the member's
disect superior of leader, in comparison to other individuals, has a agnificant
hﬂ:mmrﬂh-mﬂhlmh:lurlhhﬂﬁhulhlﬂhnﬁqm
aceotiate rokes with formal sanctions,

In an altempt 10 further explicate the LMX developmental process,
Dienesch and Liden (1986) developed a model that integrated attribution
m.mm,mmcm.mmimmm
mitial interaction between leader and member is the first step in their model.
They suggested that leader characteristics and member characteristics
mileence the interaction and may influence the developmental process. The
wiond step in their model involves the leader testing the member through
work-related assignments. After receiving the assignments, the member makes
astnibutions regarding the leader’s assignments and responds in terms of
performance and non-performance related behaviors. Next, the leader makes
attributions regarding the member’s behavior in an attempt to explain the
Behavior. These attributions may be inflluenced by a number of biases such
2 the member's upward influence behavior. Finally, Dienesch and Liden
(1986} identificd a number of contextual factors, such as arganizational
culture, work group size, and organizational policies, that may affect the LMX
developmental process,

A second model which focused on the LMX developmental process was
presented by Graen and Scandura (1987). Referred 1o as the role-making
model, they described the developmental process as consisting of three phases:
role taking, role making, and role routinization, The following summary of
the role-making model is based on the description by Cirsen and Scandura
{1967). Role taking involves one or more episodes wherchy the leader
communicates a sent role to the member such as making a request or assigning
atmk. Although noise may affect transmission of the role, the member receives
o and reacts. The member’s reaction provides feedback to the leader who
evaluates the member's behavior and decides whether 1o initiate another
episode. In this phase, the leader tests and assesses the member's motivations
and potential,

In the second phase, role making, the nature of the lcader-member
reistionship becomes defined. Although either party may initiate this phase,
iuﬁnﬂyimmlmthhdﬂmﬂiuummhfmhmm
mmmmmm.ﬁiwpmmiyimﬂiulmm
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relationship with the leader, IT the opportunity 15 accepted by the member,
the leader-member relationship develops over time into a high-guality exchange
relationship. A high-quality LMX relationship is hased on social exchange,
meaning that the keader and member must contnibate resources valued by the
other party and both partics must view the exchange as fair,

Role routinization is the third phase of the role-making model, Graen and
Scandura (1987) descnibed this phase as the point where the behaviors of the
leader and member become interlocked, Further, the leader and member
develop an understanding and clear mutual expectations, resulting from
collaborating on unstructured tasks, This is the final stage of the mode]l and
the implication is that the guality of exchange between leader and member
typically remains stable from this point on.

Based on the Dienesch and Liden (1986) and Graen and Scandura (1987)
models, there are a number of vanables that may influence the development
of LMX. Specifically, the role-making model (Graen & Scandura, 1987)
emphasized the importance of the member's initial performance, ability, and
competence. Although recognizing that member performance may affect
LMX. Deenesch and Liden (1986) noted that members’ nonperformance-
related behaviors such as upward influence may affect the development of
LMX. Additionally, they identificd member and leader individual
charactenstics as potential determunants of LMX (Dienesch & Liden, 1985,
Wayne, Liden, & Sparrowe, 19%9d), Finally, a number of contextual variables
may affect LMX development including work group compaosition, a leader’s
power, and organizational policees and culture {Dienesch & Liden, 1986). In
summary, theory developed by Dienesch and Liden ( 1986), Graen ( 1976), and
Graen and Scandura (1%87), hos provided the [romework upon which the
majority of empinical research on LMX has been based.

Emgirecal Besearch on LMY Development

Much of the early empincal research on LMX locused on companng the
.'l'l.'l:l'ilj_.l't ||:;.|.|:|.-|'.'|.1.|Ii[!| e | :,rlr.' :r|11:t|_!|:] tis 1he [.!'n.'l.'!l: |11|:|-|:I-r.'| i|.r.||,1 :humi.ni.ng the
consequences of LMX, In support of the LMX model, these studies found
that leaders develop different exchange relabonships with members of their
work group and the exchanges aflect important leader and member attitudes
amd behawviors (g, Dansereau et al, 1973), Becawse LMX was related to
important outcomes such as member performance and satisfaction (Liden &
Graen, 1980), rescarchers became interested in the developmental process. For
example, House and Baetz (1979) noted that “it 15 not clear what behaviors
on the part of subordinates and on the part of leaders result in the subordinates
becoming members of cach of these (exchange) groups™ (p. 410), Similarly,
Yukl (1951) stated that “it s oot clear just how a keader selects members of
the in-group™ (p. 32), Despite these calls for research devoted to the antecedents
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of LMX, with the exception of Duchon, Green, and Taber {1986), much of
the empirical research on antecedenis was not published until the 1990,

Areview of the LMX research resulted in our identifving 15 published siudies
that empirically examined antecedents of LMX, These studies are summarized
m Table |. In order to be included in the list, the study had to contain a measure
of LMX rather than other leadership behaviors. Additionally, the article had
lo include theoretical arguments for examining a varable a5 an antecedent of
LMX. For example, several studies have investigated the relationship between
LMX and member performance ratings. However, only the Deluga and Perry
(1984) study is included in the table because the authors presented argumenis
for the variable as an antecedent rather than a consequence of LMX.

