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leadership research. At about the same time, another group of researchers
at the University of Michigan was conducting a series of studies that
explored how leadership functioned in small groups. A third line of
research was begun by Blake and Mouton in the early 1960s; it explored

how managers used task and relationship behaviors in the organizational
setting,

Although many research studies could be categorized under the head-
ing of the style approach, the Ohio State studies, the Michigan studies, and
the studies by Blake and Mouton (1964, 1978, and 1985) are strongly rep-
resentative of the ideas in this approach. By looking closely at each of these
groups of studies, we can draw a clearer picture of the underpinnings and
implications of the style approach.

The Ohio State Studies

Because the results of studying leadership as a personality trait
appeared fruitless, a group of researchers at Ohio State began to analyze
how individuals acted when they were leading a group or organization. This
analysis was conducted by having subordinates complete questionnaires
about their leaders. On the questionnaires, subordinates had to identify the
number of times their leaders engaged in certain types of behaviors.

The original questionnaire used in these studies was constructed from
a list of more than 1,800 items describing different aspects of leader behav-
ior. From this long list of items, a questionnaire composed of 150 ques-
tions was formulated, and it was called the Leader Behavior Description
Questionnaire (LBDQ), (Hemphill & Coons, 1957). The LBDQ was given
to hundreds of people in educational, military, and industrial settings, and
the results showed that certain clusters of behaviors were typical of leaders.
Six years later, Stogdill (1963) published a shortened version of the LBDQ.
The new form, which was called the LBDQ-XII, became the most widely
used in research. A style questionnaire similar to the LBDQ appears later in

this chapter. You can use this questionnaire to assess your own leadership
behavior.

Researchers found that subordinates’ responses on the questionnaire
clustered around two general types of leader behaviors: initiating structure
and consideration (Stogdill, 1974). Initiating structure behaviors were
essentially task behaviors, including such acts as organizing work, giving
structure to the work context, defining role responsibilities, and scheduling
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work activities. Consideration behaviors were essentially relatiogship
~ pehaviors and included building camaraderie, respect, trust, and liking
between leaders and followers.

The two types of behaviors identified by the LBDQ-XII represent the
core of the style approach and are central to what leaders do: Leaders
provide structure for subordinates, and they nurture them. The Ohio State
studies viewed these two behaviors as distinct and independent. Thgy were
thought of not as two points along a single continul}rr-x but as two different
continua. For example, a leader could be high in initiating struf:ture a}nd
high or low in task behavior. Similarly, a leader could be low in se‘ttmg
structure and low or high in consideration behavior. The degree t? which a
leader exhibited one behavior was not related to the degree to which she or
he exhibited the other behavior.

Many studies have been done to determine which stylt_a of lead.ershil? is
most effective in a particular situation. In some contexts high cfons.1d‘eln'at%on
has been found to be most effective, but in other situations high initiating
structure has been found most effective. Some research has shown' t.hat
being high on both behaviors is the best form of le.adershlp._ Determining
how a leader optimally mixes task and relationship behaviors has been
the central task for researchers from the style approach. The path—goal
approach, which is discussed in Chapter 7, exeplphﬁes a leaQersh1p theory
that attempts to explain how leaders should integrate consideration and
structure into the leader’s style.

The University of Michigan Studies

While researchers at Ohio State were developing the LBDQ, rese?archérs
at the University of Michigan were also exploring leadership behavior, giv-
ing special attention to the impact of leaders’ behaviors on the performance
of small groups (Cartwright & Zander, 1960; Katz & Kahn, 1951; Likert,
1961, 1967).

The program of research at Michigan identiﬁed tV.VO types of leader-
ship behaviors: employee orientation and production orzentatzgn. Emplf)yee
orientation is the behavior of leaders who approach subordinates with a
strong human relations emphasis. They take an ‘interest i‘n workers. as human
beings, value their individuality, and give spec1al. attenponI to their .pe?sonal
needs (Bowers & Seashore, 1966). Employee orientation is very §1rmla.r to
the cluster of behaviors identified in the Ohio State studies as consideration.
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Production orientation consists of leadership behaviors that stress the
technical and production aspects of a job. From this orientation, workers are
viewed as a means for getting work accomplished (Bowers & Seashore,
1966). Production orientation parallels the initiating structure cluster found
in the Ohio State studies.

