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AUTHOR'S NOTE:

THE MASTER'S THESIS

How do the seeds of an idea develop? The seeds of an idea
develop slowly. The process of developing an idea begins with
jotting down a few random notes. At first, the pristine pages
of the lined legal pad look as if they will never be filled.

You toss and turn at night because the legal pad on the floor
next to your bed is empty. You turn on a flashlight to jot

down ideas that flash into your conscious mind, ideas that demand
to be written down. You scribble down thoughts before sleep
comes and after awaking each morning. And always, day and night,
it is that one question. . . Which word?

The question and the answer.provide the framework for the
evolution of the idea. The evolution of the idea is a slow,
hard, backbreaking, plodding process. It is plunging ahead with
reckless abandon. It is marathon sessions at the typewriter. It
is asking: Do I have the stamina, the ability, the knowledge,
the desire, the determination, and the dedication to accomplish
what I want to do? It is overwhelming challenge and countless
temporary setbacks. It is a new path, an uncharted course, a
rocky road. It is a goal that always seems to be Jjust beyond
your grasp--and yet so very far away. It is inching forward as

if the first chapter is being dictated. It is surging forward
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with ease, writing flowing words with or without continuity and
coherence. It is soul-searching and doubt when the flow becomes
a trickle. It is setting a goal and trying to get a certain
number of pages completed each day. It is reading, reading, and
more reading and then research, research, and more research. It
is days when nothing seems to go right and the weight of the
whole project seems too much to bear. . . days when you need the
faith of another person to keep you going.

This is the master's thesis.
Seven Things No Writer Should Be Without

1. A patient, trusting family--or none at all.
2. One friend who believes in him.

5. At least the next three meals in prospect.
4, Pencil and paper.

5. A few postage stamps.

6. Faith in himself.

7. A thick skin.

I ran across these seven things in a journal article while
the seeds of my idea were developing. Unfortunately, I neglect-
ed to copy down the source. My only remark is. . . How true. . .
How true.

I have had a persistent burning desire to finish this "labor
of love" for the past thirty-five months. I hope this thesis is
less than idealistic and overly ambitious and more umderstandable
and scholarly oriented than intended. Now I know why and when
and where and how and what others did and had to do to complete

research projects and studies.



CHAPTER 4
INTRODUCTION

Blake and Mouton (1964) in their book The Managerial Gridﬂ

imply that the most effective way to manage any organization is
to adopt a style that fully integrates both concern for produc-
tion and concern for people. They feel work teams should be

the basic building blocks of an organization. They suggest

that the implementation of their concepts will strengthen an
organization's competitive position, increase its productivity,
and change both individual and group behavior. In other words,
it appears that the personal needs that workers most want ful-
filled are those needs that facilitate organizational effective-
ness.

Blake and Mouton (1975) in The Grid@LFor Supervisory Ef-

fectiveness (p. v) say, "The 9,9 style gets the best results,

produces the greatest involvement and commitment, and leaves

the fewest undesirable side effects."” The 9,9 style integrates
the two concerns mentioned in the preceding paragraph, i.ee.
concern for production and concern for people. Blake and Mouton

(1975) in The Grid For Supervisory Excellence state. (p. 9):

« « « «The 9,9 approach is acknowledged by
superv1sors as the soundest way to achieve excel-
lent performance. This conclusion has been veri-
fied from studies throughout the U.S. and around
the world. The 9,9 theory defines a model that
people say with conviction they want, not only for
a guide to their own conduct but also as a model

1



of what they want their organizations and agencies
to become. . . . (p. 82) Those who have tried the
9,9 way of supervision have found it to be the key
management style for today, tommorrow, and the years
ahead whether the problem is a 1/0, 1/1 or 1/all
situation.

Blake and Mouton (1968) in Corporate Excellence Through GridO

Organization Development evaluate the research and field studies

on the Grid, and their interpretation is that they lead to the
conclusion that 9,9 is the best style of management.

Blake and Mouton (1968) in Corporate Excellence Through

Grid Organization Development, (hereafter cited as Corporate Ex-

cellence), prescribe the ideal end-state an organization should
achieve. They believe that they have accumulated important wis-
dom in the form of the managerial grid, and that the grid should
be used not only in the private corporate world [as Blake and
Mouton (1971) suggest in "A Behavioral Science Design for the

Development of Society," JdJournal of Applied Behavioral Science

(pp. 146-1632],but also in the public arena as well. They feel
that their theory goes beyond hope and promises; it deserves the
enthusiastic commitment and wholehearted support of top manage-
ment. Froperly committed leadership can motivate and enlist the
support of wokers by using their sound methodology, Grid Organi-
zation Development, (hereafter cited as Grid OD).

Blake and Mouton do not believe that trainees will use
knowledge from a Grid Seminar to manipulate other people for
self-serving ends, but rather believe that trainees will use
knowledge from a Grid Seminar to fulfill the needs of other
people. The Managerial Grid@ Seminar is part of Blake and
Mouton's "grand master plan" introduced in their (1964) book

The Managerial Grid. Blake and Mouton introduce five manage-
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ment styles, E..e. 9,9 9,1 5,5 1,9and ‘I,ﬂin The Managerial Grid.

Ehese five management styles will be summarized in a separate
section in this chapter;] The Grid Seminar is part of a plan to
make theory an operating reality in the daily work lives of
people in organizations. Individuals meet challenges on posi-
tive ground with candor and critique. Management generates
organizational and individual purpose through cooperation,
commitment, involvement and participation. ZEffort is channeled
towards reaching "what should be"--Blake and Mouton's dynamic
corporation which maximizes concern for production and concern
for people. DPeople solve problems with their solution decision-
making approach, correcting mistakes along the way with feedback
and analysis. Individuals must have the courage to risk failure
and the self-confidence to reach "what should be."

In light of the preceding claims Blake and Mouton's propa-
ganda deserves close scrutiny. ©Scientific Methods, Inc. organ-
ized in 1961. It is headquartered in Austin, Texas. Dr.

