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The Managerial Grid 

In Three Dimensions 

Additional Attribute Is 

Depth of Managerial Style 

Robert R. Blake and Jane S. Mouton 

^ ^ I he Managerial Grid," first de-
-I- scribed in the Training Direc-

tors Journal six years ago, is being 
used as a basis for management devel-
opment in 167 of Fortune's 200 largest 
corporations, as well as in many hun-
dreds of other companies in the United 
States, Canada, Great Britain, Aus-
tralia, Japan and elsewhere.1 '2 '3 

Why has the Grid proved so appeal-
ing as an intellectual framework?—For 
perhaps several reasons: 
1. The Managerial Grid appears to 

define dilemmas of management 
that are at the core of utilizing peo-
ple in an effectively productive 
manner. Much behavioral science 
theory and research which bears on 
this dilemma becomes understand-
able within the Grid framework. 

2. The concepts it contains and the 
language it employs have proved to 
be culture free. That is, the con-
cepts and language of the Grid 
have proved as appealing in Indo-

nesia as in Indiana, in Aruba as 
in Alabama.4 

3. The 9,9 relationship shown in the 
Grid constitutes the universal 
value. That is, Japanese managers, 
just as American or British man-
agers, agree that 9,9 is the sound-
est basis for a human relationship 
in the context of production. 

4. Studied in a week-long Seminar, 
the Managerial Grid has proved to 
be a powerful vehicle for increas-
ing individual effectiveness. It is 
as useful for wage earners as for 
managerial personnel. 

5. Used in the context of the six-phase 
approach to Grid Organization De-
velopment, it has demonstrated its 
usefulness in increasing total or-
ganization effectiveness.5 '6 

It thus appears that the Managerial 
Grid may provide a framework which 
managers need to comprehend their 
problems of supervision which has 
hitherto been lacking. 

Dr. Robert R. Blake and Dr. Jane S. Mouton are with Scientific Methods, Inc., 
Box 193, Austin, Texas. 
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In the initial writings on the Grid, 
we indicated that a third dimension 
might prove useful as a further refine-
ment and elaboration of the concepts.7 

What Is The Third Dimension? 

There is a third dimension of the 
Managerial Grid which is useful in aid-
ing managers to gain insight into their 
managerial conduct beyond that af-
forded in the two-dimensional plane. 

The Managerial Grid's horizontal di-
mension is concern for production. It 
ranges from 1, a very low concern, 
through 5, an intermediate amount of 
concern, to 9, a very high degree of 
concern. The vertical axis is concern 
for people, ranging from a low of 1, 
through intermediate degrees of 5 to 
a maximum concern for people of 9. 
The third dimension of the Managerial 
Grid represented is the thickness or 
depth of a given style. It also ranges 
from 1, a minimum degree, through 5, 
a moderate amount, to 9, a maximum 
degree. 

To what aspect of managerial style 
does the thickness dimension point? It 
deals with how long a managerial style 
is maintained in any given situation of 
interaction, particularly under pressure 
from tension, frustration, or conflict. 
The Managerial Grid's thickness di-
mension shows the degree to which a 
manager resists changing any given 
style under pressure. For example, 
take a man whose dominant approach 
to managerial situations is from a 9,9 
point of view. When he is confronted 
by conflict which is both threatening 
and has the capacity to promote de-
fensiveness, he is likely to shift from 
9,9 to some other set of assumptions. 
If he shifts under minimum pressure, 
his theory is a very thin one; let us 
say 9,9,1. 

Another man in the same circum-
stances operating from a 9,9 point of 
view, may for some time continue to 
probe for problem-solving ways of 

coping with the conflict through a 
series of additional steps. Finally, in 
frustration, he may shift to another 
style or approach. His 9,9 is moderate-
ly thick, or 9,9,5. 

Still a third man, confronted with 
the same set of forces arousing conflict, 
might restrain himself from shifting 
through a persistent effort to find ways 
of solving the difficulty. He might con-
tinue to do so in the face of what ap-
pears to others to be unsurmountable 
difficulties, resisting the temptation to 
shift to other managerial approaches. 
In this case, it might be said that his 
9,9 approach represents maximum 
thickness, or is 9,9,9. 

Psychological Distances Between 
Styles 

Each managerial style is found to 
some degree in every person. For most 
managers one style is his most domi-
nant or most characteristic approach, 
a different style his backup or second-
ary approach, still another is his ter-
tiary approach, and so on down to the 
style least chaarcteristic of him. 

The psychological distances between 
the styles that a person employs in at-
tempting to cope with a problem are 
not necessarily of equal magnitude. A 
person may hold on to a 5,5 approach 
until eventually he shifts and adopts 
a 9,1 strategy of dealing with the prob-
lem. His 5,5 dominant theory then is 
thick or 5,5,9. If the 9,1 backup fails, 
he may leave it quickly; however, in 
this case his backup would be 9,1,1 
and so on through other major points 
in the Grid. 

Use Of The Third Dimension Of 
Thickness 

The idea of thickness as the Man-
agerial Grid's third dimension has been 
evaluated over the past four years in 
many situations, both in Managerial 
Grid Seminar training and in Phase 2 
of Grid Organization Development in 



January 1967 5 

the work team setting. In these latter 
situations, managers who share a team 
responsibility for a certain scope of ac-
tivity study their problems of team 
effectiveness including an analysis of 
each individual's managerial styles. 
These participants are managers who 
have had working interrelationships 
over an extended period and therefore 
know one another far better than is 
possible under the typical arrange-
ments of a Managerial Grid Seminar, 
where participants who study together 
are strangers at the outset. 

Under work team development con-
ditions it has proved useful for man-
agers to explore with one another not 
only the dominant backup Grid styles, 
but the degree of thickness of each and 
to identify the circumstances of inter-
action which cause the shift from one 
managerial style into another. There 
are indications that thickness as a third 
dimension also is useful in research on 
managerial behavior. 

A dimension of effectiveness has 
been suggested elsewhere as the third 
dimension.8 However, this creates in-
herent difficulties of analysis. For ex-

ample, thinking of a person who man-
ages in a 1,1 way, it is difficult to com-
prehend in what manner he might be 
thought to be effective. It is also a 
contradiction to the basic thinking 
originally expounded in the Manage-
rial Grid to think of a 9,9 set of 
assumptions which are ineffective. 
Whereas, the thickness concept has a 
demonstrative utility as a third dimen-
sion, the effectiveness dimension is 
relatively ineffective. 

Summary 

An additional attribute of behavior 
beyond that described in the Manage-
rial Grid has been presented here. It 
involves a dimension of thickness 
which indicates the resistance of the 
managerial style to change. A thin 
theory is easily changed under pres-
sure. A thick theory withstands pres-
sure. This dimension has proved use-
ful in studying personal managerial 
behavior in the work team develop-
ment phase of Grid Organization De-
velopment and has also found utility 
from the standpoint of behavior re-
search. 
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