Unlike the Ohio State researchers, the Michigan researchers, in their
initial studies, conceptualized employee and production orientations as
opposite ends of a single continuum. This suggested that leaders who were
oriented toward production were less oriented toward employees, and those
who were employee oriented were less production oriented. As more
studies were completed, however, the researchers reconceptualized the two
constructs, as in the Ohio State studies, as two independent leadership
orientations (Kahn, 1956). When the two behaviors were treated as inde-
pendent orientations, leaders were seen as being able to be oriented toward
both production and employees at the same time.

In the 1950s and 1960s, a multitude of studies were conducted by
researchers from both Ohio State and the University of Michigan to deter-
mine how leaders could best combine their task and relationship behaviors
so as to maximize the impact of these behaviors on the satisfaction and
performance of followers. In essence, the researchers were looking for a
universal theory of leadership that would explain leadership effectiveness in
every situation. The results that emerged from this large body of literature
were contradictory and unclear (Yukl, 1994). Although some of the findings
pointed to the value of a leader being both highly task oriented and highly
relationship oriented in all situations (Misumi, 1985), the preponderance of
research in this area was inconclusive.

Blake and Mouton’s Managerial (Leadership) Grid

Perhaps the best-known model of managerial behavior is the Managerial
Grid®, which first appeared in the early 1960s and has been refined and
revised several times (Blake & McCanse, 1991; Blake & Mouton, 1964,
1978, 1985). It is a model that has been used extensively in organizational
training and development. The Managerial Grid, which has been renamed
the Leadership Grid®, was designed to explain how leaders help organiza-
tions to reach their purposes through two factors: concern for production
and concern for people. Although these factors are described as leadership
orientations in the model, they closely parallel the task and relationship
leadership behaviors we have been discussing throughout this chapter.
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Concern for production refers to how a leader is concerned with achieving
organizational tasks. It involves a wide range of activities, including attention
to policy decisions, new product development, process issues, workload, gnd
sales volume, to name a few. Not limited to things, concern for production
can refer to whatever the organization is seeking to accomplish (Blake &
Mouton, 1964).

Concern for people refers to how a leader attends to the people in the
organization who are trying to achieve its goals. This concern includes
building organizational commitment and trust, promoting the personal
worth of employees, providing good working conditions, maintaining a fair
salary structure, and promoting good social relations (Blake & Mouton,
1964).

The Leadership (Managerial) Grid joins concern for production and
concern for people in a model that has two intersecting axes (Figure 4.1).
The horizontal axis represents the leader’s concern for results, and the
vertical axis represents the leader’s concern for people. Each of the axes is
.drawn as a 9-point scale on which-a score of 1 represents minimum concern
and 9 represents maximum concern. By plotting scores from each of the
axes, various leadership styles can be illustrated. The Leadership Grid por-
trays five major leadership styles: authority-compliance (9,1), country club
management (1,9), impoverished management (1,1), middle-of-the-road
management (5,5), and team management (9,9).

Authority-Compliance (9,1)

The 9,1 style of leadership places heavy emphasis on task and job
requirements and less emphasis on people, except to the extent that people
are tools for getting the job done. Communicating with subordinates is not
emphasized except for the purpose of giving instructions about the task.
This style is result driven, and people are regarded as tools to that end. The
9,1 leader is often seen as controlling, demanding, hard driving, and over-
powering.

Country Club Management (1,9}

The 1,9 style represents a low concern for task accomplishment coupled
with a high concern for interpersonal relationships. De-emphasizing pro-
duction, 1,9 leaders stress the attitudes and feelings of people, making
sure the personal and social needs of followers are met. They try to create
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Figure 4.1 The Leadership Grid®
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SOURCE: From Grid Solutions by Robert R. Blake and Anne Adams McCanse.
(Formerly The Managerial Grid by Robert R. Blake and Jane S. Mouton.) Copyright
© 1991. Reprinted with permission of Grid International, Inc,

a positive climate by being agreeable, eager to help, comforting, and
uncontroversial.

