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BLAKE-MOUTON MANAGERIAL GRID

Primary Disciplinary Field(s): Organizational Psychology, Management Science, Leadership

Studies

Proponents: Robert R. Blake and Jane S. Mouton

1. Core Principles

The Blake-Mouton Managerial Grid, often referred to simply as the Managerial Grid Model, is a

foundational behavioral leadership framework developed in the 1960s. It serves as a diagnostic

and prescriptive tool that assesses and classifies leadership styles based on two independent

behavioral dimensions: a manager's concern for production (task orientation) and their concern

for people (relationship orientation). The model posits that effective leadership is achieved through

an optimal integration of these two concerns, moving beyond older theories that treated

productivity and morale as mutually exclusive trade-offs.

The structure of the Grid is visualized as a 9x9 matrix, with the horizontal X-axis representing

concern for production and the vertical Y-axis representing concern for people. Both axes are

calibrated on a scale from 1 (lowest concern) to 9 (highest concern). This configuration

theoretically allows for 81 unique managerial style combinations, indicating the myriad ways

leaders might prioritize tasks versus relationships. However, the model's practical utility

concentrates on five archetypal leadership styles situated at the four corners and the geometric

center of the matrix, as these represent the most distinct and commonly observed approaches in

organizational behavior.

The fundamental premise advocated by proponents Robert Blake and Jane Mouton is prescriptive:

every leader should aspire to the 9,9 position, known as Team Management. This style is

characterized by a high commitment to organizational output coupled with a high commitment to

the needs, development, and satisfaction of the team members. The Grid thus provides a

benchmark for organizational excellence, suggesting that leadership effectiveness is not inherent

but a trainable skill that can be consciously shifted toward the collaborative and highly committed

9,9 ideal.

2. Historical Development and Context

The development of the Blake-Mouton Managerial Grid was catalyzed by the evolving focus of

management studies in the mid-20th century. Following the shift from classical scientific

management--which emphasized efficiency above all--to the Human Relations movement,

researchers sought models that could reconcile the tension between the need for high productivity

and the necessity of maintaining employee morale. The Grid built upon earlier empirical studies
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conducted at institutions like Ohio State University and the University of Michigan, which had

identified task and relationship behaviors as crucial determinants of leader effectiveness.

First published in their influential 1964 book, The Managerial Grid: Key to Leadership Excellence,

Blake and Mouton distinguished their work by providing a structured, readily applicable tool with a

clear normative mandate. Unlike previous descriptive models, the Managerial Grid explicitly

evaluated leadership styles, establishing the 9,9 position as the unequivocally superior method for

achieving sustainable, high-level organizational performance. This strong prescriptive stance

rapidly propelled the Grid into prominence within corporate training and organizational

development (OD) circles worldwide.

The model was later adapted and integrated into comprehensive organizational change programs,

transforming its role from a simple assessment tool into a framework for systemic improvement. Its

enduring appeal stems from its intuitive graphic representation and its provision of a common

language for managers to analyze and discuss their leadership behaviors. Decades after its

introduction, the Blake-Mouton Managerial Grid remains a cornerstone of leadership education,

providing a vital bridge between purely task-oriented management and purely relationship-focused

management, insisting that true leadership competence requires mastery of both.

3. Key Dimensions: Measurement and Interpretation

The two foundational dimensions of the Grid--concern for production and concern for people--are

treated as distinct and independent variables, meaning a high score in one does not necessarily

preclude a high or low score in the other. This independence is critical, as it refutes the older notion

that prioritizing employee welfare must inevitably lead to a reduction in output, and vice versa.

Concern for Production: This axis, running horizontally (X-axis), quantifies a leader's focus on

achieving organizational objectives. This includes attention to work processes, efficiency, volume,

meeting deadlines, quality control, cost management, and profitability. A manager scoring high

(e.g., 9) on this dimension is deeply focused on the technical aspects of the job, ensuring systems

are optimized and tasks are executed rigorously, often prioritizing immediate results.

Concern for People: This axis, running vertically (Y-axis), quantifies a leader's commitment to the

human element of the organization. This involves assessing the leader's focus on employee

morale, job satisfaction, building trust, providing supportive working conditions, facilitating personal

development, promoting fairness, and engaging in effective communication. A high score (e.g., 9)

indicates a manager who places significant value on the well-being and relational harmony of their

team.

The resulting coordinate pair (e.g., 5,5 or 9,1) precisely maps the manager's dominant style. The

scale of 1 to 9 is interpreted linearly: a score of 1 implies minimal engagement or priority in that

area, while a score of 9 indicates maximal effort and attention. The diagnostic power of the Grid
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lies in forcing managers to confront their actual behavioral priorities, often revealed through

feedback, rather than their perceived ideal priorities.