Of the 15 articles focusing on antecedents, three consisted of laboratory
experiments, |1 were field studics, and one consisted of hoth a laboratory
experiment and a ficld study, All of the laboratory experiments used students
m subjects and involved lace-to-face interaclions between leaders and
members. An advantage of these soudies is than the development of LMX was
examined with newly-formed, leader-member dyads, Thus, rather than already
being established, LMX evolved during the experiment. Yet, the major
Emitations of this design include assessing LMX after a short |1-¢n|:u:I of lime
(pically 10 to 30 minutes of leader-member interaction) and using subjects
whe performed member or leader roles when working on various tasks. These
limitations create concerns regarding the stability of LMX and the
gencralizability of the results. Another major concern with the laboratory
seiting is that the leader-member dyads exist for 1 shont period of time, Because
he leader and member are not dependent on each other in the long term, the
beneiits of developing a high-quality exchange or the costs of not developing
such an exchange may be minor, This & typically nol true for keader-member
dyads in organizations. Again, the implication is that the results of laboratory
experimenis on LMX may not generalize to LMX relationships in
arganizations.

Due 1o the limitations of laboratory experiments for in'l.'-l:qtlgal:m,g ihe
development of LMX, a number of studics were conducted in ficld scttings.
In all but two of the studies, datn were collected from both keader and member
of the dyad. Another common characteristic of the fickd studies is that most
of the studies employed cross-sectional designs and utilized established leader-
member dyads, There are two major limitations with this design. First, it makes
il difficult to delermine causality between a variable (potential antecedent) and
LMX. Second, thess studies fail to capture aspects of the LMX developmental
process which may begin during initial leader-member interactions and become
established within a few weeks ( Dansereau et al., 1975: Graen & Cashman, 1975
Liden. Wayne, & Stilwell, 1993). Three studies that overcome these limitations
are Baver and Green (1996), Duchon et al. (1986), and Liden et al. {1993), These
studies utilized recently-formed dyads and a longitedinal design.
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As noted in Table |, a number of vanables have been examined as
antecedents of LMX. Following Diencsch and Liden (1988) model, this
research is discussed in terms of member characteristics, leader characteristics,
interactional vanables, and contextual variables.

Member Charactensiics

Three types of member characteristics have been examined as antecedents
of LMX: performance or competence, personality, and upward influence
behavior. The role-making model (Graen & Scandura, 1987) and early
conceptualizations of LMX development {Dansereau et al., 1975) provided
arguments for the importance of member performance or competence in LMX
development. Specifically, these models sugpested that the leader assesses the
member’s ability, performance, and competence through a series of
assignmients and eventually develops high-quality exchanges with high-ability,
competent, and high-performing members.

A number of studies have investigaled the role of member performance in
the development of LMX, operationalizing member performance as the
keader’s assessment of a members performance (Le., performance ratings).
Providing support for member performance as an antecedent of LMX,
Dockery and Stweiner (1990) found a positive relationship between leader
perceptions of member ability (assessed as the member’s performance on a task)
and leader reports of LMX. However, member sell-asseseed ability was not
a significant predictor of member perceptions of LMX, Additional support
for the member performance and LMX relationship was found in a study by
Deluga and Ferry (19%4). They [ound member performance, as rated by the
leader, 1o be significantly and positively related to member and beader reports
of LMX. However, hecause established leader-member dyads were utilized,
the direction of eausality could not be determined. Overcoming this limitation,
Liden ct al. (1993) examined leader ratings of member performance as an
antecedent of LMX with recently-established dyads, They found that member
performance at 2 weeks predicted leader perceptions of LMX at 2 weeks bt
was ot related to LM X azsessed at later time penods. Baver and Green (1996)
found leader ratings of member performance assessed at 34 weeks to be
positively related 1o LMX (assessed at 34 weeks), Finally, Wayne and Ferris
(1990} examined the relationship between leader ratings of member
performance and leader reports of LMX in a laboratory experiment and ficld
study. They found member performance to be an important determinant of
exchange quality in the laboratory experiment but not in the field study, In
summary, the results of studies investigating performance ratings as an
antecedent of LMX have been mixed.

Rather than focusing on leader ratings of member performance, member
perceptions of competence in relation o LMX were examined in a study by
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Sayder and Bruning (1985), They found that member scll-perceptions of
competence was significantly and positively related to member reports of LMX,
However, this correlation may be due to common method variance as both
varables were measured from the same source.

