LEADERSHIP STYLE THEORIES

The Blake Mouton Managerial Grid identifies two critical
basic dimensions to categorise leadership styles ...
concern for the task and concern for the people. They
produced a grid with ‘concern for people' along one axis
and ‘concern for the task' along the other. Each
dimension ranges from 1 (low) to 9 (high). The four
extremes on the 81 square grid are ...

PEOPLE »

TASK »

01. Highest concern for people, lowest for task = 1.9,
02. Lowest concern for people and task = 1.1,
03. Highest concern for task, lowest for people = 9.1,
04. Highest concern for people and task = 9.9.

A moderate concern for both is in the middle at 5.5, the
ideal to which leaders should aim is 9.9.

Other studies on group behaviour and ‘leadership style’
theories include Likert's Four Systems Theory [Exploitive /
authoritative, Benevolent / authoritative, Consultative,
Participative] and the Tannenbaum and Schmidt Constant
Sum Continuum of Leadership Behaviour [boss-centred'
leader control through shared control to 'subordinate-
centred" group control].  All range from authoritarian
autocratic to democratic, although these words can have
emotive connotations.

DEMOCRATIC »

TUCKMANS GROUP FORMATION

01. Forming.
02. Storming.
03. Norming.
04. Performing.

BALES 4 LEADERSHIP FACTORS

THE TASK ...
its nature and the work
arrangements,

GROUP ...
composition, group Size,
relationships and norms,

LEADERSHIP ...
the leadership styles and
their appropriateness,

ENVIRONMENT ...
and

the relationships

with other organisations.

SUMMARY OF STYLE THEORIES

... A CLASSIFICATION
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In general, dgmocratic participative styles are taken to be Ohio State initiates considoration
more effective.  However, much depends on the Studies structure
situational variables ... as in Fiedler's Contingency Hersey/ , , o ,
ersey tellin, sellin, articipatin delegatin,
Theory, leadership styles have to be adapted to suit Blanchard 9 g partcpating - delegating
these. Effective leadership requires awareness of task,
environment, group, individual and self.
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SITUATIONAL LEADERSHIP
FOUR BASIC LEADERSHIP STYLES

From Kenneth Blanchard et al,
The 01 One Minute Manager
builds High Performing Teams, 1992.

‘I used to be a school teacher when | first got out of
college," continued the One Minute Manager, when Dan
looked up from examining the drawing below. "There
were two different approaches to teaching depending on
your assumptions about kids. One approach assumed
that kids come to class with their barrels empty of
knowledge and experience. If that was the case, what
would be the job of the teacher?"

"To fill up their barrels with knowledge," smiled Dan.

"Exactly," said the One Minute Manager. "To me,
directing is a barrel-filling style. That's exactly what is
needed when a group is in the orientation stage of
development. People are confused about roles and goals
and there is a high need for information and skills. The
reason a lot of supportive behaviour is not needed in this
stage is that group members are already enthusiastic and
committed.”

"That's the style that our friend Ron used with his new
task force and it seemed appropriate.”

"It was", said the One Minute Manager. 'If Ron had
started with being participative and supportive, it would
have been inappropriate because the task force came to
its first meeting needing information and direction. Their
barrels were empty."
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CONCLUSIONS ... OR....

The broad conclusions which seem to emerge from
research on leadership are that, on the one hand,
democratic-participative styles are likely to be more
effective in creating group cohesiveness and
productivity than strongly task-oriented styles and, on
the other hand, at the same time, different situations
require different leadership styles.

There seems to be some evidence that supportive
styles of leadership are often the preferred styles of
subordinates and are related to greater subordinate
satisfaction, lower turnover and grievance rates and
less inter-group conflict. However, it has also been
shown that some prefer to be directed.

There are also many instances where supportive styles
of leadership were found to be associated with higher-
producing work groups. But, on average, over all the
studies, the productivity differential has only been 15
per cent ... a figure well below what some theorists
would lead one to expect.

Also, you could say that it could be the more effective
working that leads to (or permits) the more supportive
styles ... rather than the other way round.

Experimental studies, where the style of leadership has
been deliberately manipulated as an experimental
variable, have failed to reproduce the evidence on
improved productivity. Out of six available studies, four
report no difference in productivity between the styles.

There’s honesty for you, ...

Thank God for John Adair.
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