Robert R. Blake is president and Dr. Jane Srygley Mouton is
vice-president. The firm has a professional staff to assist
clients in applying Blake and Mouton's behavioral science strat-
egies. The function of Scientific Methods, Ince. is toassistits
clientele in achieving organization e#xcellence that is measured
through productivity, quality, profit and long term-growth.
Seventy-five of the Fortune top one-hundred industrial companies in
theU.S. areclients of Scientific Methods. Similar rates apply to
companies in England, Germany and Japan. George Strauss (1973)

in "Organizational Development: Credits and Debits," Organi-
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zational Dynamics, Winter (p. 2) reports that Scientific Methods,

Inc. (1969-70) had 45 clients from the top one~hundred U.S.
corporations, conducted courses on every continent, and projected
profits of $#1.1 million.

In a research report Harold M.F. Rush (1969) Behavioral

Science Concepts and Management Application, Personnel Policy

No. 216 (p. 65) says that of the 241 companies surveyed 33%
said they used the Managerial Grid Seminars. In another survey
Rush (1969) (p. 10) says 205 (68%) of the 302 respondents
answered the question: "Have any particular behavioral scien-
tists' writings, theories, teaching or research influenced you
personally?" Fifty-two respondents said Blake and Mouton were
among the top six behavioral scientists.

It appears that certain preconditions are necessary in the
organization culture, the organization structure; the situation,
the work, and the environment within which work is performed
for Grid OD to increase productivity and change behavior.

Blake and Mouton (1975) The Grid For Supervisory Excellence

(pp. 111-112) say the desirable conditions that will bring about
real change toward 9,9 are. (1) A supervisor must know theories
of perfect and imperfect behavior. Grid theoryallows him to see
new options outside his field of vision and understand what he needs to
do tochange. (2) He must clearly see his actual self--the self that
shows up in his behavior withother people. (3) He must see the gap be-
tween the way he supervises and the way he would 1like to super-
vise-~-a better way to supervise. (4) He needs the support of

people around him in his work environment to help him to change.



He needs managers who know and value efforts toward becoming
9,9. His subordinates must respond to his support and contrib-
ute to teamwork.

Blake and Mouton have prescribed events and exercises to
shape the direction and development of the group and partici-
pants in the exercises. Grid OD is heartening, and the theory
behind it appears to be sound. Blake and Mouton's goals are
laudable, but the achievement of desirable results probably re-
quires environmental support characteristics: (1) an organi-
zation culture receptive to the idea of change, (2) an organi-
zation structure capable of directing a change effort, (3) top
management commitment and involvement in the change effort; (4)
work that permits the development of individual behavioral ef-
fectiveness characteristics; and (5) an environment (within
which individuals work) that permits the development of indivi-
dual behavioral effectiveness characteristics. {ﬁote: Individual
behavioral effectiveness characteristics are detailed in Chapter
3).

Blake and Mouton (January 1970) "OD--Fad Or Fundamental?"

Training and Development Journal (p. 11) feel a significant

turning point in a change effort is realized when 60% of

an organization's members participate in Grid Organization
Development. Expecting such support [bver a period of three

to five yearéj from the top management of an organization and

its members in an economic setting may involve wishful thinking,
since the business world is not a clinical setting by any stretch
of the imagination. In the final analysis, it appears that the

self-interest in making a living, the geographical and the



vertical mobility among executives, the turnover in an organi-
zation, and the perversity of human nature all combine to break
down the cooperation Grid OD needs to work the way Blake and
Mouton designed it to work.

Moreover, the grid may be used as a means of channeling
managers within the organization hierarchy according to their
managerial ability, but this does not necessarily mean that it
will be used for such a purpose. The 9,9 managerial style which
maximizes concern for production and concern for people is an
approach that may bring about an improvement in human relations.

This raises some interesting questions such as. How long
can managers maintain the idealism and enthusiasm necessary for
the environmental support of Grid OD? How many executives have
the courage to experiment with a new approach to management,
and the courage to take the personal and financial risks neces-
sary for truly human growth and development in their organiza-
tion? Can the Managerial Grid Seminar make people better mana-
gers? Does the use of @rid OD allow managers to be both effec-

tive and human in their intercourse with others?

The Managerial GridO

The managerial grid, depicted in Fig. 1 on the next page,
is a framework for sorting out similarities and differences
among theories of human performance and conduct. The horizontal
axis indicates concern for production--the amount of emphasis
supervisors place on achieving production. The verfical axis

indicates concern for people-~-the productive unit of an organization.
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The grid places many of the fundamental issues of behavior
in the context of the organization. Three concepts arecentral to
understanding the grid: (1) purpose, (2) people, and (3) hierar-
chy. These elements are universal to organizations and have an
effect on employees from the top to the bottom levels of the or-
ganization hierarchy. Some grid theory governs the quality and
character of a person's actions and emotions as he works with
and through others, even though the person may be unaware of
it; but a person may not always hold the same degree of.
concern.

Blake and Mouton (1964) in their book The Managerial Grid

say that managerial behavior is not necessarily fixed or rigid-
ly limited to any one theory. Each contrasting position on the
grid is an alternative to each of the others. It appears that
each manager has one theory that is "dominant" and another
theory that is a "backup." The dominant style is the most char-
acteristic managerial style of an individual, and the backup
style is the managerial style to which an individual typically
resorts when he is not getting the results he desires, or when
he is facing difficulties that he cannot resolve by using his
dominant style.

Blake and Mouton (1964) speak of other managerial patterns

in Chapter 2 of The Managerial Grid: (1) The paternalistic mana-

ger who treats subordinates graciously in return for their com-
pliance and obedience. He controls others with a 9,1 orientation,
but also treats them with a 1,9 orientation on a separate-but-
equal basis. (2) The 9,1 manager who attempts to get results,

but fails. Then he feels depressed and withdraws into the neu-



trality and indifference of the 1,1 corner. (3) The "wide-arc
pendulum” manager moves back and forth from 9;1 to 1,9. PFirst,
he strives for results, but then he finds out he is frustrating
his people in the process. Thus he seeks to repair his relation-
ships with 1,9 warmth, but then he probably finds himself behind

on the production front, and swings back to the 9,1 corner.
The Managerial Grid@ Seminar

