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Case 4.1: A Drill Sergeant at First 
Case synopsis and analysis
Mark Young is head of a painting department in a large hospital, where he oversees a crew of about 20.  In previous years, Mark was very task driven.  He created more efficient and cost-effective methods and procedures for painting and was initially quite strict about hiring the right painters for the job.  As time passed, Mark relaxed his style, began to delegate to other crew members, and regularly socialized and joked with the painters.  
The case illustrates the behavior of a leader who begins a project with high task orientation but becomes more relationship driven as the project progresses.  It paints a somewhat realistic picture of a new leader, as leaders often need to drive results quickly and be task oriented in the initial stages of a project. 
Learning objectives:
· Students should be able to apply the principles of behavior theory to a leader of a small team. 
· Students should be able to apply Blake and Mouton’s grid to a leader of a small team.
Answers to questions in the text:
Questions
1. From the behavioral perspective, how would you describe Mark’s leadership? 
It seems that Mark is now both task and relationship oriented.
2. How did his behavior change over time? 
Mark began as a task-oriented leader, focused on creating efficient systems to paint the hospital.  In time, he relaxed a bit and began to be more focused on relationships.  
3. In general, do you think he is more task oriented or more relationship oriented? 
It seems as though Mark is naturally more task oriented as a leader, since his initial leadership at the hospital began with a task focus.  At the beginning, Mark describes himself as someone who was “all task,” like a drill sergeant.  Leaders who are naturally more relationship focused would have some trouble acting in that manner and would likely seek some input from others.  Thus, it is likely that Mark is naturally more task oriented.     
4. What score do you think he would get on Blake and Mouton’s grid?
At this stage, it seems as though Mark would probably be close to 9/9 team management style of leadership.  He successfully attends to the tasks at hand and continues to ensure that the results of his team are superior.  However, he has close relationships with his subordinates and enjoys seeing them excel.  For that reason, he seems to have a high concern for people and a high concern for results and be close to a 9/9 on the grid.
Potential teaching approaches: 
This case study is conducive to group discussions and exercises.  
Below is a way to structure a class based on skill theory and case study 4.1:

· Hold a lecture on the behavioral approach in general 
· Consider doing exercise 1 below
· Read case 4.1.  
· Discuss questions 1 to 3 in the case study as a class 
· Review Blake and Mouton’s grid
· Discuss question 4
· Finally, the professor may choose to conduct in-class exercise 2 below.
  
Exercises for this case study: 

1) Debate: Is task or relationship behavior more important for leadership.  

Break the class into small groups or into two large groups.  In these groups, students create reasons why task and/or relationship behavior is more important for leadership.  They then debate this with the other side.

2) Some people believe that certain organizations require a leader with a stronger focus on task vs. relationship behaviors.  Other organizations may need a relationship-focused leader. As well, times of crisis may demand a leader who is high on results and low on relationships.  On the other hand, depending on the crisis, an organization may actually need someone closer to 9/9 on the grid.

Discuss this concept in class. Students can even create a list of industries or occupations where a task leader would be more successful and a list where a relationship-focused leader would thrive.  As a class, the professor can engage the group in this discussion, and further it by discussing various scenarios where the opposite of what the student’s believe is best may indeed be the right behavior at the time.