Impoverished Management (1,1)

The 1,1 style is representative of a leader who is unconcerned with both
the task and interpersonal relationships. This type of leader goes through
the motions of being a leader but acts uninvolved and withdrawn. The 1,1
leader often has little contact with followers and could be described as
indifferent, noncommittal, resigned, and apathetic.
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Middle-of-the-Road Management (5,5)

The 5,5 style describes leaders who are comprorpisers, who have an
intermediate concern for the task and an intermediate c.oncern for.the
people who do the task. They find a balance between tal.(mg peopleilpto
account and still emphasizing the work requirements. Their compromising
style gives up some of the push for production and some of the gtte:ntlon.to
employee needs. To arrive at an equilibrium, the 5,5'leader avoids confhct
and emphasizes moderate levels of production and 1nt§rpersor}al relation-
ships. This type of leader often is described as one who is expedleqt, prefe.rs
the middle ground, soft-pedals disagreement, and swallows convictions in
the interest of “progress.”

Team Management (9,9)

The 9.9 style places a strong emphasis on both tas.ks and i\nterpersonfal
relationships. It promotes a high degree of participation and Feamwork in
the organization and satisfies a basic need in employees to be involved and
committed to their work. The following are some of the phrases that c.ould
be used to describe the 9,9 leader: stimulates participation, acts determined,
gets issues into the open, makes priorities clear, follows through, behaves
open-mindedly, and enjoys working.

In addition to the five major styles described in the Leade}*ship Grid,
Blake and his colleagues have identified two other styles that incorporate
multiple aspects of the grid.

Paternalism/Maternalism

Paternalism/maternalism refers to a leader who uses both 1,9 and 9,1
styles but does not integrate the two (Figure 4.2). This is the “benevolent
dictator” who acts graciously but does so for the purpose of goal accom-
plishment. In essence the paternalistic/maternalistic style treats people as if
they were dissociated from the task.

Opportunism

Opportunism refers to a leader who uses any combination of the basic
five styles for the purpose of personal advancement (Figure 4.3).
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Figure 4.2 Paternalism/Maternalism: Reward and approval
are bestowed on people in return for loyalty and
obedience; failure to comply leads to punishment.

v
9,1

SOURCE: From Grid Solutions by Robert R, Blake and Anne Adams McCanse.
(Formerly The Managerial Grid by Robert R. Blake and Jane S. Mouton.) Copyright
© 1991. Reprinted with permission of Grid International, Inc.

Blake and Mouton (1985) indicate that a person usually has a dominant
grid style, which he or she uses in most situations, and a backup style. The
backup style is what the leader reverts to when under pressure, when the
usual way of accomplishing things does not work.

In summary, the Leadership Grid is an example of a practical model of
leadership that is based on the two major leadership behaviors: task and
relationship. It closely parallels the ideas and findings that emerged in
the Ohio State and University of Michigan studies. It is used in consulting
for organizational development throughout the world.

HOW DOES THE STYLE APPROACH WORK?

Unlike many of the other approaches discussed in the book, the style
approach is not a refined theory that provides a neatly organized set of pre-
scriptions for effective leadership behavior. Rather, the style approach pro-
vides a framework for assessing leadership in a broad way, as behavior with
-a task and relationship dimension. The style approach works not by telling
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Opportunism: In opporiunistic management, people
adapt and shift to any grid to gain the maximum
advantage. Performance occurs according fo a
system of selfish gain. Effort is made only for an
advantage for personal gain.

Figure 4.3

Opportunism
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SOURCE: From Grid Solutions by Robert R. Blake and Anne Adams McCanse.
(Formerly The Managerial Grid by Robert R. Blake and Jane S. Mouton.) Copyright
© 1991. Reprinted with permission of Grid International, Inc.

leaders how to behave but by describing the major components of their
behavior. ‘

The style approach reminds leaders that their actions toward others
occur on a task level and a relationship level. In some situations, leaders
need to be more task oriented, whereas in others, they need to be more rela-
tionship oriented. Similarly, some subordinates need leaders who provide
a lot of direction, whereas others need leaders who can show them a great
deal of nurturance and support. The style approach gives the leader a way
to look at his or her own behavior by subdividing it into two dimensions.