At the Grid Seminar each work team develops a well-articu-
lated written description of the individual behavior of each

of its members. The Managerial Grid serves as the text for the

parameters of these descriptions. Trainees learn the theory be-
hind five maJjor management styles and develop competence in iden-
tifying solutions for production and people problems, etc. The
Grid Seminar is designed to show an individual the managerial
style he is currently using and the behavioral skills he needs
to develop to reach or move closer tp the 9,9 management style.
The work teams at the Grid Seminar .generate strong forces
for individual change. The final exercise of the Grid Seminar
allows the trainee to attempt to successfully use the 9,9 manage-
ment style to solve problems. New work teams are formed, and
trainees work with unfamiliar people. The trainee's use of the
9,9 management style, or the witnessing of other trainees success-
fully using the 9,9 management style may increase the likelihood
that trainees will adopt the Grid value framework. If these
values are adopted the Grid Seminar may have the overall effect
of setting in motion sociodlogical forces. These forces may ul-

timately create a 9,9 organization culture and climate.
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Blake and Mouton's Five Management Styles

Henry James Nix (1974) in an unpublished article "Manager-
ial Grid@ Seminars THE NON-BELIEVER PHENOMENA: the 9,9
syndrome” (pp. 2-5) summarizes the five major types of managers

described by Blake and Mouton (1964) in The Managerial Grid.

The terms preceding each description of a manager are Blake and

Mouton terms, and the page numbers are taken from The Managerial

Grid. (Note: All of the following material is taken from §he

Managerial Grid;. material enclosed in brackets has 'been added.l}ag

9,1 [Authority-Obedience Win/Iose Mgt.]

« « - . [The 9,1 mansger (p. 43) is] "inner directed,
tough-minded [ﬁnd] hard hitting. « « o Kp. 183 He drives himself

and his people alike. . « Ep. 42j The 9,1 oriented person places

a high value on making decisions that sticke. . . In terms of con-

victions, he is ready to stand up for his own ideas, opinions,
and attitudes and to press forcefully for their acceptance, even
when others are pushing for their own against him. . . Once a
conviction, opinion, or attitude is adopted; it is likely to be
clung to tenaciously. . . He is oriented toward proving himself
through performance or the validity of his position, even at the
expense of friendly relations with people. . . He seeks to gain
control by winning for his point of view; even if it results in
stepping on toes. . . With a subordinate, the 9,1 approach to
conflict and disagreement is to prevent it from occurring by
suppressing disagreement. . . His temper can well up when things
are not going according to his wishes. His lumor, like his ap-

proach to conflict, is hard hitting. It tends tocarrya'sting.. .

2}
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1,9 [bountry Club Mp;t.]
SR B I:The 1,9 .manager (.p. 75 ) is] *other-directed
[and has] a friendly, likeable, orientation. . . . Kp. 59;’
[As] a manager he gives warmth, acceptance, and understanding.
His hallmark is to helpe « « Ep. '753 The person with a 1,9 pre-
disposition places high value on good relationships. . ..accepting
the opinions, attitudes and ideas of others in preference to
pushing his own. . . He is rarely in an initiating role on issues
which call for exerting positive leadership. . . He rarely gen-
erates conflict, but when it does appear, either between himself
and others, or between others, he tries to soothe bad feelings,
When tensions between people do arise, his humor attempts to re-
duce them. He is patient and his temper is not easily trigger-

ed. o o o"

1,1 - tImpoverished Mgt.] -

o @ S e [The 'T;'T manager ( p. 101 ) isj "non-directed
Cand oriented to (pe 872 minimum exposure and accountability.
& "5 8 Ep. ’1022 He maintains the physical and functional appear-
ances that put his behavior into conformance with that of the
many others with whom he is associated. . . . Ep. 105) by]
being present, yet absent. . . . [(p. ’IOOﬂ The person who adopts
the 1,1 orientation goes along in a passive way. He does not
respond positively and enthusiastically. . e Ep. 10’1] When dis-
agreement arises as to course of action; a 1,1 approach avoids
taking sides. . « A person acting under 1,1 is likely to be de-
scribed as colorless because he rarely expresses convictions and
does not search out those held by others. . . When conflict does

arise, he tends to remain neutral and, to the degree possible,
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to stay out of it. . . Because of his neutrality he rarely gets
stirred up. If he does participate with humor, it 1s likely to

be seen by others as rather pointless". . . .

5,5 [Middle-Of-The-Road/Statu's Quo Mgt.]
o iy R Eﬂhe 5,5 manager (p. 133) has a flexible, bargain-

ingJ "tradition-directed orientations . . « [(p. 116) His goal

is to be a little above 'average,' but to avoid getting kmown

as '‘gung h6's « & & Ep. '125ﬂ He remains tenative so that he can

shift without being wrong and losing face or without being seen

as inconsistent and vacillating. . . He is likely to be seen by

his boss as a person lacking character, integrity, and internal

strength. « . . Kp. 1313 His realistic goals are to achieve

workable solutions to problems that result, not in genuine grati-

fication, but in good sound satisfaction. . . When ideas, opin-

ions or attitudes different from his own appear, he searches for

compromise positions representing majority thinking that can re-

lieve the impasse. . . When conflict does arise, however, he

tries to be fair but firm, to get a fair solution that is equi-

table to as many as possible. When operating on the basis of

convention, he is secure to move ahead, he feels self-confident

« « « But he rarely moves out in front until a new direction has

been established. When he does introduce humor into a situation

it is the kind that either gié] sells himself in terms of increasing

his acceptance by others or the position he wants to get

bought. . . ."

9,9 -El‘eam Mgt.J
e o o o _EThe 9,9 manager (p. 176 )]is autonomously self-

directed and Ep. 142ﬂ "oriented towards discovering
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the best and most effective solution to a given situation. . . &
E?. 154) Hé] seeks to provide meaningfulness in work and to tap
the creative resources of people and to mobilize their commit-
ment under circumstances of cooperation and team playe. « o« o

Ep. 1463 Genuine understanding of organization economic health,

of work goals, unity of effort and commitment arise out of dis-
cussion, deliberation and debate around major organization

igsues and by the mutual identification of sound objectives.

& Tel iy Ep. 173) He] places high value on getting sound and cre-
ative decisions. . . He listens for and seeks out ideas, opinions,
and attitudes different than [;ié] his own. . . He isareal:starter
in the sense of initiating action, but he also follows through.
Others tend to pick up his sense of confidence in an enthusiastic
way. He is likely to have clear convictions of his own, though
he responds to sound ideas by changinghis mind. When conflict
arises between himself and others, he tries to identify reasons
for it and to resolve underlying causes by working them through.
He rarely loses his temper, even when stirred up. His humor

fits the situation". . . .