Finally, Day and Crain (1992) examined member competence in relation
o LMX by manipulating subjects’ ability in a laboratory expeniment. Aality
was hased on the number of problems attempted during a imed lest designed
1o measure cognitive ability,. Members and leaders viewed each other’s ability
scores, which ranged from low to high. The results indicated a positive and
sgnificant relationship between leaders” LMX ratings and members” ability
scores. They alio found suppont for member negative affect, but not positive
affect. as a moderator of the member ability and leader LMX relationshap.
In summary, the majority of stedies which have cxamined member
ﬂmmmﬂummdLHHMWﬂmtﬂ
performance based on beader ratings of member performance. In many studics
this s problematic s it is difficult to determine the direction of causality.
. er, keader ratings of member performance may be an inadeguale measure

mﬂummmmdmmhm—ndnﬂﬂlhp:ﬂmuﬁnp In
fact, Duarte, Goodson, and Klich (1993, 1994) found that in both the short
run and the long run, the performance of members in high-qualty exchanges

rated high, regardless of their objectively measured performance. In
rast, performance ratings for members in low-quality exchanges were
onsistent with their objective performance in the short run but high in the

g run, regardless of objective performance. In addition to the bias
explanation, leader-member interactions associated with high-quality
nehanges may cause members in these dyads to be better performers. As noted
w Turhan and Jones (1988), o positive leader-member working relationship
yenable the member to perform al o higher level, Similarly, Kingstrom and
instone (1985) found that leaders’ ratings of personal acquaintance with
irmembers were positively related to performance ratings and 1o actual sales
preductivity, These studies suggest that bias as well as actual diflerences in
erfarmance may affect performance rstings and subsequently LMX.
n addition 1o member perflormunce or competence, personality traits have
etn investigaied as potential determinants of LMX. These include member
fectivity, locus of control, growth need strengih, and introversion
gireversion. As discussed above, member negative allect, but not positive
fect, moderated the member ability and leader LMX relationship (Day &
Iraim, 1992). That is, when a member was low on negative allect, the
jonship between ability and LMX was positive whereas when a member
high on negative affect there was a shight negative relationship between
ity and exchange quality. Examining three other personality traits, Phillips
Bedetan (1994) found member extroversion to be positively related to
er reports of LMX but no support for member growih need strength
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or member locus of control as determinants of LMX. In contrast, a study by
Kinicki and Vecchio {1994) reported a positive relationship between member
locus of control and LMX. Finally, Uhl-Bien, Ticrncy, Graen, and
Wakabavashi (1990) found member beliel in company paternalism w be
positively related to LMX in Japancse companies. This variable, belief in
company paternalism, is similar to growth need strength,

A third sct of member characteristics that have been explored as antecedents
ol LMX 5 member upwird influence behavior. As argued by Dicnesch and
Liden { 1986) and Liden and Mitchell { 1989), LMX may be influenced by factors
other than member performance or compelence including upward influence
behavior., Providing support for this contention, Wayne and Ferris (1990)
found that member ingratiatory behavior directed toward the leader indirectly
infleenced LMX through its impact on liking. Consistent with this finding,
other enhancement and opinion conformity were positively related 1o LMX
in a study by Deluga and Perry (1994), A broader set of member wpwird
influcnce behavior was included in studies by Delugn and Perry (1991) and
Dockery and Steiner (1990). Specifically, member seli-reports of bargaining,
assertiveness, higher authority, and coalition were negatively related to member
reports of LMX (Deluga & Perry, 1991). Similarly, member self-reponts of
ingratiation and rationality were positively related and assertiveness negatively
related to member LMX (Dockery & Steincr, 1990), However, leader reports
of member ingratiation, assertiveness, and rationality were nod signilicantly
related 1o leader LMX (Dockery & Sieiner, 1990).

Leader Charachensiics

Coneeprualizations of LMX development suggest that the leader rather than
the member has more control over the guality of exchange that develops
between the leader and member. Specifically, the leader's perceptions and
evaluations of the member are critical in determining the leader’s behavior
toward the member including the amount of delegation given 1o the member
(Baver & Green, 1996} In turn, leader delegation affects the quality of
exchange. As a result, more studies have examined how member characteristics
attect keader perceptions of the member rather than how leader charactenstics |
miay influence member pereeptions of the leader and the resulting exchange.
Yet, leader characieristics may be important in determining whether a member
desires and accepis a high-quality exchange ofTered by the leader. For example,
a member may be reluctant to develop a high-quality exchange with an
incompetent or powerless leader,

Only one study has examined lender characteristies as antecedents of LMY,
Day and Crain (1992} investigated leader ability and leader affectivity on
member LMX. Neither leader ability nor leader negative affectivity were
significantly related to LMX. However, there was a positive relationship

R e e e s e
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between leader positive affectivity and member LMX, Members repored

establishing higher LMXs with leaders who were high, rather than low, on
positive affectivity,

interactonal Varahies

Rather than focusing on member and leader characteristics separately,
rescarchers have investigated interactional variables as determinants of LMX.
Specifically. theory on the LMX developmental process has suggested that
compatibility between leader and member may affect the type of exchange that
sltimately forms (Dicnesch & Liden, 1986; Gracn & Cashman, 1975). The effect
of compatibility between leader and member on LMX has been examined in
ferms of actual similarity, liking, and perceived similasity,

Thummlppu:hlnumhﬁlﬂudﬂmﬂﬂjhmmhﬂh
and member demographics. In a study using Junior Achicvement Companics,
Duchon et al. (1986) found that in-groups were composed of more women
i COmparison 1o out-groups and in-group members tended 1o have higher class
status (junior and senior students). Because most of the leaders had higher class
dafws and were fenabe, the results suggested that leader and member
demographic similarity might be related to LMX, Contrary to this finding,
McClane (1991a) and Baver and Green (199%6) did not find 2 significant
relationship between gender similarity and LMX, Adapting the approach used
by Turban and Jones ( 198K), Liden et al. {1993}, combined several demographic
variables (gender, race, education, age) 1o create a demographic similarity
variable. Their study did not find a significant relationship between
demagraphic similarity and LMX. Finally, gender similarity, but not age or
education similarity, was significantly related to LMX (Green, Anderson, &
Shivers, |996).