An example may help explain how the style approach works. Imagine
two college classrooms on the first day of class and two professors with
entirely different styles. Professor Smith comes to class, introduces herself,
takes attendance, goes over the syllabus, explains the first assignment, and
dismisses the class. Professor Jones comes to class and, after introducing
herself and handing out the syllabus, tries to help the students to get to
know one another by having each of the students describe a little about
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themselves, their majors, and their favorite nonacademic activities. The
leadership styles of professors Smith and Jones are quite different. The
preponderance of what Professor Smith does could be labeled task behay-
ior, and the majority of what Professor Jones does is relationship behavior.
The style approach provides a way to inform the professors about the
differences in their behaviors. Depending on the response of the students to
their style, the professors may want to change their behavior to improve
their teaching on the first day of class.

Opverall, the style approach offers a means of assessing in a general way
the behaviors of leaders. It reminds leaders that their impact on others
occurs through the tasks they perform as well as in the relationships they
create.

STRENGTHS

The style approach makes several positive contributions to our understand-
ing of the leadership process. First, the style approach marked a major shift
in the general focus of leadership research. Before the inception of the style
approach, researchers treated leadership exclusively as a personality trait (see
Chapter 2). The style approach broadened the scope of leadership research to
include the behaviors of leaders and what they do in various situations. No
longer was the focus of leadership on the personal characteristics of leaders;
it was expanded to include what leaders did and how they acted.

Second, a wide range of studies on leadership style validates and gives
credibility to the basic tenets of the approach. First formulated and reported
by researchers from Ohio State University and the University of Michigan
and subsequently in the work of Blake and Mouton (1964, 1978, 1985) and
Blake and McCanse (1991), the style approach is substantiated by a multi-
tude of research studies that offer a viable approach to understanding the
leadership process.

Third, on a conceptual level, researchers from the style approach have
ascertained that a leader’s style consists primarily of two major types of
behaviors: task and relationship. The significance of this idea is not to be
understated. Whenever leadership occurs, the leader is acting out both task
and relationship behaviors; the key to being an effective leader often rests
on how the leader balances these two behaviors. Together they form the
core of the leadership process.
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Fourth, the style approach is heuristic. It provides us with a broad
conceptual map that is worthwhile to use in our attempts to understand the
complexities of leadership. Leaders can learn a lot about themselves and
how they come across to others by trying to see their behaviors in light of
the task and relationship dimensions. Based on the style approach, leaders
can assess their actions and determine how they may want to change to
improve their leadership style.

CRITICISMS

Along with its strengths, the style approach also has several weaknesses.
First, the research on styles has not adequately shown how leaders’ styles
are associated with performance outcomes (Bryman, 1992; Yukl, 1994).
Researchers have not been able to establish a consistent link between task
and relationship behaviors and outcomes such as morale, job satisfaction,
and productivity. According to Yukl (1994, p. 75), the “results from this
massive research effort have been mostly contradictory and inconclusive.”
He further points out that the only strong finding about leadership styles is
that leaders who are considerate have followers who are more satisfied.

Another criticism is that this approach has failed to find a universal style
of leadership that could be effective in almost every situation. The over-
arching goal for researchers studying the style approach appeared to be
the identification of a universal set of leadership behaviors that would
consistently result in effective outcomes. Because of inconsistencies in the
research findings, this goal was never reached. Similar to the trait approach,
which was unable to identify the definitive personal characteristics of
leaders, the style approach has been unable to identify the universal behav-
iors that are associated with effective leadership.

A final criticism of the style approach is that it implies that the most
effective leadership style is the high-high style (i.e., high task and high
relationship). Although some researchers (e.g., Blake & McCanse, 1991;
Misumi, 1985) suggest that high-high managers are most effective, that
may not be the case in all situations. In fact, the full range of research find-
ings provides only limited support for a universal high—high style (Yukl,
1994). Certain situations may require different leadership styles; some may
be complex and require high-task behavior, and others may be simple and
require supportive behavior. At this point in the development of research on
the style approach, it remains unclear whether the high—high style is the
best style of leadership.
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APPLICATION

The style approach can be applied easily in ongoing leadership settings. At
all levels in all types of organizations, managers are continually engaged in
task and relationship behaviors. By assessing their own style, managers can
determine how they are coming across to others and how they could change
their behaviors to be more effective. In essence, the style approach provides
a mirror for managers that is helpful in answering the frequently asked
question, “How am I doing as a leader?”