The preceding descriptions of the five major types of
managers are not all inclusive. For a more extensive explanation
of the research and rationale behind each of the five management
styles, E.e. 9,1 1,9 1,1 5,5 and 9,9] consult Blake and Mouton
(1964) The Managerial Grid.

Grid@ Organization Development

Grid OD. is a six-phase packaged instrumented training pro-

gram set forth by Blake and Mouton (1968) in Corporate Excellence.
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Grid OD proceeds according to Blake and Mouton (1968) in Corpor-
ate Excellence (p. 9):

Phases Communication

1. Grid Seminar--Organization members learn theor-
ies of behavior on a one-to-one basis

2. Teamwork Development--Work teams apply Grid
theories to 1ncrease their effectiveness

5. Intergroup Development--Organized units that
must cooperate to achieve results apply Grid
theories to increase effectiveness with which
they coordinate effort

Planning

4. Developing and Ideal Strategic Model--Executive
leaders specify in terms of business logic the
intellectual foundations of the firm

5. Planning and Implementation--For each definable
business segment, planning teams use management
science and technology to design and the line
organization to change its operation by implemen-
ing the operational specifications for each
business segment

6. Systematic Critique--The tobthl effort is evalu-
ated 1n order to review and consolidate progress
made and to plan next steps of development

In each of the six phases of Grid OD listed above, organization
members participate in small group experiential exercises. After
completing each exercise, trainees take short pencil and paper
tests designed to enable them to describe and assess their own
behavior and the behavior of the group. The forced choice items
on each of the questionnaires are scored, and yield generalized
descriptions of individual behavior and organizational behavior

described by Blake and Mouton (1964) in The Managerial Grigd.

Grid OD usually begins with members of top management at-
tending a 5% day Managerial Grid Seminar (Phase 1) away from
their organization. After the Grid Seminar Some of these members

are trained to conduct in-house Grid Seminars, usually before
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Phase 2 (Teamwork Development) of Grid OD begins.
Blake and Mouton (1968) in Corporate Excellence (pp. 241-

243) explain what happens in Phases 2 through 6. In Phase 2
(Teamwork Development) organization work teams identify communi-
cation barriers, and make plans to resolve them. In Phase %
(Intergroup Development) groups within an organization identify
obstructions to the effective coordination of effort. By this
time steps have been taken to remove the obstructions. Flake

and Mouton (1968) in Corporate Excellence (p« 205) say:

EAfterJ. e »:..hase 3, organization membhass are eager to

move forward. fThey are alert and aware of fundamen-

tal discrepancies between what should take place and

what actually is occurring. . « . They are prepared

to take the steps essential for moving forward. . . .
Organization members know how to critique themselves, and rea-
lize the power of thinking in terms of models. ZEnough openness,
candor and commitment exist for them (p. 205) "to want to chal-
lenge and correct on a self-convincing basis the business logic
beneath their current business performance." In Phase 4 (Devel-
oping an Ideal Strategic Model) corporate top management designs
an ideal strategic model--what the firm should become. The
model is thought through and tested throughout the organization
to insure its soundness and to develop support for it. Conditions
should be right for sound planning at this stage. In Phase 5
(Planning and Implementation) the corporation utilizes all of
its intellectual and emotional energies (pp. 242-243)

to shift from historically-based practices to ones

that have been deliberately tested for soundness in

the perspective of present and future conditions.

e o o When members of an organization review and

evaluate the properties of the ideal strategic model

in comparison with what they are accumstomed to, they
often see a vivid contradiction between what is and
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what should. be. Yhen managers see this, not. _

only are they pulled toward changing things to what
they should be, but they experience a heightened re-
pulsion with things as they are. « «

Blake and Mouton (1968) in Corporate Excellence (p. 244) state:

« « » « the wider the gap between the ideal strategic

model and the properties of the existing corporation,

the greater the motivation to change, providing that

all managers: (1) see the contradiction between the

actual and the possible, (2) see how the transition

might be made, and (3) are encouraged and challenged

to bring about the change.
After Phase 5, then, managerial grid theories should be in daily
use and should be well understood throughout the organization,
and most of the barriers to corporate effectiveness should be
already eliminated. The primary activity of Phase 6 (Systematic
Critique) is (pp. 267-268) to examine progress and to measure and
evaluate its direction, quantity, quality, and rate. It is
(pp. 267-268) "a review of progress and consolidation of gain
« « » the basis for taking the first step beyond Grid OD since
it permits planning of further development activities."

During the transition from the actual to the possible the
corporation faces two dildmmas. The corporation must be kept

running, and enthusiasm must be strengthened and maintained.

Blake and Mouton (1968) in Corporate Excellence (pp. 244-256,

268-272, 315-355) supply administrative strategies to help..
overcome these two dilemmas.

Blake and Mouton's six-phase Grid OD approach is designed
to bring a corporation to its highest stage of excellence. Its
most appealing feature to businessmen is probably its packaged,
planned; fixed cost. Another plus is that an organization can

run its own Grid OD program with minimal assistance from Scienti-
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fic Methods, Inc. The core of Grid OD is its educational pro-
gram to enable a corporation to get better results. The more
conventional ways of getting better organizational results are
to pressure. for more output, to tighten up accounting controls,
to change the organizational structure, to replace leaders,.
etc. |

The preceding material on Grid OD is only a short summary.
For a more detailed explanation of each of the Phases of Grid
OD and the empirical research on Grid OD consult Blake and

Mouton (1968) Corporate Excellence.

Organization of the Balance of the Research Study

Chapter 2+.--The theorétical and behavioral perspective used to
examine the on-the-job behavioral effectiveness of Managerial
Grid Seminar participants from the November 11-16, 1973, Grid
Seminar, and the difference between statistical and behavioral
significance. The rest of the chapter deals with the goal and
focus of the study, the research problem area, the research
methodology, the body of knowledge, the research propositions

and the definition of terms.

