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"A Small and Potentially 
Specious Database..." 

In their Feb. 1982 art icle, Blake 
and Mouton set out to demons t ra te 
that the " O n e Best S ty le" approach 
is more valid than "Situat ional 
Leadership Theory . " None of us pur-
por t s to " k n o w " which of these 
theories is more accurate . Indeed, we 
have worked in s i tuat ions where 
presen t ing variables suggested e i ther 
might be more appropr ia te . We say 
this because we do not believe we 
a re " inves ted" iri one approach. 
What we do share in common, 
however, is a s t rong sense tha t 
Blake and Mouton 's article d raws 
s t r ik ing conclusions based on irrele-
vant , incomplete and/or e r roneous 
data . The balance of this let ter 
lie tails our objections. 

• Blake and Mouton write that 
when 50 manage r s completed the 
Horsey and Blanchard ins t rument 
with a 9.9 option added, most 
manage r s selected this as being t h e 
most appropr ia te choice. They con-
clude this demons t r a t e s tha t there is 
" O n e Best S ty le . " In fact, all this 
s tudy "p roves" is tha t when given 
this ins t rument , managers chose tha t 
a l ternat ive more o f t en than others . 
It does not in fact prove tha t these 
managers a re " co r r ec t . " By way of 
analogy, given the choice, many 
Americans would choose to drive at 
65 miles an hour. Would this 
" p r o v e " tha t 65 mph was the one 
best speed? Obviously not. The safe 
speed to drive is a function of many 
variables. We do not, therefore , sug-
gest tha t "Si tuat ional Leadership 
Theory" is the most appropr ia te 
theory. We simply question the 
methodology tha t Blake and Mouton 
use to " p r o v e " their point. 

• Blake and Mouton do not ad-
dress the possibility tha t some or all 
of these 50 managers had previous 
managemen t t ra in ing which faught 
them tha t 9,9 or a similar approach 
was the one bes t way. If this were 
the case, these manage r s might have 
simply provided the "book solution" 
based upon their previous t raining. 

• Blake and Mouton graphically 
displayed the resul ts they acquired in 
this exper iment . The statistic they 
use is Chi-Square. This ordinal level 
stat ist ic is not particularly rigorous 
for behavioral science research. In-
terval measurement techniques such 

as analysis of variance and linear 
regression exemplify hardier ap-
proaches. Had Blake and Mouton 
employed these two and taken o ther 
variables into account (e.g., educa-
tional level of the respondents , 
reading difficulty of the first four 
versus the fifth a l ternat ive , etc.) they 
might have come to the same conclu-
sion. They might, however, have 
come to a strikingly d i f fe ren t set of 
conclusions. 

• Blake and Mouton suggest tha t 
regrouping representa t ive leadership 
research published since World War 
II yields conclusive evidence of the 
superiority of the 9,9 (i.e., "One Best 
Style") method. They make a broad 
generalization, yet do not cite all the 
research or even suggest they have 
reviewed all the relevant research. 
In fact, their major citation (i.e., 
Fleishman) is, in large measure, a 
secondary source. How are we to 
know whether their work is based 
upon a comprehensive or a "selec-
t ive" review of the l i terature? 

• The au tho r s also suggest as fur-
ther proof of their position that 
Liker t ' s conclusion is correct—that 
the closer a work g roup ' s leadership 
is to System Four (an approximation 
of the 9,9 orientat ion) the higher the 
g roup ' s productivity. The quest ions 
we ask a re as follows—as compared 
to what? (Anything is usually be t te r 
than nothing.) In what en-
vironments? Once again Blake and 
Mouton provide sparse evidence for 
us to draw meaningful conclusions. 

• Blake and Mouton suggest tha t 
evidence from Grid Organizational 
Development provides f u r t h e r sup-
port for tha t thesis, in one illustra-
tion they suggest that prof i ts rose 
dramatically a s a result of a Grid OD 
intervention. They use this to apply 
additional suppor t for the "One Best 
Method" theory. All this research 
sugges ts is tha t a Grid approach is 
be t te r than no t r ea tment 
whatsoever . 