In training and development for leadership, many programs throughout
the country are structured along the lines of the style approach. Almost all
of them are designed similarly and include giving managers questionnaires
that assess in some way their task and relationship behaviors toward subor-
dinates. Participants use these assessments to improve their overall leader-
ship styles.

An example of a training and development program that deals exclu-
sively with leader styles is Blake and Mouton’s Leadership Grid (formerly
Managerial Grid) seminar. Grid seminars are about increasing productivity,
improving morale, and gaining employee commitment. They are offered
by Scientific Methods, an international organization development com-
pany (http://www.gridinternational.com). At grid seminars, through self-
assessments, small-group experiences, and candid critiques, managers learn
how to define effective leadership, how to manage for optimal results, and
how to identify and change ineffective leadership behaviors. The concep-
tual framework around which the grid seminars are structured is the style
approach to leadership.

In short, the style approach applies to nearly everything a leader does. It
is an approach that is used as a model by many training and development
companies to teach managers how to improve their effectiveness and orga-
nizational productivity.

CASE STUDIES

In this section, you will find case studies (Cases 4.1, 4.2, and 4.3) that
describe the leadership styles of three different managers, each of whom
is working in a different organizational setting. The first case is about a
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maintenance director in a large hospital, the second deals with a supe?rvisor
in a small sporting goods store, and the third is concerned with the director

f a design department in a large manufacturing company. At the end

of each case are questions that will help you to analyze the case from the
perspective of the style approach.

CASE41
A Drill Sergeant at First

Mark Young is the head of the painting department .in a large hospital,
and 20 union employees report to him. Before coming or]:board‘at the
hospital, he had worked as an independent contractor. At the“ hosplt?!, he
took a position that was newly created~ because the 'hospstal believed
change was needed in how painting services were provided. '

Upon beginning his job, Mark did a 4-month analysis of the direct
_and indirect costs of painting services. His findings suppor’ged thg percep-
tions of his administrators that painting services were mefﬁcuen@ and

~ costly. As a result, Mark completely reorganized the department, designed
a new scheduling procedure, and redefined the expected standards of

performance. ; ~

Mark saykskthatkwhenk he started out in his new job he was “all task,”

_ like a drill sergeant who didn’t seek any input from his subordinates.

_ From Mark’s point of view, the hospital environment.didpo;t leave much
- room for errors, so he needed to be strict about ggtt:ng~pa|nters to d9 a
good jdb within the constraints of the hospital environment.

As time went along, Mark relaxed his style andwas‘ less de‘ma‘ndmg.«He
 delegated some responsibilities to two crew leaders who reported to him,
~ but he always stayed in close touch with each of the employees. On a

weekly basis, Mark was known to take small groups of wqufers to the local
 sports bar for burgers on the house. He loved to banter with the employ-

ees and could dish it out as well as take it.

 Markis very proud of his department. He says he always wanted to be
a coach, and that’s how he feels about running his o‘lepartmentq Hek’e.nj‘oys
working with people, and in particular he says he llkes’to see the glint in
their eyes when they realize that they've done a good job and theyk have
done it on their own. ~ ~ ~
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; subsfacr?tlf:; Ogni\d/lal’ks leadershrp, the pamtmg department |mproved . about how organized and efficient the store is when she is in charge.
; y Is now seen by workers in other departments as the = susan makes the tasks and goals for everyone very clear. She keeps every-

one busy, and when they go home at night they feel as if they have

accomplished something. They like to work for Susan because she knows

what she is doing. Those who do not like her style complain that she is

too driven. It seems that her sole purpose for being at the store is to get

the job done. She seldom, if ever, takes a break or just hangs out with the

staff. These people say Susan is pretty hard to relate to, and as a result it
‘not much fun working at Marathon Sports.

most p‘rjoductrve department in hospital mamtenance Painting services
received a customer ratlng of 92%, whrch was the hl hest of a
_inthe hosprtal ‘ - e

Questions

1 Fromt ) . ’ ‘ ; i it ixed tion to

. dihde ;:ylet plel’sx:]ectlve, how r/vould you describe Mark Young's leadership? hersluesaadne:‘zhbiggsTyTen%'h(i)s Slf(?tshee:?ah(etrznt])‘l)rltozhgsd}oz‘;enztr?(h(:w :/ssgt‘tc? do
. S style change over time? ~ about it. In addition to her work at the store, Susan struggles hard to be

3. In general, do you think he is more task oriented or more relationship ’?k,a good spouse and mother of three children.

oriented?