Chapter 3.--An analytical perspective of some of the relation-
ships between individual political and control systems, the
environment and individual behavioral effectiveness. A model
illustrates the patterning of 15 independent variables and

4 intervening variables with one dependent variable--individual

behavioral effectiveness. Each of the variables is defined.
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Chapter 4.-- An analysis and critique of Grid OD. The chapter

includes Grid OD's use of Napoleon Hill's (1947) Think .and Grow Rich

principles of the "Master-Mind," "organized planning,"” and
"specialized knowledge’; a rebuttal to parts of Larry Kirkhart's
(1974) article "The Future of Organization Development!'} brief

analysis of The Managerial Grid; an in-depth analysis of the

Managerial Grid Seminar based on participant-observation} a
summary of the theory of "the 9,9 syndrome" from an unpublished
article PManagerial Grid@ Seminars The Sixth Managerial Style:
the 9,9 syndrome*; a summary of the theory of the focusing of
individual consciousness from an unpublished article "THE POWER
OF KNOWING: the key to focusing the energy of human conscious-
ness"; the dangers of "shoulding; and overall conclusionson

Grid training.

Chapter 5.--The strengths and weaknesses of the research model

and the research design.

Chapter 6.~—~An interpretation of the research data in relation

to the research propositions.

Chapter 7.--A report of the broader issues raised by the text,
the significance of the research findings, and recommendations

for further study.
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CHAPTER 2

A BEHAVIORAL AND
THEORETICAL PERSPECTIVE

The goal of this research study is to asess the impact of indivi-
dual political and control systems upon individual behavioral effec-
tiveness. It will focus onthe creation and study of rare events and
their resulta., (Nots: See Ch. 3 for definitions of the above).

The research questions are: (1) Do Managerial Grid Seminar
participants adopt specific practices that improve their on-the-
job performance within the framework of their personal cognition
and on-the-job environments after attending a Managerial Grid
Seminar? (2) Can individual political and control systems within
organizations making use of Grid OD increase individual behavioral
effectiveness? (3) Does the Managerial Grid Seminar provide the
pathway through which Managerial Grid Seminar participants dis-

cover their actual and ideal selves?
The Research Problem Area

The exploration of the preceding research questions requires
a definition of (1) individual political and control systems
(hereafter cited as individual systems), and (2) individual be-
havioral effectiveness. In addition, the development of useful
propositions requires explanation of the relationships between
individual systems (within organizations making use of Grid OD)
and appropriate research variables.

The examination of thé&se relationships requires a model

20
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that corresponds as closely as possible with reality, and it re-
quires the selection of individuals from organizations making
use of Grid OD. It also requires the conceptualization of empiri-
cal data within a model to form a theory. The individual case
may be especially crucial in the changing of a system, and it
ought to be predictable.

The creation and study of rare events and their results
may or may not be relevant to an individual or an organization,
and accounting for the total variance within an environment
makes it difficult to determine or infer causality. The core
issues in examining individual behavioral effectiveness will

form the framework of a theory in Chapter 3 of this study.
The Research Methodology

A behavioral methodology for the study of the impact of
individual systems upon individual behavioral effectiveness
within organizations making use of Grid OD, then, must attempt
to account for the total variance within an environment. This
research study will examine the behavioral significance of rare
events and their impact upon the steady state of a system. The
steady state of a system means the normal-balanced-environmental
conditions of a system.

Chris Argyris (1970) Intervention Theory and Method (. 120) says

that certain criteria must be fulfilled for an event to be judged
behaviorally significant:

First, it must be shown that the event was rarely,
if ever, present in the steady state of the system
before it occurred. But this is not enough. The
empirical absence of an event could mean that the
event was not relevant to the steady state of the
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system. The second criterion, therefore, follows:
the rarity of the event is a necessary condition for
the steady state of the system; that is, the steady
state of the system exists partially because the
event rarely, if ever, occurs. This implies a third
criterion. The existence of the event even though
rare, tends to upset the steady state and produce a
new one.

Behavioral significance differs from statistical signifi-
cance in probability of occurrence. Chris Argyris (1970) Inter-

vention Theory and Method (p. 119) says behavioral significance

"e « o 1s a category that denotes that the significance of an

event is independent of probability;"[@hereaa, "e « o an event

is statistically significant when there is a high probability

that it could not happen by chance." He also says (p. 119) that:
events are significant in that (1) they make a differ-

ence in the behavior and values of the individuals and

(2) they may depart signficantly from a previously de-

fined steady state of a system (be it an individual, a

group, or an organization).

The model of the impact of individual systems upon indivi-
dual behavioral effectiveness in Chapter % may help to ascertain
and to predict the rarity of an event, and the functional value
of the systems in remaining rare. The methodological components
of this model are (1) the individual internal political system,
(2) the individual external political system, (3) the individual
control system, (4) the intervening variables, and (5) the
dependent variable--individual behavioral effectiveness. The
intervening variables are productivity, morale, conformity and
adaptiveness. The independent variables within the individual
systems are (1) legitimacyy (2) conflict, (3) strategic decision-

making, (4) tactical decision-making, (5) ideology (with congru-

ence, priority and conformity), (6) co~optation, (7) autonomy,
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(8) representation, (9) constituency, (410) sanctions (positive, nega-
tive and graded), (11) relationships (primary and secondary), (12) com-
munication (vertical and horizontal)y (13) communieation (primarily in-
strumental, expressive, personal, formal and informal), (14)
norms, and (15) coordination. These variables are defined inChapter 3.
Obviously, in a research study a need exists for a model to
account for the total variance within a system or environment in
any direction. In real life, however, prediction is very diffi-
cult since so many variables can influence individual systems
and individual behavior. Kurt Lewin (1951) "Comments Concerming
Psychological Forces and Energies and the Structure of the Psyche,"

in David Rapaport (ed.), Organization and Pathology of Thought

(p. 83) points out:

e « o The single individual case is sufficient, in prin-

ciple, to prove or refute a proposition, provided that

the structure of the conditions of the case in question

is sufficiently well established.

The research methodology will use behavioral significance
and individual behavioral effectiveness because of the following
problems (1) lack of access to organizational data on produc-
tivity, (2) lack of access to organizational data on behavioral
changes in practices, perceptions, attitudes and values, (3)
lack of pre-~tests before Grid training to compare with post-tests
after Grid training (Note: post-tests immediately after Grid
training usually produce the "halo effect" or bring out "good
feelings" toward Grid training), (4) lack of a control group,
(5) lack of a random sample, (6) lack of a mechanism to account

for the indeterminate effects of historical antecedents prior to

Grid training, (7) lack of a scientific method to account for
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the total variance in a study of statistical significance, and
(8) lack of an opportunity to generalize the research methodology
beyond the original population under study.