Inaddition to demographic similarity, the effect of actual similarity between
leader and member on LMX has been investigated in terms of similarity in
empetence amd personality, Imerestingly, Snyder and Bruning (1985) found
(B3t when leader and member competence levels were similar or congruent
(bath high or both low), LMX was higher than when competence levels were
incongruent. Thus, low-competence leaders developed higher LMXs with low-
tompetence members and high-competence leaders developed higher LMXs
with high-competence members, 1t should be noted that competence was based
on sell-perceptions reported by members and leaders, Two studies examined
and member similarity in terms of personality and LMX, MeClane
la) found that leader and member similarity in terms of need for power
positively associated with LMX. However, leader and member similarity
berms of locus of control, need for achievement, and least preferred co-

lﬂﬂlipﬂ‘ﬂlﬂymhudtuLHH.hmmdﬁfmﬂHﬁ]
I smilanity in the leader’s and member’s positive affectivity on LMX
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development. They found that personality similarity was related to leader
judgments about the member's performance which in turn was related 1o LMX,

Extending the social psychology literature on interpersonal relationships and
interpersonal attraction, LMX researchers examined liking and perceived
similarity as antecedents of LMX. In both lab and field studwes, Wayne and
Ferris { 1990) found leader liking of the member to be positively related to LMX.
Support for a pesitive relationship between liking and LMX also was found
in studies by Dockery and Steiner (1990), Liden et al. (1993), and Wayne,
Shore. & Liden (1997), Finally, studies have consistently found perceived
similarity to be positively related to LMX {Liden et al., 1993; Phillips &
Bedeian, 1994),

A Tinal interactional variable that has been examined in relation to LMX
is member and leader expectations of each other. It wias predicted that positive
leader {member) ex pectations of a member (leader) regarding work compelence
and similarity would be associated with higher LMXs, Liden etal, (1993) Found
that leaders’ expectations of members and members” expectations of leaders
were strong predictors of LMX. In fact, leaders” expectations of members were
much better predictors of leader LMX than werc performance ratings.
Focusing on leader expectations, Wayne et al. (1997) also found support for
the positive relationship between keader expectations of the member and LMX.

Contextual Vasiables

Dicnesch and Liden (1986) recognized that contextual faclors might
infuence LMY development, They identified work group {unit) compdsilion,
a leaders power, and organizational policies and culture as being particulasly
important, Surprisingly, only two studies have examined contextual factors
in relation te LMX development. Leader workload and a similar construct,
fime-hased stress. have been examined in two studies. Kinicki and Vecchio
{1994) found that leaders who felt greater time-pressure tended to have kess
differentintion among their members and higher-quality exchanges with
memhers. However. Green ct al. ( 1996) found a marginally significant negative
relationship between workload and LMX, Green et al. also found that larger
amounts of financial resources was positively related and larger group 517 Wis
negatively related to LMX. These initial studies suggest that LMX processs
can be constrained by the context. In other words, organizational
characteristics may constrain a leader and thus place bou ndaries on LMX
development, Future research is needed that examines other organizationl
characteristics which may constrain the development of LMX such as
organizational culture, technology, and physical distance between the leader
and member (Mapier & Ferris, 1993).
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Conclsions friovn Research on Amtecedents of LMY

This review provides a number of insights concerning antecedents of LMX.
Firsl, studics have examined a fairly diverse set of antcoedents including
member characteristics, leader characteristics, imeractional, and contextual
variables. OF these, member characteristics and interactional variables have
meceived the most attention. Additional rescarch is needed that examines the
rale of leader characteristics and comtextual variables in the LMX
developmental process. Second, this review suggests that LMX is not based
solely on member performance as emphasized in the role-making model (Graen
& Scandura, 1987). Rather, there is strong support for member ingratiatory
behavior and affect (liking and perceived simalanity) as antecedents of LMX,
It may be that various antecedents become important or salient al different
points during the developmental process. For example, performance may be
mportant as the member completes the first few task assignments. Afier
performing well on initinl sssipnments, affect may become dominant in
delermining the quality of exchange. At this point, member ingratiatory
behavior may influence leader perceived similarity and liking of the member.
Thus, performance may become an important but insufficient factor in
determining LMX,

In terms of future research, longitudingl studies using newly-formed dyads
&t needed in order to explore causality between LMX and potential
antecedents. In fact, it may be useful to begin data collection before the member
and leader work together such as during the interview process (Liden et al.,
I%43) in order to examine the relative importance of keader expectations versus
member behavior on LMX, Additionally, future research on antecedents
should examine LMX as a multidimensional construct, As noted by Diencsch
wd Liden (1986), LMXs may be based primarily on the exchange of work-
ielated contributions, loyalty, or affect. In turn, the antecedents of LMX MRy
dgepend on whether the exchange is based primarily on work-related
. cantributions, loyalty, or affect. For example, perceived similarity may be an
| important antecedent for affect-based LMXs whercas competence and skills
¢ may be predictors of contributions-based LMXs.