4. What score do you think he would get on Blake and Mouton’s grid?
Questions

R

1. According to the style approach, how would you describe Susan Parks's
leadership?

2. Why does it create such a pronounced reaction from her subordinates?

3. Do you think she should change her style?

4. Would she be effective if she changed?

kSusan Parks rs the part-owner and manager of Mar 1 Sports, an ‘ +
store that specralrze in runnmg shoes and accessorie h)e stsoraene?hl:)lf;\l/g o
about 10 people, most of whom are college students who work part- “time
during the week and full -time on weekends. Marathon Sports is the only
! store of its kind i ina college town with a populatlon of 1 OO ‘The annuai ‘
sales flgures for the tore ha shown 15% growth
, CASE43

7 years

Ms. Parks has a Iot mvested"m the store, and‘ sh A
she work; very hard to i a Fs Culture

- make sure the store contmues to mamtam its reputatlon and pattern of; i diaiiits
~growth. She works 50 hours a week at the store, where she wears many
,hats mc!udmg those of buyer scheduler tramer, planner, and salesper-

‘son Therekrs nekverka moment when Susan is hot domg somethr g. Rumor

Douglas Ludwig is the director of design services at a large office furniture
manufacturing company that employs about 1,200 people. The design
department is made up of 80 people who are divided into eight working
teams, all of which report to Mr. Ludwig. Douglas is new to the company,
having been hired away from a smaller competitor where he was vice
presrdent for research and development. His reputation as a leader at the
previous company was generally favorable.

. to Ms. Parks are strong and qurte varied. Sorne
~people hke her style and others do not Those who Ilke her style talk
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~ During his first year, Douglas has spent a lot of time trying to enhance
the culture in his department. Unlike the previous director, who had
spent a good portion of his time monitoring projects and emphasizing
_company goals, Douglas has involved himself with the mood, climate,
and tenor of the department. To that end, Douglas has instituted a new
(department meeting schedule for the purpose of allowing everyone to
share his or her ideas and concerns. While continuing to do the “nuts-
and-bolts” things, Douglas has tried to promote greater esprit de corps in
~ the department by having brown-bag lunches on Fridays. Each week,
-Douglas meets informally with the team leaders to get a feel for what they

need and how theyd’redoing;* -

Douglas is also a strong supporter of social events outside of work. In
~ the summer, the design department held an outdoor family barbecue—
the first ever for some of the older employees in the company. Over the
holidays, Douglas held an open house at his home that was catered by the
company. Employees thought it was “first class” and talked about it for
many months. Douglas was also instrumental in getting the company to
sponsor a coed indoor soccer team, made up completely of employees:
from the design department. » -

Most people in the department give Douglas Ludwig positive reviews
for his first year as director. Designers and staffers alike are impressed by
what a nice guy Mr. Ludwig seems to be. For years, the mood in the design -

_ department had been somewhat stale, but with Douglas’s arrival some
life came back into the place. People began to enjoy the new vitality in
the department, and they found themselves chatting more and com-

plaining less.

Questions

Douglas Ludwig’s leadership clearly is one of the major types in the style
approach.

1. What style is it?

2. Does it sound as if it is effective in the context of a design department at a
furniture company?

3. Would you or would you not like to work for Douglas Ludwig?

4. Is there a downside to this style of leadership? If so, describe it.

+4++
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LEADERSHIP INSTRUMENT

Researchers and practitioners alike have used many different instruments
to assess the styles of leaders. The two most commonly usejd measures
have been the LBDQ (Stogdill, 1963) and the Leadership erd (Blake &
McCanse, 1991). Both of these measures provide inf(?rmatlon about the
degree to which a leader acts task directed and people directed. The LBPQ
was designed primarily for research and has been used extensn{el'y since
the 1960s. The Leadership Grid was designed primaril)./ for training and
development, and it continues to be used today for training managers and
supervisors in the leadership process.