These problems served as a catalyst for the creation of
a behavioral methodology to produce data for the determination
of the impact of individual systems upon individual behavioral
effectiveness within organizations making use of Grid OD, and
served as a catalyst for the creation of a behavioral methodology
for the determination of the nature of the work and the nsture
of the environment within which Managerial Grid Seminar partici-
pants worked. The sample includes all of the Managerial Grid

Seminar participants from the November 11-16, 1973, Managerial

Grid Seminar. Scientific Methods, Inc., a behavioral science con-
sulting - firm headquartered in Austin, Texas, is the client system
from which the sample of Managerial Grid Seminar participants is

drawn.

The Body of Knowledge

This section examines Grid OD application studies, analyzing
and summarizing their results and research designs. Grid OD has
been applied in industrial, service and government organizations,
medical services, and religious institutions. Appendix 1
contains an extensive survey of the literature on Grid OD. Con-
clusions on Grid OD applications are based on the pattern of the
evidence investigated in Appendix 1. Studies on organizational
effectiveness can be found under such labels as effectiveness,

productivity, conformity, adaptiveness and institutionalization.
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Studies on Grid OD Applications

Scientific Methods, Inc. Study (1961-1974)

The Scientific Methods, Inc., study compares the profitabil-
ity of two matched corporations from 1961 to 1974. Corporation
A is Grid Active and Corporation B is not. Scientific Methods
says the Grid Active Corporation achieved a 400% increase in
profitability in comparison with Corporation B which was not
Grid Active. The reported results of this study are dramatic,
but information on the research design and methodological tech-
niques of the study are not available. Scientific Methods is not
at liberty to reveal this type of information since the corpor-
ations involved in the comparison do not wish to make additional

information public.

The Sigma Corporation Study (1962-1963)

The Sigma Corporation Study from 1962 to 1963 reports a
160% rise in Sigma profits, but management attributes 70% of the
improvement to new equipment, mass layoffs, forced retirements
and change in nonlabor costs. R. R. Blake, J. S. Mouton; L. B.
Barnes, L. E. Greiner (Nov.-Dec. 1964) "Breakthrough in Organi-

zation Development," Harvard Business Review (pp. 133-135)

credit the Grid with the rest of the savings.

During the period of this study, however, conditions were
unique at the Sigma Corporation. Sigma's top management did reduce
controllable costs, but a number of factors may have been respon-
sible for this reduction such as (1) strong pressure from head-
quarters to cut costs and improve performance, (2) Sigma's his-

tory and the conditions prior to the Sigma:study, and (3)
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Robert R. Blake's influence as an outside consultant.

The Sigma study did not have a control groupy and a large
part of the data comes from retrospective self-reports. In
short, the inference that Grid OD was the causal factor for the
change at Sigma Corporation is difficult to accept, considering
the number of extraneous factors and methodological weaknesses

within the study.

The Forest Service (1965-1966)

The Forest Service Study from 1965 to 1966 by Larry Greiner
(n.d.) "Evaluating a Pilot Program Using Management Grid for Or-
ganization Development in the U.S. Forest Service," an unpublished
pamphlet from the U.S. Forest Service, is more elaborate in design
and in measuring results than the Sigma study. Questionnaires
administered soon after the Grid training program showed favor-
able results, but tests conducted after training that has any
value at all will almost always yield favorable results.

The evidence in this study suggests that a fadeout of information
received from training occurs approximately six months after
training. Greiner says that regional performance in the Forest
Service possibly improved, but the data could be Jjust as easily

interpreted as showing no effects at all.

The Internal Revenue Service (1964-1967)
Larry Greiner, et. al., "The Simple Complexity of Organization-
al Climate in a Governmental Agency," in Renato Taguri and George

Litwin (1968) eds., Organizational Climate (pp. 195-224) is con-

siderably more rigorous than the preceding studies. It has a

stronger research design than the preceding studies, and the find-
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ings reveal very little change in the organization climate of
the districts studied. This change could not be attributed to

the Grid program.

The Alpha and Beta Study (1967)

Peter B. Smith and Trudie F. Honour (1969) "The Impact of

Phase 1 Managerial Grid Training," Journal of Management Studies,

vol. 6, no. 3 (pp. 318-330) compare the change in a

Grid trained factory with an untrained factory. ©Smith and Honour
take random samples from two organizations of similar size,

under the same top management, and oriented towards slightly dif-
ferent markets. They use matched controls, and attempt to com-
pare the Alpha factory with the Sigma Corporation in the Sigma
study, but the two companies are so vastly different in size,
situation, and technology that comparison is futile. The
training was partially successful, but it is difficult to say
which factors caused the Alpha environment to change. All in
all, the questionnaire data confirms that the changes were of a

small order. @ote: Beta is the control company in the study).

The ESB Study (1966)

Howard A. Hart (Sept.-Oc¢t. 1974) "The Grid Appraised--
Phase 1 and 2," Personnel (pp. 44-59) reports that the Phase 2 re-
spondents in his study were statistically significant in their
differences from all other respondents. Significant differences
between Phase 1 respondents with Grid exposure and those with no
Grid exposure, however, are few. Hart says a 300% increase in
divisional profits occurred, but admits that market conditionms,

plant capacity, and the state of the economy all could have con-
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tributed to the increase in divisional profits. He says that
his Phase sample was "far-from-random." His "far-from-random"
Phase 2 sample, thus, tends to cast his findings under a cloud.
In spite of this Hart still claims that the statistically signif-
icant higher scores of Phase 2 respondents were significant

at the .01 level, and claims that the Managerial Grid seemed to
have had a definite positive effect on ESB performance.

Again the methodology has its problems since it looks back-
wards, and Jjudgment of performance change comes from individuals
whose performance is under investigation. ESB, nonetheless, was
happy with its results, and the turnaround in the automotive div-
ision appears to have been more than a coincidence. It is highly

probable that Grid training was the cause of the change that ocour-

red at ESB.

The CIBA-GEIGY Study (1969-1971)

Thomas /. Campbell (Nov. 1971) in his Master's thesis "The
Effect of Communication Change on Plant Operation," presented to
the Graduate School of Corporate and Political Communication,
Fairfield University, evaluates the effects of the Managerial
Grid on communication in the McIntosh plant of CIBA-GEIGY Corp-
oration. Again, conditions were ripe for change at the company
under study. Study results are impressive.