• The au thors s ta te that two in-
dependent investigations 
demons t r a t e that manage r s who ad-
vance higher on the career ladder 
a re more likely than others to solve 
production problems with and 
through {>eople based on a 9,9 orien-
tation. Research published by Graves 
(1976), however, " p r o v e s " the con-
t ra ry . I sugges t this for two reasons: 
first, once again, Blake and Mouton 
have failed to cover all the research 

including research that does not sup-
port the i r view. Second, most 
behavioral scientists would agree 
t hat, rio single piece of research 
" p r o v e s " anything. 

• Finally, the au tho r s suggest tha t 
when included in comparat ive 
research, they find that the 9,9 
orientat ion is the most effect ive way 
of leading. The only thing these 
research s tudies demons t r a t e is t h a t 
people perceive 9.9 to be the most ef-
fective way to lead. These a re two 
dramatical ly different s t a t emen t s . 

In summary , we object to the 
methods by which Blake and Mouton 
reached their conclusions. We fur-
ther object to the T r a i n i n g ami 
Development Journal publishing an 
article which develops conclusions of 
such magni tude based on such a 
small and potentially specious 
database . 

—Craig Drei linger, PhD 
L incensed Psychologist 

William E. LeClere, 
0 rgartiza I i < >na I a ml Ma nageri a I 

Consultant 

Dr. T. Bruce Robinson 
Director of Career Development for 

the International Trade Administra-
tion, Depart ment of Commerce 

J u dy Springer, I' res t den t 
The Athena Corj). 

An Obvious Reaction to 
Loss of Market Share... 

1 am incensed that our Society 
seems to o f f e r Blake &. Mouton a 
f r e e p la t form to adver t i se and/or de-
fend their product . They appear vir-
tually at every ASTD National Con-
ference and all too frequently in the 
Journal! 

Their article in the February 1982 
Journal is obvious commercialism 
under the guise of research and 
should offend t ra ining professionals 
everywhere . The Journal should not 
become a marke t ing forum for 
purveyors and academes. The article 
is defensive in nature—an obvious 
reaction to some loss of marke t 
share vis a vis Situational 
Leadership. 

Beyond the commercialism of the 
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article lie some o ther problems: 
• Who a r e these "exper ienced 

m a n a g e r s " and " th i rd par t ies" tha t 
part icipated in the research? 

• The wording of the " f i f th alter-
na t ive" added onto the L E A D in-
s t r u m e n t goes unmentioned. 

• The creditability of their conclu-
sions automatically becomes suspect 
if menta l health MDs and PhDs sup-
por t their f indings. True , these peo-
ple a re t rained to in te rpre t 
l>ehavioral science theories but they 
a r e not t ra ined to judge what is ef-
fect ive on the shop floor or in cor-
pora te offices. 

—Paxton W. Riddle 
Manager of Personnel 

Corporate Staff 
Aeroquip Corp. 

Leaders Must Engage in a 
Variety of Styles... 

The Managerial Grid is a perspec-
tive of how leaders think and feel. 
Situational Leadership is a perspec-
t ive of how leaders behave relat ive 
to their followers. The Grid approach 
seems to look at leaders in a 
vacuum, isolated from their 
fo l lowers) , in which case the way a 
leader thinks and feels, or his or her 
corn-ems, a r e measured in an at-
tempt to predict effect iveness in all 
s i tuat ions. Nine, nine is then pro-
claimed to be t he most e f fec t ive 
style. The problem is tha t 9,9 is not 
a style. It is not a way of behaving. 
It is a predisposition to behavior. It 
is jus t what the au tho r s have labeled 
it—a concern for production and a 
concern fo r people. Who can a rgue 
with tha t as an appropr ia te leader 
a t t i tude? 