CONSEQUENCES OF LMX

Thearetical Framework for LMX Consequences

The central theoretical premise behind relations between LMY and
butcomes is that roles based strictly on the employment contract will result
in less posilive consequences for members than will roles that have developed
bevond what is expected according to the employment contraet {(Graen, 1976:
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Liden & Graen, 1980). Quite simply, members who receive more information
and support [rom the kader and who engage in tasks that require challenge
and responsibility are expected 1o have more positive job attitudes and engage
in more positive behaviors than members whose suppornt & limited to what
1s reqquired by the employment contract.

Emparical Besearch on LMX Consequences

The vast majority of empirical research on LMX, especially during the initial
period from 1975 to 19835, focused on the outcomes or consequences of LM,
As shown in Table 2, nearly all research on the consequences of LMX has
been conducted in field seitings. A fairly comprehensive set of individual and
organizational outcomes has now been examined in LMX research, including
a number of different attitudes and behaviors.

Attitudes and Perceptions

strong support has been found for the relation between LMX and work
attitudes. Consistent with a general premise of LMX, Scott and Bruce (1994)
found LMX to be positively related 1o member perceptions of the extent o
which leaders provided a supply of resources and support for innovations. It
has also been found that LM X is positively correlated with member perceptions
of the costs of seeking help [rom the leader (Anderson & Williams, 1996).
Crverall job satisfaction has been consistently found 10 be positively related
to LMX (Dansereau et al., 1975; Major, Kozlowski, Chao, & Gardner, 1995;
Schriesheim, Neider, Scandura, & Tepper, 1992a; Scers & Graen, 1984;
Yecchio & Gobdel, 1984; Veechio, Griffeth, & Hom, 1986 Wilhelm, Herd,
& Stciner, 1993). Similarly, LMX has been shown to be associated with
perceplions of organizational climate. For example, Kozlowski and Doherty
(1989) found that high LMX members reported a more positive climate than
did low LMX members on 7 of B climate scales tested, including job
understanding, responsibility, teamwork, and intergroup cooperation. Also,
Drunegan, Tierney, and Duchon (1992b) found LMX to be significantly
correlated with 5 of & climate scales, including autonomy, recognition, and
enCouragement.

Satisfaction with the leader has typically been positively related to LMX
(Dansercau et al., 19753 Duchon et al., 1986, Time I: Green et al,, 1996: Scers,
198%; Seers & Gracn, 1984, Vecochio & Gobdel, 1984; Vecchio el al., 1986),
but not always { Duchon et al., 1986, Time 2; Graen & Ginsburgh, 1977: Liden
& CGiraen, 1980). Similurly, results have been mixed for other satisfection Meets:
work, pay. and promotions. LMX has been found to be positively related to
satisfaction with the work iself in some studies (Seers, 1989; Vecchio et al,
1986) but ned in others (Graen & Ginsburgh, 1977: Liden & Gracn, 1980 Secrs
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LMX: The Past and Potential h7

& Graecn, 1984). Satisfaction with pay has been shown to be positively related
Lo LMX (Seers, 1989 Sparrowe, 1994; Vecchio et al., 1986) or unrelated {Seers
& Gracn, 1984), Following the same pattern, promotion satisfaction has been
related to LMX in some studies (Seers, 1989 Spamrowe, 1994: Vecchio et al,,
1986}, but not in athers (Seers & Graen, 1984). Co-worker satisfaction has no
been examined in many studies, but when it has, it tends 1o show a positive
association with LMX (Green e al.. 19%; Seers, 1989 Vecchio cf al., 1986;
of. Liden & Maslyn, in press),

LMX has been shown to he Feluted 1o perceptions of job problems, such
& impediments 1o change (Cashmin, Dransereau, Graen, & Haga, 1976) and
dyadic (supervisorsy bordinate) problems { Danserean el al., 1975; Keller &
Dansercau, 195; of, Liden & Gracn, 1980). But perhaps more interesting,
significantly higher dgreement on job problems has been found for high LMXs
than for low LM Xs {Graen & Schiemann, 1974).

Consistent support has been found for a positive association between LMY
= organizational commiiment ( Duchon et al,, 1986 Green et al, 196 Kinicki
& Vecchio, 1994; Major et al., 19595, Nystrom, 1990: Schriesheim et al., 1992a;
Setloon, Bennett, & Liden, 1996; Wayne ct al, I997). However, three of these
sudies which employed structural equation modeling revealed findings that
qualify the simple correlation between LMX and commitment, In particular,
Green et al. (1996) found stronger support for an indirect effect of LMX to

worker and supervisor salisfaction). Om the other hand, Settoon et al. (1996) and
Wayne et al. (1997) both found models including a path from percerved
Organizational support to commitment 1o have equal, yet more parsimonious,
fit than models which akso included a path from LMX 1o commitmient. In ather
words, perceived organizational suppon dominated LMX in the prediction of
Ofganizational commitment. Cne explanation for these findings is that receipt
ol support from the OFganiFalion creafes an obligation 1o reciprocats {Goulder,

sammitment can be interpreted as evidence of a social exchange relationship
between the organization and an individual. Thus, these resuls sugpest the
mportance of examining LMX relationships along with other social exchange
rlationships in which efganizational participants may engage,