4. The Five Archetypal Leadership Styles

While the Grid encompasses 81 possible leadership combinations, five prominent styles are

highlighted because they represent recognizable and influential management philosophies, each

with predictable organizational consequences.

Impoverished Management (1,1): Located at the bottom left, this style reflects an extremely low

concern for both production and people. The manager employs a passive, disengaged approach,

often doing just enough to avoid being fired. This results in minimal productivity, poor decision-

making, widespread apathy among employees, and organizational drift.

Authority-Compliance Management (9,1): Positioned at the bottom right, this style represents a

high concern for production paired with an extremely low concern for people. The leader operates

with a "command and control" mentality, prioritizing efficiency and task output through strict

adherence to rules, centralized power, and the use of coercion or penalty. While output may be

high in the short term, this approach often fosters resentment, suppresses creativity, and leads to

high turnover.

Country Club Management (1,9): Situated at the top left, this style features a low concern for

production but a high concern for people. The manager focuses on creating a relaxed, friendly, and

convivial atmosphere, prioritizing harmony and avoiding conflict. The assumption is that happy

employees will naturally be productive. However, the lack of performance management and

organizational rigor often leads to substandard work and failure to meet targets.

Middle-of-the-Road Management (5,5): Found at the center, this style represents a compromise

where the manager seeks moderately adequate performance by balancing the necessity of work

output with the maintenance of satisfactory morale. This approach often leads to mediocrity, as the

avoidance of high commitment to either dimension prevents the realization of optimal results,

resulting in average performance and a culture of settling for "good enough."

Team Management (9,9): Located at the top right, this is the benchmark style. It signifies a high

concern for production achieved through collaborative effort, trust, shared goals, and a deep

respect for team members. The 9,9 manager fosters an environment where employees feel

ownership over their work and are highly motivated to achieve organizational success, leading to

superior productivity, high morale, and innovative problem-solving.

5. Applications in Organizational Development

The Managerial Grid is not merely a descriptive model; it forms the basis for structured

organizational development (OD) interventions designed to shift a company's leadership culture

toward the 9,9 ideal. Its applications are manifold, ranging from individual coaching to system-wide
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change initiatives.

At the individual level, the Grid is used extensively in executive training and coaching sessions.

Managers utilize assessment instruments derived from the Grid to receive 360-degree feedback,

pinpointing where their perceived style lies versus how they are observed by subordinates, peers,

and superiors. This gap analysis is crucial for developing targeted training programs focused on

behavioral modification--for instance, helping a 9,1 manager learn collaborative techniques or

guiding a 1,9 manager to establish clear performance metrics and accountability.

On an organizational scale, the Grid provides a powerful framework for restructuring and cultural

change. Organizations employing Grid OD often seek to standardize leadership language and

expectations across all hierarchical levels. By institutionalizing the values of the 9,9 style--such as

open communication, shared commitment, and conflict resolution through consensus--companies

aim to create a cohesive, high-performance culture. The implementation typically involves phases

of team building, intergroup development, and goal setting, ensuring that the entire organization

operates on the principle that the highest achievable results emerge from highly engaged and

respected employees.

6. Criticisms and Limitations

While highly influential, the Blake-Mouton Managerial Grid is often scrutinized for its inherent

assumptions and potential oversimplification of complex leadership dynamics.

The most significant critique stems from its universalist assertion that the 9,9 style is optimal in all

situations. Critics aligned with Contingency Theory argue that effective leadership is situational. In

environments demanding rapid decision-making (e.g., military operations, emergency response, or

highly specific technical projects), a temporary shift toward the 9,1 style may be necessary and

objectively superior to a slower, consensus-driven 9,9 approach. The Grid's failure to fully account

for these contextual variables limits its prescriptive accuracy in highly dynamic or unstable

environments.

Furthermore, practical implementation difficulties are frequently cited. The assessment tools used

to place a manager on the grid can be susceptible to social desirability bias, where managers

consciously or unconsciously report behaviors they believe align with the ideal 9,9 style, distorting

the diagnostic results. Additionally, the definition of the two core dimensions, while intuitive, may

not capture the nuances of modern management--such as leading globally dispersed teams,

managing knowledge workers, or adapting to rapid digital transformation--which require skills

beyond the traditional scope of "production" and "people." Finally, while the Grid clearly defines the

destination (9,9), the process of transitioning a deeply entrenched organizational culture from 1,1

or 9,1 to 9,9 often requires resources, time, and dedicated change management strategies that the

model itself does not provide.
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Blake, R. R., & Mouton, J. S. (1964). The Managerial Grid. Harvard Business Review.

Mind Tools: The Blake Mouton Managerial Grid Explained
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