Campbell reports that existing plant records showed a total
direct substantiated savings of $1,957,000 attributable to a pro-
cedural change involving a Grid investment of $152,000. He says
this is a satisfying return on an investment, and feels the Mana-

gerial Grid created an environment for change. It appears that
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the Managerial Grid improved productivity and profitability, and

changed individual and group behavior at the CIBA-GEIGY plant.

The Pi Study (1973)

James F. Guyot (1975) in a paper "Evaluating Management
Training: Criterion Measures, Control Groups, and the Training
Effect" presented to the American Society For Public Administration
(ASPA) convention in Chicago April 2, 1975, evaluates a Managerial
Grid program in the Pi organization. Guyot uses advancement up
through 13 grades of the management ladder as a criterion for
comparing Kepner-Tregoe trainees with Grid trainees by means of
matched twins and control groups over a four year period. He
also uses a retrospective analysis. He narrows down the popula-
tions under study by a series of limitations.

His results show that managers with Kepner-Tregoe training
moved significantly ahead of their twins in terms of promotion
pace within the four year period of the study. Grid participants
were statistically indistinguishable from their non-trained twins
in promotion pace after four years. Guyot combines the distribu-
tions to show the greater effectiveness of Kepner-Tregoe training
over Grid training in advancing Pi managers. He says, though,
that since the Grid is oriénted toward group processes, a record
of individual success among trainees could mask the real effect
of Grid training on work performance.

This study, like the preceding studies, has the weaknesses
that are inherent in the "quasi-experimental non-equivalent con-
trol group design" and selection procedure. The Pi study, how-

ever, permits a finer tuned analysis than the Alpha-Beta study,
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since the Pi samples came from the same organizationg in ce¢ontrast
the Alpha-Beta samples came from similar yet different organiza-

tions.

Major Companies Using the Grid

Business Week (Oct. 18, 1969) "Grid Puts Executives On The

Griddle" reports that some 2,500 companies have paid "their hard-
earned cash to Scientific Methods to conduct seminars on a manage-
ment tool called the Managerial Grid."

The survey of literature in Appendix 1 of this study includes
information on Grid OD applications in the following companies:
American Airlines; Corning Glass Works; Genesco, Inc.; Hotel
Corporation of America; The Raymond Corporation; Steinberg's
Limited; Texas Instruments Inc.; Simmonds Precision; Canadian
National Railways; Montgomery Wards; Signetics; British-American
Tobacco; The Baytown. Humble Oil and Refining Company; Reed Paper
Company; Corinthian Broadcasting Corporation--and the banking in-
dustry.

The most significant studies in Appendix 1, as reported by Harold

M. F. Rush (1969) Behavioral Science Concepts and Management Applica-

tion, Personnel Policy Study no. 216, National Industrial Confer-

ence Board, Inc. (pp. 72-171) hereafter cited as Rush (1969)
Conference Board book are the studies on Corning Glass Works and
The Raymond Corporation.

Corning Glass Works, as reported in Rush (1969) Conference

Board book (pp. 93-98), has undergone all six phases of Grid OD.
Corning's research reportedly has shown organizational change

was generally in the direction postulated by Grid theory.
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The Raymond Corporation, as reported in Rush (1969) Confer-

ence Board book (pp. 113-121), feels the results of Grid training
can be measured in work performance and subsequent upward mobility.
The Raymond Corporation claims a sales increase from $7.6 million
to $23 million, a net income increase from $520,000 to $1.2
million, and an earnings per share rise from 72¢ to $1.31 in

the first five years of the Grid program at an OD cost of around
3% of sales. They do not attribute their change purely to Grid
training, and do not feel that the Grid is a panacea for any or-
ganization. Yet they do make extensive use of the Grid in many
different areas of their company including interdepartmental

task forces. They are totally committed to the behavioral science

approach to management on a systematic planned basise.

Texas Instrument Inc. is conducting a "massive assault,"
9

according to Rush (1969) Conference Board book (pp. 139-156),

using the Grid in selected divisions.

Anecdotal and testimonial material supports positive change
in Simmonds Precision, Canadian National Railways, Montgomery
Ward's, Signetics, British-American Tobacco, Reed Paper Company--—
and the banking industry. For a more detailed report of this
material consult Appendix 1.

Blake and Mouton studies support significant change in atti-

tudes in both union and management personnel after Grid training,
significant differences as to what is believed to constitute

sound supervision before and after training, and a high degree

of similar cross-cultural understanding of Grid theory. For addi-

tional information on these changes consult Appendix 1 of this study.
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Emerging Patterns

Two patterns seem to emerge from the survey of literature

in Appendix 1. One pattern emerges from "successful" change
efforts, and the second pattern emerges from "scientific-

statiatically-significant"” research designs.

The Pattern of "Successful Change" Efforts

Larry Greiner (May-June 1967) "Patterns of Organizational
Change," HBR (pp. 119-130) feels the important differences be-
tween a "successful" and an "unsuccessful" change effort are:

e« « « o The successful changes. « . spread throughout
the organization to include and affect many people;
produce positive changes in line and staff attitudes;
prompt people to behave more effectively in solving
problems and in relating to others; result in improved
organization performance. Significantly, the less suc-
cessful changes fall short on all of these dimensions.

Greiner (1970) (pp. 122,125) says some very distinct patterns

in the reportedly "successful" change studies emerge in the evo-

lution of change:

e « « «(1) The organization, and especially top
management, is under considerable external and in-
ternal pressure for improvement long before an ex-
plicit organization change is contemplated. Perfor-
mance and/or morale are low. Top management seems

to be groping for a solution to its problems. (2)

A new man, known for his ability to introduce im-
provements, enters the organization, either as the
official head of the organization, or as a consul-
tant who deals directly with the head of the organi-
zation. (3) An initial act of the new man is to en-
courage a reexamination of past practices and current
problems within the organization. (4) The head of the
organization and his immediate subordinates assume a
direct and highly involved role in conducting this re-
examination. (5) The new man, with top management
support, engages several levels of the organization in
collaborative, fact-finding, problem-solving discus- -
sion to identify and diagnose current organization
problems. (6) The new man provides others with new
ideas and methods for developing solutions to problems.
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(7) The solutions and decisions are developed, and
found creditable for solving problems on a small
scale before an attempt is made to widen the scope

of change to larger problems and the entire organi-
zation. (8) The change effort spreads with each suc-
cess experience, and as management support grows, it
is gradually absorbed permanently into the organiza-
tion's way of life.