In summary, LMX has been found 1o be related 1o a vanety of employes
attitudes. The most consistent support has been found for the relation between

I many of the above investigations was tha LMX and attitudes were hath
measured from the member's perspective, introducing the possibility of a
wmmon method variance prohlem,
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Bohaviors

LMX has been found 1o be related to the nature of members” work activities.
In particular, LMX has been shown to be pomitively assocuated wath
involvement in boundary spanning, decision making, communications, liatson
activitees {Dansereau et al., 1975; Graen & Cashman, 1975: Liden & Graen,
1980; Scandura, Gracn, & Novak, 1986; Schriesheim et al, 1992a), and
innovative behaviors (Scott & Broce, 1994), Similarly, Sparrowe (1994) found
a significant association betwesn LMX and member perceptions of the degree
of empowerment. Despite these apparent differences in work activities based
on LMX, perceptions of jobs s assessed with Hackman and Oldhams {1975)
Job Diagnostic Survey have nol demonstrated a significant relation between
LMX and job enrichment {Duchon et al.,, 1986; Graen & Ginsburgh, 1977,
Secrs & Graen, 1984), Simalarly, & mensure of task variety did not produce
a significant correlation with LMX {Dunegan, Duchon, & Uhl-Bien, 1992a).
Based on the perspective that task delegation or role making dominates the
formation of LMX relattonships (Graen & Scandura, 1987; Gracn & Uhl-Bien,
[995), a strong positive correlation would have been expecied between job

characteristics and LMX. The lack of significance may be interpreted as partial
evidence of the multidimensional nature of LMXs. In the aforementioned
studies (Duchon et al, 1986; Duncgan et al., 1992a; Scers & Graen, 1984),
i 15 possible that many of the LMXs were not based on the work iisell, bt
perhaps on another dimension, such as liking or lovalty (Dienesch & Liden,
19%6),

A substantial body of research on commumnication behaviors within the
context of leadership has been developing, especially in the past ten years
{Fairhurst, in press), Pioncering work by Schiemann ( 1977) showed [requency
of communication to be positively related 1o LMX. In the communication
Iterature, studies based on the analysis of conversation transcripts have found
different interaction paiterns between leaders and members as a function of
LMX. For example, LMX was found to be negatively related to the degree
to which leaders dominated subordinates in communications (Fairhurst,
Rogers, & Sarr, [987). Extending this rescarch, Fairhurst ( 1993) identified three
migor types of communication behaviors, aligning, accommodating, and
polarizing, which were then assessed with respect 1o LMX, Aligning behaviors
include communications characierized by “values congruence, non-routine
problem solving, insider joking, support, and coaching™ (p. 343), whereas
polanzing commumications involve such distancing behaviors as *performance
monitoring, competitive conflict, and power games™ (p. 344). In between these
two extremes, accommodating behaviors include role negotiation, choice
framing, and polite disagreement (p. 344). Fairhurst (1993) found that high
LMXs were characterized both by aligning and accommodating behaviors
while polarizing behaviors were predominant in low LMXs. Accommodating
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and polarizing behaviors were prevalent in medium LMXs, although aligning
behaviors abso oceurred occasionally.

Recent communication research has examined consequences of LM X within
varying contexts. Following Dienesch and Liden's discussion of differences in
LMX development between dyads including newcomers 1o the organization
versus dyads including a transferee, Kramer {1995) investigated the formation
of LMXs in a sample of transferees. Using a longitudinal design covering one
year, Kramer found that “middie-group LMX™ members reported fewest
unmet expectations and greatest affective support, while “out-group™ members,
who in turn reported the most unmet expectations and the least affective
support. These results may be explained by the method wsed to create the LMX_
&mlrﬂnWr.anlﬂmTﬂﬂlhumphhq
categonzed as being middle-group members. Following exploratory work by
Waldron {(1991), lﬂlrdllﬂu[lm}mtﬂu;ﬂdlhuﬂndmnlhﬂ
LMX influences relationship mantcnance. These rescarchers examined
mmmmmhhnmmmuhﬂﬂm.hpnaﬁtr
Deteriorating relationships; highly stable or routine relationships, and
cxcalating or improving relationships. Although leaders did not reporn engaging
in different commumcation behaviors as n’mmnnfrd-muhpmhhy
differences were found among subordinates. As expected, in-group members
reporied using dilferent communication behaviors than did out-group
members across the three types of relationship stability. For example, out-
group members were more likely 1o use deception and distortion in
deteniorating relationships than in-grouwp members, In escalating relationships,
oul-group members were more likely 1o use avoidance communication
behaviors than were in-group members, These results parallel those of
Fairhurst (1993) who found that in maintaining in-group relationships,
members engage in collegial communication behaviors that enhance
perceptions of similarily and are characterized by mutual support, Sias and
ker colleagues (Sins, 19 Sins & Jablin, 1995) have examined another
contextual issue, the effect of LMX on communications among coworkers,
In this program of research, it was found that out-group members discussed
more incidents of the leader’s differential trentment in conversations with fellow
coworkers (Sias & Jablin, 1995), Out-group members were found to perceive
differential treatment as being unfair, while in-group members felt that
differentintion by the leader was fair. In a lollow-up study, it was found that
members” perceptions of the leader’s differential treatmem of work group
members was partially based on what members kearned from discussions with
coworkers (Sias, 1996).