To assist you in developing a better understanding of how lea.dership
style is measured and what your own style might b.e, a l‘eadt.srshlp style
questionnaire is included in this section. This questlonnzm'.e is made up
of 20 items that assess two orientations: task and relationship. By scoring
the style questionnaire, you can obtain a general profile of your leadership
behavior.

The score you receive for task refers to the degree to W‘hiCh you help
others by defining their roles and letting them know what is expected of
them. This factor describes your tendencies to be task directed toward
others when you are in a leadership position. The score you receive fOI" rela-
tionship is a measure of the degree to which you try to make subordinates
feel comfortable with themselves, each other, and the group itself. It repre-
sents a measure of how people oriented you are.

Your results on the style questionnaire give you data about your task
orientation and people orientation. What do your scores sugges.t about your
leadership style? Are you more likely to lead with an emphasis on task or
with an emphasis on relationship? As you interpret your responses .to the
style questionnaire, are there ways you could change your style. to shift Fhe
emphasis you give to tasks and relationships? To gain more 1nf0rmat19n
about your style, you may want to have four or five of your coworke?rs f}ll
out the questionnaire based on their perceptions of you as a leader. This will
give you additional data to compare and contrast to your own scores about
yourself.
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STYLE QUESTIONNAIRE

Instructions: Read each item carefully and think about how often you (or the
person you are evgluatmg) engage in the described behavior. Indicate your
response to each item by circling one of the five numbers to the right of
each item.

Key:1=Never 2=Seldlom 3 =O0ccasionally 4=0ften 5= Always

1. Tells group members what they are supposed to do. 12345
2. Acts friendly with members of the group. 12345
3. Sets standards of performance for group members, 12345
4. Helps others feel comfortable in the group. 12345
5. Makes suggestions about how to solve problems. 12345
6. Responds favorably to suggestions made by others, 12345
7. Makes his or her perspective clear to others. 12345
8. Treats others fairly. 12345
9. Develops a plan of action for the group. 12345
10. Behaves in a predictable manner toward group 12345
members.
11. Defines role responsibilities for each group member. 12345
12, Communicates actively with group members, 12345
13. Clarifies his or her own role within the group. 12345
14. Shows concern for the well-being of others. 12345
15. Provides a plan for how the work is to be done. 12345
16. Shows flexibility in making decisions. 12345
17. Provides criteria for what is expected of the group. 12345
18. Discloses thoughts and feelings to group members. 12345
19. Encourages group members to do high-quality work. 12345

20. Helps group members get along. 12345
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Scoring

The style questionnaire is designed to measure two major types of leader-
ship behaviors: task and relationship. Score the questionnaire by doing the
following. First, sum the responses on the odd-numbered items. This is your
task score, Second, sum the responses on the even-numbered items. This is

your relationship score,

Total scores: Task Relationship

Scoring Interpretation

45-50 Very high range 30-34 Moderately low range
40-44 High range 25-29 Low range
35-39 Moderately high range 10-24 Very low range
+ 4+
SUMMARY

The style approach is strikingly different from the trait approach and skills
approach to leadership because the style approach focuses on what leaders
do rather than who leaders are. It suggests that leaders engage in two
primary types of behaviors: task behaviors and relationship behaviors. How
leaders combine these two types of behaviors to influence others is the
central focus of the style approach.

The style approach originated from three different lines of research: the
Ohio State University studies, the University of Michigan studies, and the
work of Blake and Mouton on the Managerial Grid.

Researchers at Ohio State developed a leadership questionnaire called
the Leader Behavior Description Questionnaire (LBDQ), which identified
initiation of structure and consideration as the core leadership behaviors.
The Michigan studies provided similar findings but called the leader behav-
iors production orientation and employee orientation.