But, when the would-be leader 
leaves the classroom and is th rus t in-
to the real work world, another very 
significant e lement comes into 
play—the followers. Some followers 
know how to do the task, o the r s 
don ' t . Some a re commit ted to the 
organizat ion 's goals, o the r s a re not . 
Some want to part icipate, o the r s 
don ' t . Some need the leader ' s feed-
back and approval, o the r s have inter-
nalized those things and provide 
their own. 

In fact, no ma t t e r how leaders 

E d i t o r ' s Note : To express your 
ri.mvs in our monthly "Issues" 
department, please address all cor-
respondence to: " I S S U E S , " Tra in ing 
and Development Journal , GOO 
Maryland Avenue, S.W., Suite 305, 
Washington. DC J002J,. 

think and feel, no mat te r how con-
cerned they a re for people or produc-
tion, they may have to engage in a 
variety of styles (behaviors) to be 
effect ive. 

In their February 1982 article, 
Blake & Mouton conclude tha t if you 
ignore their research and (divine?) 
"pr inciples" and favor "Situa-
t ional ism" in teaching leadership, 
you a re not a t ra ining and develop-
ment "profess ional . " 

Shame on them! Many of us who 
teach leadership think we do so pro-
fessionally. We teach that some peo-
ple will be more " r e a d y " than o thers 
to follow. We teach that to be effec-
tive, a leader must be ready to 
change styles (behavior) in response 
to that readiness or matur i ty . We 
teach people to observe behaviors 
and respond to behaviors. 

I t read lightly when en te r ing the 
realm of what goes on inside o thers ' 
heads. I am uneasy making "prin-
ciples" of concerns, what people 
think, the way they feel and o ther 
value laden approaches. 

I leave that to o thers who feel 
qualified. To do less would be 
unprofessional. 

—Ebert SteeU• 
Supervisor 

Management Development 
Monsanto ('h&niical 

Intermediates Co. 

It Can't Be Done! 
As expected, the surge of interest 

in the "circle movemen t " has 
brought a r a f t of intellectual 
doomsdayers out of the woodwork. 
Their cry of apparen t exasperat ion, 
" I t won't work here . . . " should be ex-
amined with objectivity, an impor-
tant ingredient so of ten neglected by 
these project ionists of pessimism. 

Examples of organizat ions tha t 
have lost their enchantment for QCs 
a re becoming easier to f ind . Con-
sidering the wide range of interest , 
and the fact tha t the word "circle" 
has taken on new meaning in 
organizational ja rgon, the percen tage 
of disenchanteds is quite low. 

Observation of the doomsdayers 
and the d isenchanteds reveals two 
distinctly d i f ferent tracks. The 
former have little to no practical ex-
perience, have an axe to grind (laced 
with prejudice) or jus t simply need 
something to wri te or talk about. 

On the o ther hand, the disen-
chanteds have varying degrees of ex-
perience. With little exception, some 
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basic guidelines were broken or some 
common sense act ions were not 
taken. Listed below, while not all-
inclusive. a re the most common in-
gredients for unsuccessful "c i rc le" 
programs: 

• Lack or absence of middle 
managemen t support—firs t line 
supervisors and up; 

• Inadequate t ra ining—from 
members to leaders, to facil i tators, 
and yes, management ; 

• The American need for 
measurable results now or yesterday 
ra the r than the long-term 
commitment ; 

• The lack of on-the-job and in-
house t ra ining for the facili tator and 
leaders; 

• Implement ing a "circ le" system 
iri a non-participative environment ; 

I t ' s been said, "Noth ing is for sure 
except death, taxes and change ." 
Part icipat ive forms of m a n a g e m e n t 
a re inevitable p a r t s of that change. 

—Lurry L. Nelson 
President 

Meusuruble Performance Systems 
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Working Together as a 
Team... 