In nearly all studies, supervisory performance ratings have been positively
correlated with LMX (Duarte et al., 1993, 1994; Dunegan, et al, 1992a: Graen
& Gimburgh, 1977; Judge & Ferris, 1993; Liden & Graen, 1980; Scandura
& Schriesheim, 1994; Schriesheim et al, 19922 Seers & Graen, 1984: Settoon
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el al,, 199; Wakabayashi, Graen, Graen, & Groen, 1988 Wayne et al., 1997
cl. keller & Dansereau, 1995). However, these results are confounded by virtue
o the Fact that the keader who engages in an exchange with each subordinate
i5 the one who rates the performance of members {(Dienesch & Liden, 19846).
In enc of the few studies to include both subjective ratings and objective
measures of performance, Veechio and Gobdel (1984) found with a sample
of bank tellers that subjective, but not objective, performance measires were
predicied by LMX. However, the objective measures focused only on teller
dilferences (over or short balancing errors); other important teller behaviors,
such as quality of interaction with customers, were not assessed, Similarly,
Duarte et al. (1993, 1994) found LMX to be related to subjective ratings, but
not 1o an objective performance measure, Interestingly, these researchers found
asignificant interaction between LMX and objective performance on subjective
ratings, such that the ratings of low LM X individuals were consistent with their
objective performance, while high LMX members enjoyed high ratings
regardiess of ther obpective performance levels.

In a rare ficld experiment, the objective performance of form Processing
federal government employvees increased as the result of “LMX training”
provided to their managers (Graen, Novak, & Sommerkamp, 1982b). The
training intervention was designed to increase LMX for all members.
Surpnsingly, despite the significant effects for objective performance, the
training did not influenee subjective ratings made by the leaders. This finding
may be duc to the possibility that by training leaders 1o improve their
relationships with all subordinates, leaders may have strived to treat members
equally, rather than to differentinte between them, This may have resulted in
little variability in LMX or the performance ratings. Such restriction of range
may have attenuated correlations involving these variables,

Several studics have examined extra-robe or citizenship behaviors in relation
to LMX. It is imporiant that this relation be established given thar LMX theory
stresses thal higher LMXs are characterized by members who engage in
behaviors that extend beyond the employment contract (Gracn, 1976), Anearly
study fourd that high LMX members were inclined to engage in extra time
and effort for the benefit of the work unit than did lower LMX members (Liden
& Giraen, 1980), Subsequent to this study, organizational citizenship behaviar
was introduced as a construct (Bateman & Organ, 1983). Research findings
have indicated a positive relation between LM X and organizational citizenship
behavior (Anderson & Willinms, 199%; Settoon et al, 1996 Wayne & Green,
1993). Interestingly, Settoon et al. measured LMX from members and
organizational citizenship behaviors from leaders, while Wayne and Green
assessed LMX from leaders and organizational citizenship behaviors from
membsers.

Correlations between actual turnover and LM X have been inconsistent, with
some studics finding a significant negative relation (Dansereau et al, 1975
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Ferris, 1985; Gracn & Ginsburgh, 1977; Graen, Liden, & Hoel, 19824}, but
others linding a nonsignilicant correlation { Veechio, 1985; Vecchio et al., 1986),
surprisingly few investigations have examined the relation between LMX and
turmover intentions. Significant negative correlations with LMX were found
in these studies {Major et al, 1995; Sparrowe, 1994; Vecchio & Gobdel, 1984;
Wayne et al, 1997: Wilhelm et al., 1993). Common method variance My
provide one explanation for these significamt correlations. Interestingly,
imvestigations in which 1M X wan teated along with other variables in structural
tquation models. the path from LMX to turnover intentions was not significant
(Sparrowe, |994; Wayne et al., 1997). However, in Wilhelm et al’s. (1993) study,
LMX was significant when entered with equity perceptions and job satisfaction
@ a regression model. Perhaps the best way to address the common method
Variance issue is 1o assess actual turnover rather than turnover intentions when
possible.

Modirators of Relations Between LMX and Consequences

Just as few studics have examined moderators between antecedents and
LMX (cf. Day & Crain, 1992), relatively few studies have examined possible
moderators of relations between LMX and outcomes, Such studics are necded,
especially for variables that have produced inconsistent results. For example,
the inconsistent findings with respect to turnover might be addressed by
sarching for moderators 1o ascertain those situations in which LMX is
predictive of turnover. One possible moderator of the LM X-turnover relation
5 job mobility. Participants in the Graen et al. (19820) study revealed that they
were contacted several times per month by other organizations or by scarch
firms concerning their interest in switching companies. With such high job
mobility opportunities, most participants who wanted to leave the organization
cauld do so quite easily. Conversely, when employees do not enjoy alternative
1ob opportunities, restriction of range in turmover will oceer, and this, in turn,
will affect the correlation between LMX and turnover,

