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Figure 13-2. Perspectives on and preferences toward where leaders perform on the grid

can be influenced by culture. The next section explores this idea as a way to beifer

. 4 8 illustrate the managerial grid.

al 9 D'

The Managerial Grid Performance: A Japanese Perspective

The managerial grid

one another. Participative leaders are on the 9.9 position of the grid. This i
ic leaders, who tend to be about 9.5, and autocratic leaders, who are in more

to paternalis

a useful visual to chart how leadership behaviors compare with

in contrast

of a 9,1 position on the grid. How does this translate into practice, and how effective are
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Chapter 13 Leadership Across Cultures

these in motivating employees? One early but still relevant study examined the ways in
which leadership style could be used to influence the achievement motivation of Japanese
subjects.”" Japanese participants were separated into eight subsets: four groups of high
achievers and four groups of low achievers. Leaders were then assigned to the groups.
‘The first leader focused on performance (called “P supervision™ in the study) and mirrored
the autocratic style. There was a work-centered focus where subordinates were compared
to other groups, and if they were behind, they were pressed to catch up. This correlates
to point 9.1 on the grid (high on task, low on people). The second leadership style focused
on maintaining and strengthening the group (called “M supervision™ in the study). The
individual used a 1,9 (low on task, high on people) leadership style on the managerial
grid, and created a warm, friendly, sympathetic environment where tensions were reduced,
interpersonal relationships strengthened, and suggestions welcomed.

The third leader combined the first two methods into a performance-maintenance
style (called “PM supervision” in the study). While pressure to complete tasks was
prevalent, supervisors still offered encouragement and support. This style correlates with
participative leadership, and is at point 9.9 on the managerial grid. Finally, the fourth
leader exhibited more absenteeism, as the focus was neither on performance nor main-
tenance (called “pm supervision” in the study). This supervisor simply did not get very
involved in either the task or the people side of the group being led. In other words, the
supervisor used a 1,1 leadership style on the grid.

The results of these four leadership styles among the high-achieving and low-
achieving groups are reported in Figures 13-3 and 13-4. In the high-achieving groups,
the PM, or participative (9.9) style, was most effective across all phases. The P, or
authoritarian (9,1—high on task, low on people), leadership style was second most effec-
tive during early and middle phases of the study, but later phases proved M supervision
(1.9—1low on task, high on people) to be more relevant, possibly suggesting that the more
familiar the supervisor and subordinate become with one another, the more significant a
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‘Source: Jyuji Misumi and Fumiyasu Seki, Effects of Achievement Motivation on the Effectiveness of Leadership Patierns.”
Administrative Science Quarterly 16, no. 1 (March 1971
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Figure 13-3

Productivity of Japanese
Groups with High-
Achievement Motivation
under Different Leadership
Styles




