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Chapters 4 & 8:  
Behaviors and Relationships


Day-to-Day Behaviors


• Research then transitioned to examining daily leadership 
responsibilities


• Think of leaders you have known on jobs you have had in 
the past.  What kind of behaviors did they engage in?


“What would you say you do here?”


- Office Space


Day-to-Day Behaviors


• There are two broad dimensions that encompass most 
leadership behaviors


• Consideration 
• Create climate of concern & communication
• Create relationships of trust, respect, & considering 


employee feelings
• Initiating Structure 


• Defining and structuring roles of employees
• Directing activities








Day-to-Day Behaviors








Day-to-Day Behaviors Leadership in the news


• 30 - 11 record (73%)
• Best record in the Eastern 


Conference
• Best winning percentage 


for a fired coach in the 
history of professional 
sports


Leadership Grid®


• Describes major leadership styles based on measuring 
both concern for people and concern for results
• Two-dimensional model
• Proposed by the University of Texas


Leadership Grid®








Leadership Grid®


• Used extensively in organizational training & development
• Two factors
• Concern for production 


• How a leader is concerned with achieving 
organizational tasks


• Concern for people 
• How a leader attends to the members of the 


organization who are trying to achieve its goals


Authority–Compliance (9,1)


• Efficiency in operations results from arranging 
conditions of work such that human interference is 
minimal 


• Heavy emphasis on task and job requirements and less 
emphasis on people


• Communicating with subordinates mainly for task 
instructions 


• Results driven – people regarded as tools to that end
• 9,1 leaders – seen as controlling, demanding, hard-driving, 


& overpowering


Country Club (1,9)


• Thoughtful attention to the needs of people leads to 
a comfortable, friendly organizational atmosphere 
and work tempo 


• Low concern for task accomplishment coupled with high 
concern for interpersonal relationships


• Deemphasizes production; leaders stress the attitudes and 
feelings of people


• 1,9 leaders – try to create a positive climate by being 
agreeable, eager to help, comforting, non-controversial


Impoverished (1,1)


• Minimal effort exerted to get work done is 
appropriate to sustain organizational membership 


• Leader unconcerned with both task and interpersonal 
relationships


• Going through the motions, but uninvolved and withdrawn
• 1,1 leaders – have little contact with followers and are 


described as indifferent, noncommittal, resigned, and 
apathetic


• **All of the other leadership approaches can be effective 
in the right situation; this one is NEVER effective**








Middle-of-the-Road (5,5)


• Adequate organizational performance possible 
through balancing the necessity of getting work done 
while maintaining satisfactory morale 


• Leaders who are compromisers; have intermediate concern 
for task and people who do task


• To achieve equilibrium, leader avoids conflict while 
emphasizing moderate levels of production and 
interpersonal relationships


• 5,5 leader – described as expedient; prefers the middle 
ground; soft-pedals disagreement; swallows convictions in the 
interest of  “progress” 


Team (9,9)


• Work accomplished through committed people; 
interdependence via a “common stake” in the 
organization’s purpose, which leads to relationships of 
trust and respect 


• Strong emphasis on both tasks and interpersonal relationships
• Promotes high degree of participation & teamwork, satisfies 


basic need of employee to be involved & committed to their 
work


• 9,9 leader – stimulates participation, acts determined, makes 
priorities clear, follows through, behaves open-mindedly, and 
enjoys working


Paternalism / Maternalism


• Reward and approval are bestowed on people in return 
for loyalty and obedience; failure to comply leads to 
punishment 


• Leaders who use both 1,9 and 9,1 without integrating the two
• The “benevolent dictator”; acts gracious for purpose of goal 


accomplishment
• Treats people as though they were disassociated from the task
• Regards the organization as a family
• Makes most of the key decisions
• Rewards loyalty and punishes non-compliance


Opportunism


• People adapt and shift to any grid style needed to gain 
maximum advantage


• Performance occurs according to a system of selfish gain
• Leader uses any combination of the basic five styles for 


the purpose of personal advancement
• May be seen as ruthless and cunning
• May also be seen as adaptable and strategic


Leaders tend to have a dominant grid style used in most 
situations and a backup style that they revert to when under 
pressure








The Style Approach The Style Approach


• It is not a theory;  it describes leader behaviors
• It is useful because it reminds leaders that leadership 


behaviors have a task component and a relationship 
component


• Some subordinates need a task-focused leader
• Others need a relationship-focused leader
• This approach acts as a reminder to pay attention to 


these two dimensions


Individualized Leadership


• Does everyone in the organization have the same 
relationship with the boss?


• Should everyone have the same relationship?


Individualized Leadership


• Notion that a leader develops a unique relationship with 
each group member, determining:
• Leader's behavior toward the member
• Member's response to the leader








Leader-Member Exchange (LMX)


• Theory that describes how leader–member relationships 
develop over time on a dyadic basis
• It can be used to understand differences in employee 


ratings of leader effectiveness
• Two general types of leader-member dyads
• High-quality exchange dyads (“ingroup”)
• Low-quality exchange dyads (“outgroup”)


Leader-Member Exchange (LMX)


• Employees who are competent, likable, and similar to the 
leader in personality are likely to be in the “ingroup”


• Exchanges with these ingroup followers will be higher 
quality, characterized by higher levels of trust, respect, and 
obligation


Ingroup 

Employees


Higher performance, less turnover, 

and greater job satisfaction


Higher ratings of leader effectiveness


Leader Behavior Toward In-Group 
versus Out-Group Members Equity Theory


• Video: 
• Monkeys reject unequal 


pay…


• Takeaway:
• Treating employees 


differently can cause serious 
problems








Partnership Building


• Leaders should strive to develop a positive relationship 
with each subordinate
• Positive relationship will have a different form for each 


person
• Performance and productivity gains can be achieved if the 


leader develops positive relationships with each 
subordinate


• See any problems with this?


Decision-Making Styles


• In addition to specific behaviors, leaders can be separated 
by the style they use when making important decisions
• Focus on how a leader decides, not what the 


decision is
• These styles vary in how much control is retained by the 


leader, and how much control is given to the followers


Decision-Making Styles


Delegative:


Facilitative:


Consultative:


Autocratic:


Employee or team make the final decision 


Leader’s vote gets the same weight as anyone else’s vote


Leader consults followers, then makes final decision alone


Leader makes decision alone








Decision-Making Styles


• Video:
• Star Trek


• Which style does the 
captain use?


Decision-Making Styles
• Is there likely to be one best style?
• Time-driven model of leadership
• 7 factors influence the appropriateness of the style


1. Decision significance
2. Importance of employee commitment
3. Leader expertise needed?
4. Likelihood of employee commitment
5. Shared objectives among employees
6. Employee expertise
7. Teamwork skills








Time-Driven Model


• Scientific support:
• In one study, following the model resulted in effective 


decisions 68% of the time. Not following the model 
resulted in effective decisions 22% of the time.


• Leaders’ instincts usually violate the model
• Leaders overuse consultative styles and under-utilize 


autocratic and facilitative styles
• But, is this model always practical?


Next:  Chapters 5, 6, & 7
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