Performance is another outcome variable that has not been consistently
predicted by LMX, and may benefit from a search for moderators. Initial
support for moderators was provided by Duarte et al, (1994) who found dyadic
tenure o moderate the relation between LMX and performance. The LMX
1o performance relation also appears to be moderated by analyzability of tasks
fie., clarity concerning how to complete tasks) and 1ask variety (Dunegan et
al, 1992a). Similarly, with respect to organizational climate as an outcome
wvariable, Dunegan et al. { 1992b) found & significant interaction between LMX
#d members' assessment of exchanges with fellow coworkers. Climate
perceptions were more positive for those who felt that their exchanges both
Iﬁmtﬂ:lﬂdiﬁhhmmmpnd. than with individual who reponed
only one or neither of these relationships to be favorable. Investigations
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examining moderators of other LMX-consequences relations are needed so
that the effects of LMX can be better understood.

In summary, LMX is related to a number of employes behaviors. The most
consistent findings arc for work activities, decision-making influence, subjective
performance ratings, communications, and organizational citizenship
behaviors. The relatively few studies that have examined relations between
LMX and objective measures of performance have typically not found
significant results. Results for wernover have been inconsistent, while the
relation between LMX and turnover intentions tends to be significant and
negative although weak and based on few studies, Resenrch on the relation
between LMX and member behaviors. especially performance and
orgamzational citizenship behaviors, would be enhanced by collecting
behavioral data from a source that is independent of the leader-member dyad,
s0 that the possibility of confounds can be reduced.

Clutcomes Frovided by the Orgamnization

A handful of stwdies have examined the relation between LMX and
oilcomes provided by the organization, such as promodions, bonuses, and
salary increases, Using a longitudingl design, LMX, assessed during the first
three years of employment, predicted career progression of managers in Japan
at seven and 13 yvears {Wakabayashi & Gracn, 1984; Wakabayashi et al,, 1988),
Because these managers were promoted (changed supervisors) several limes
during the first three years, LMX was measured six times during this period
and the reported results reflect the average scores across these observations
( Wakabayashi et al.. 1988). Managers with high LMXs in their early positions
enjoyed grealer progress into upper management,

Howewer, in several studies conducted in the United States, the correlation
berween LMX and promotions was not significam (Graen & Ginsburgh, 1977;
Scandura & Schriesheim, 1994; Wayne et al., 1997), Several explanations for
these results are possible. In addition to the possibility of cultural differences,
the difference in results may be due to the length of time that promotions were
studied. For example, Wakabayashi et al, {1988) examined a period of 13 years
as opposed to the six vear time span studied by Wayne et al. {1997).

Although lew studies have been conducted on salary and LMX, the few that
are aviilable have found mixed results. Wakabaynshi and Graen (1984) and
Wakabayashi et al. (1988) found a strong positive relation between LMX and
salary, bul Scandura and Schricsheim (1994) did not find a significant effect,
Many situational variables, such as leader control of salary incremses and
money aviulable [or salary increases, may moderate the relation between LMX
and salary. It is recommended that such situational variables be included in
future research.
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Only one study has examined the association between LMX and bonuses.
AL two points in time these variables were found 10 be significantly related
(Wakabayashi & Graen, 1984; Wakabayashi et al., 1988). Similarly, one study
found a strong association between LMX and “company investment™
(Wakabayashi, Graen, & Ubl-Bien, 1990) which is & member'’s perception of
the degree to which the organization assists employees in their career progress
#nd utilizes employee potential. It is a construct that appears 1o overlap with
perceived  organization support (Eisenberger, Cotterell, & Marvel, 1987:
Eiscnberger, Fasolo, & Davis-LaMasiro, 1990). Settoon et al (1996) have
found LMK:ndptm:ilrrduﬂ.m‘.ulimiuppmt W0 be correlated. More

Conclusions from Research on [ MX Consoguen e

LMX has been found to be related to an impressive set of imporiant
mdividual and organizational Oulcomes. Some inconsistencics in results have
occurred, but for the most pan, LMX s positively associated with favorable
sirudes such as job satisfaction and behaviors such as organizational
citizenship. In addition, although many of the early studies involved non-
academic units of universities, much subscquent work has been conducted in
2 wide variety of priviie sector organizations, Thus, the criticism that
gencralizability of LMX studies is limited due to the samples employed
(Diencsch & Liden, 1986; Miner, 1980, Vecchio & Goldel, 1984) does not seem
valid today,

Despite quite thorough coverige of LMX effects on member attitudes and
bechaviors, not enough rescarch has been conducted on outcomes provided by
the organization, such i promotions, (o reach conclusions. Similarly, research
i needed on outcomes of LMX for leaders and for the organization. It is not
known if the differentiation of members charactenstic of LMX is beneficial
t0 leaders and organizations. Differentiation Mmay represent a means for best
utilizing varying knowledge, skills, and abilities of members. Chn the other hand,
differentiation may lead 1o perceptions of unfairness (Maslyn, 1996) or
=nbealthy factions of members which result in lowered group cobesiveness and
productivity. The issuve of LMX and work group ellectiveness is explored in
Freater detadl later in this paper.

ﬁummuyalutumnjlnumdmuqmmuthu have been examined
| empirical studics of LMX appears in Figure |.