I was delighted to read your " P a g e 
F o u r " commenta ry in the Feb rua ry 
issue. In 1976 I a t t ended a seminar 
on women managers ; when 1 re-
turned to our company (United 
Telephone of Texas, Inc.) I wanted 
to share what I had learned. I felt, 
however, that if women were going 
to be educated on "how to" succeed 
in business, that men must also be 
involved. 

1 began to develop a course, "A 
Manager is A Manager , " gea red to 
help both male and female manage r s 
become more successful manage r s 
through teamwork. One of our in-
s t ruc tors (Hill Stansbury) and I 
presented our f i rs t course in May. 
We considered it impor tan t that the 
course be team taugh t by a male and 
a female. 

The course content included; Tran-
sactional Analysis, Sexual Harass-
ment, Successful Managerial 
Character is t ics , Stereotypes , Asser-
tiveness. Unders tanding Yourself 
atid Others and Teamwork . 

This course is made up of two 
par ts . P a r t 1 is a two-day session, 
then s tuden t s re turn to their posi-
tions and have the opportuni ty to 
"p rac t i ce" wha t they learned. Pa r t 
II is a continuing re inforcement of 
the training. The re inforcement ses-
sion is critical because we focus on 
changing behavior and a t t i tudes . 
This cannot be accomplished through 
one seminar . 

You said tha t company presidents, 
personnel directors and management 
development manage r s have an op-
portuni ty to deal with a " r e a l " 
of>erating need. This is critical, 
because only through a positive ac-
tion a t t i tude from top management 
will these seminars take place. 

Many women still need " f o r 
women only" seminars to help them 
channel their e f fo r t s in the right 
direction. Once they a r e educated, 
they need to be pa r t of the team. 
This can only be accomplished 
through men and women working 
together . 

Education is the key to open the 
teamwork " d o o r " through which the 
employee, company and cus tomer all 
benefit . 

—Jean Watson 
Traininy Director 

United Telephone Co. 
of Texas 

"Management Training 
for Women—Create a 
Positive Environment!" 

Regarding your Feb rua ry " P a g e 
F o u r " commenta ry on "Women in 
Management—Separa te but Equal!" 
research has repeatedly 
demons t ra ted that effect ive manage-
ment includes an equal measure of 
technical competency and the ability 
to manage people. Successful men 
per fec t the i r people m a n a g e m e n t 
abilities because they have access to 
informal learning experiences. They 
in terac t with male leadership 
through the complex in f ras t ruc tu res 
of business, social and political ac-
tivities specifically designed to con-
duct the business of the male sub-
culture. The women, and men. who 
a re excluded from these relat ionships 
a re a t a d isadvantage because they 
have not experienced the informal 
dynamics of the system—the matr ix 
tha t builds t rus t and unders tanding. 

The most effect ive managemen t 
p r og r ams for women a re designed to 
replicate the behavioral exper iences 
of successful professional managers . 
Whereas these activities would be 
r edundan t for most men, they a re a 
vital link between the technical com-
petency and manager ia l ability for 
professional women. Women function 
as t rue corpora te peers when they 
unders tand and function appropria te-
ly in the corpora te subculture. 

Mark Silber 's in teres t in a 
"microsocie ty ," where female and 
male m a n a g e r s will be concerned 
with the " r e a l " opera t ing need is 
possible when we share a common 
reality about the organizational and 
subcultural sys tems tha t current ly 
exclude women. 

Meanwhile, we need not c rea te an 
e i ther /or model of managemen t 
t ra in ing for women, but a dual 
sys tem designed to c rea te a positive 
envi ronment with a shared 
unders tand ing of t he managerial sub-
culture. Training p r og r ams tha t in-
clude simulations and experiences ap-
propriate to the work envi ronment 
have proven to be a valuable 
resource for successful career 
managers . They should continue. 

—Alice Armstrong 
Executive Director 

Institute for Managerial 
and Professional Women 
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