In contrast Greiner (1970) "Patterns of Organizational
Change™ (p. 125) says the less successful organization changes
have a singular lack of consistency:

e « o« o« (1) The less successful changes begin from

a variety of starting points. This is in contrast to
the successful changes, which begin from a common
point--i.e., strong pressure both externally and in-
ternally. « « « (2) « « « « In the successful change
patterns, we observe some degree of logical consis-
tency between steps, as each seems to make possible
the next. But in the less successful changes, there
are wide and seemingly illogical gaps in sequence

e e o o (3) « ¢« .« In the successful cases, « « »
shared approaches are used, i.e. authority figures
seek the participation of subordinates in joint de-
cision-making. In the less successful attempts, how-
ever, the approaches used lie closer to the extreme
ends of the power distribution continuum. . . . a
unilateral approach (decree, replacement, structural;
e « « 8 delegated approach tdata discussion, T-group
was applied. None of the less successful change
studies reported the use of the shared approach.

Greiner's analysis provokes some interesting conclusions.
Certain conditions in an environment are conducive to a "success-
ful" change effort, and certain conditions in an environment can
hamper or sabotage a change effort.

Grid OD is a change effort that appears to meet with some
degree of success if certain environmental conditions exist.

The degree of Grid OD success appears to hinge upon the number

of phases of Grid OD an organization is committed to.

The Pattern of the Research Designs

It appears that the preponderance of the published evidence
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swings the pendulum over to the side of the Grid OD advocates.
The evidence suggests that Grid OD appears to improve productivi-
ty and profitability, change practices, behavior, attitudes and
values, providing a common set of ground rules for organization
members to insure the continuity of team management. Positive
results regardless of the cause, cannot be disclaimed--no matter
how unscientific the results may be; and whether or not behavioral
change is statistically or behaviorally significant becomes a
moot issue in 1light of increased profits, expanded markets, im-
proved labor relations, improved company procedures, and improved
company practices. Most companies do not pour out their hard
earned cash for frivolous training programs that do not produce
results, and they certainly are not interested in fishing expedi-
"tions to prove causality of improvements or changese.

Grid training may create a "placebo" or "training effecti"”
In other words, the mere fact that individuals have undergone
training produces change, rather than the particular attributes
of the training.: If Grid training produces such an effect, and
it is a catalyst for change, it would beuunwise to abandon it.
Even a placebo training program is worthwhile if it produces
worthwhile changes, i.e. increased profits, improved labor-
management relations, improved behavior, etc.

The preponderance of evidence, however, does not establish
scientific proof of causality. The one-shot case study is still
relatively useless for comparison purposes, and has little scien-
tific value. The "quasi-experimental non-equivalent research
design" that is used extensively in the literature on Grid OD,

has a variety of weaknesses, and it prone to methodological



35

traps. Past Grid OD studies have not made it any easier to
match samples from similar organizational subunits, to establish
a random control group, to analyze and collect data before the
planned change effort, and to refine matching procedures between
experimental and control groups. In many organizations under
study it simply is not feasible to assign individuals or organi-
zation units to training control conditions on a random basis

to meet scientific criteria.

Most of the research congregates in the area of finding out
how well trainees like a given program, and the information
trainees retain after training. It is not hard to get positive
responses to a training program immediately, or soon after its
completion. The real problem is to determine whether
or not changes in job behavior have come about as a result of a
training program. At this point, the debate between statistical
and behavioral significance takes on a new importance to both
the trainer and the trainee. For instance, why should a company
use its time, money, and energy to implement and maintain a
training program if the program does not produce behavioral
change? If a program cannot be shown to be responsible for re-
ducing costs, improving the quality or quantity of work, or
other tangible results, how can a company judiciously decide
the relative value of a given program over another program?

Based on the survey of literature on Grid OD applications
in Appendix 1, it appears that too many studies are subject to
contamination by preconditions or historical trends prior to a
Grid OD change effort, and too much of the data comes from retro-

spective analysis of people.involved in the Grid OD-change effort.
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Scholarly research requires more than the enthusiastic
statements of acceptance that are so prevalent in the literature
on Grid OD. It requires proof of behavioral significance and
change in many different organizations and environments over an

extended period of time.

Propositions

The research propositions are. (1) Discovery of the actual
self does not improve individual behavioral effectiveness. (2)
Discovery of the ideal self does not improve individual behavioral
effectiveness. (3) Discovery of the actual self does not prepare
an individual for becoming his ideal self. (4) Discovery of a
pathway through which an individual can be his ideal self does

not improve individual behavioral effectiveness.

Definitions

1. Discovery according to Webster's Seventh New Collegiate

Dictionary (1969) (p. 238) is the act or process of (1) making
something known or visible, (2) obtaining the sight or knowledge
of something for the first time, (3) bringing something forgotten
or hidden to light, and (4) acquiring facts and information.

2. ‘%he actual self is the observable behavior or personality
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that makes up the individuality or identity of a person within
an environment with other people.

3. Does not improve means does not turn something into a better

quality or condition, greater value or advantage, or more profit-
able or desirable state of excellence.

4, Individual behavioral effectiveness is the degree to which

an individual's political and control systems (given certain
resources and means) are able to fulfill his objectives without
incapacitating his means or resources, and without placing undue
strain upon his political and control systems or the individuals
he interacts with within his environment.

5. The ideal self is the individual self or personality that is

preferred by an individual in an environment with other indivi-
duals. It is the person that one would like to be--the best
possible self that an individual can achieve.

6. Pathway means the 5% day Managerial Grid Seminar with its
prescribed events and exercises including Grid concepts, princi-

ples, practices, and theories.
Summary

This chapter discusses the behavioral and theoretical per-
spectives needed to view the on-the-job behavior of Managerial
Grid Seminar participants from the November 11-16, 1973, Grid
Seminar. The primary concern of this chapter is the impact of
individual political and control systems upon individual behavior-
al effectiveness, and the behavioral significance of rare events

upon the steady state of a system.
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