Using the Ohio State and Michigan studies as a basis, much research
has been carried out to find the best way for leaders to combine task and
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relationship behaviors. The goal has been to find a universal set of leadership
behaviors capable of explaining leadership effectiveness in every situation;
however, the results from these efforts have not been conclusive. Researchers
have had difficulty identifying one best style of leadership.

Blake and Mouton developed a practical model for training managers
that described leadership behaviors along a grid with two axes: concern for
results and concern for people. How leaders combine these orientations
results in five major leadership styles: authority-compliance (9,1), country
club management (1,9), impoverished management (1,1), middle-of-the-
road management (5,5), and team management (9,9).

The style approach has several strengths and weaknesses. On the
positive side, it has broadened the scope of leadership research to include
the study of the behaviors of leaders rather than only their personal traits
or characteristics. Second, it is a reliable approach because it is supported
by a wide range of studies. Third, the style approach is valuable because
it underscores the importance of the two core dimensions of leadership
behavior: task and relationship. Fourth, it has heuristic value in that it pro-
vides us with a broad conceptual map that is useful in gaining an under-
standing of our own leadership behaviors. On the negative side, researchers
have not been able to associate the behaviors of leaders (task and relation-
ship) with outcomes such as morale, job satisfaction, and productivity.
In addition, researchers from the style approach have not been able to
identify a universal set of leadership behaviors that would consistently
result in effective leadership. Last, the style approach implies but fails to
support fully the idea that the most effective leadership style is a high~high
style (i.e., high task and high relationship).

Overall, the style approach is not a refined theory that provides a neatly
organized set of prescriptions for effective leadership behavior. Rather, the
style approach provides a valuable framework for assessing leadership in
a broad way as assessing behavior with task and relationship dimensions.
Finally, the style approach reminds leaders that their impact on others occurs
along both dimensions.

REFERENCES

Blake, R. R., & McCanse, A. A. (1991). Leadership dilémmas: Grid solutions.
Houston, TX: Gulf Publishing Company.

Style Approach 89

Blake, R. R., & Mouton, J. S. (1964). The managerial grid. Houston, TX: Gulf
Publishing Company. .

Blake, R. R., & Mouton, J. S. (1978). The new managerial grid. Houston, TX: Gulf
Publishing Company. .

Blake, R. R., & Mouton, J. S. (1985). The managerial grid IIl. Houston, TX: Gulf
Publishing Company. _ o '

Bowers, D. G., & Seashore, S. E. (1966). Predicting organizational effectiveness
with a four-factor theory of leadership. Administrative Science Quarterly, 11,
238-263. o

Bryman, A. (1992). Charisma and leadership in organizations. London: Sage.

Cartwright, D., & Zander, A. (1960). Group dynamics research and theory.
Evanston, IL: Row, Peterson. ‘

Hemphill, J. K., & Coons, A. E. (1957). Development of the Leader Behavior
Description Questionnaire. In R. M. Stogdill & A. E. Coons (Eds.), Leader
behavior: Its description and measurement (Research Monograph No. 88).
Columbus: Ohio State University, Bureau of Business Research.

Kahn, R. L. (1956). The prediction of productivity. Journal of Social Issues, 12,
41-49. o

Katz, D., & Kahn, R. L. (1951). Human organization and worker motivation. .In
L. R. Tripp (Ed.), Industrial productivity (pp. 146-171). Madison, WI: Industrial
Relations Research Association. .

Likert, R. (1961). New patterns of management. New York: McGraw-Hill.

Likert, R. (1967). The human organization: Its management and value. New York:
McGraw-Hill. ‘ o
Misumi, J. (1985). The behavioral science of leadership: An interdisciplinary

Japanese research program. Ann Arbor: University of Michigan Press.
Stogdill, R. M. (1948). Personal factors associated with leadership: A survey of the
literature. Journal of Psychology, 25, 35-71. o . .
Stogdill, R. M. (1963). Manual for the Leader Behavior Description Questionnaire
Sform XII. Columbus: Ohio State University, Bureau of Business Research.
Stogdill, R. M. (1974). Handbook of leadership: A survey of theory and research.
New York: Free Press. ' '
Yukl, G. (1994). Leadership in organizations (3rd ed.). Englewood Cliffs, NJ:
Prentice Hall.




