
behavioural approach in leadership

behavioural approach in leadership focuses on the actions and behaviors of
leaders rather than their traits or inherent qualities. This leadership
theory emphasizes that effective leadership is based on learned behaviors
that can be developed and refined over time. Unlike trait theories that
concentrate on the qualities of a leader, the behavioural approach
investigates what leaders actually do to influence their teams and
organizations. It highlights the importance of communication, decision-
making, motivation, and interpersonal skills in leadership success. This
article explores the core principles of the behavioural approach in
leadership, its key models, practical applications, and advantages and
limitations. Additionally, it discusses how this approach compares with other
leadership theories and why it remains relevant in modern organizational
contexts. The following table of contents outlines the main topics covered in
this comprehensive examination.
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Understanding the Behavioural Approach in
Leadership

The behavioural approach in leadership centers on analyzing the specific
actions and conduct of leaders rather than focusing on inherent personality
traits or situational factors. This perspective assumes that effective
leadership behaviors can be identified, taught, and learned, making
leadership a skill set accessible to many individuals. It emerged as a
response to earlier trait theories which suggested leaders were born with
certain qualities that made them successful. The behavioural approach shifts
attention to what leaders do, including how they communicate, organize tasks,
motivate employees, and resolve conflicts.

This approach categorizes leadership behaviors primarily into task-oriented
and people-oriented actions. Task-oriented behaviors involve planning,
setting goals, and clarifying roles, while people-oriented behaviors



emphasize supporting, encouraging, and developing team members. Understanding
and balancing these behaviors is crucial for effective leadership
performance. The approach also recognizes that leadership effectiveness
depends on adapting behaviors to meet group needs and organizational goals.

Core Principles of the Behavioural Approach

The behavioural approach rests on several foundational principles that guide
leadership development and practice:

Leadership effectiveness is determined by observable behaviors, not just
innate traits.

Both task-related and interpersonal behaviors contribute to successful
leadership.

Leadership behaviors can be learned and improved through training and
experience.

Flexibility in leadership style is essential to address different
organizational contexts.

Effective communication and motivation strategies are integral to
leadership behavior.

Key Models of the Behavioural Approach

Several influential models and studies have shaped the behavioural approach
in leadership, providing frameworks to understand and classify leadership
behaviors. These models are widely used in leadership training and
organizational development to enhance leadership practices.

The Ohio State Studies

The Ohio State leadership studies were among the earliest to identify key
leadership behaviors through empirical research. These studies categorized
leader behaviors into two primary dimensions: Initiating Structure and
Consideration. Initiating Structure refers to task-oriented behaviors such as
defining roles, organizing work, and setting standards. Consideration
encompasses people-oriented behaviors, including showing concern for
employees’ well-being and fostering a supportive work environment. The



research found that effective leaders often demonstrate a high level of both
dimensions, balancing task accomplishment with employee satisfaction.

The University of Michigan Studies

Similar to the Ohio State studies, the University of Michigan research
identified two critical leadership behaviors: Employee Orientation and
Production Orientation. Employee Orientation focuses on interpersonal
relationships, trust, and respect for team members, while Production
Orientation emphasizes the technical aspects of task completion and
efficiency. The Michigan studies highlighted that leadership effectiveness is
strongly linked to the degree of employee orientation, suggesting leaders who
prioritize people tend to achieve better organizational outcomes.

The Managerial Grid Model

Developed by Robert R. Blake and Jane Mouton, the Managerial Grid model plots
leadership styles on two axes: Concern for People and Concern for Production.
This model identifies five major leadership styles based on the combination
of these concerns:

Impoverished Management (low concern for people, low concern for1.
production)

Country Club Management (high concern for people, low concern for2.
production)

Authority-Compliance (low concern for people, high concern for3.
production)

Middle-of-the-Road Management (moderate concern for both people and4.
production)

Team Management (high concern for both people and production)5.

The Team Management style is considered the most effective, promoting high
productivity alongside positive employee relations.

Practical Applications of Behavioural



Leadership

The behavioural approach in leadership has widespread practical applications
across various organizational settings. Its focus on actions and behaviors
allows leaders to consciously develop skills that enhance team performance
and workplace culture.

Leadership Development and Training

Organizations frequently use the behavioural approach as the foundation for
leadership development programs. By identifying specific leadership behaviors
linked to success, training can target skills such as effective
communication, conflict resolution, delegation, and motivation. Behavioral
training often includes role-playing, feedback sessions, and coaching to
reinforce desired leadership actions.

Enhancing Team Dynamics

Leaders applying behavioral principles focus on fostering positive
interpersonal relationships within teams. Emphasizing supportive behaviors
such as active listening, empathy, and recognition helps build trust and
collaboration. By balancing task-oriented actions with people-oriented
support, leaders can improve team morale and productivity.

Performance Management

The behavioural approach guides leaders in setting clear expectations and
providing constructive feedback. Task-focused behaviors ensure goals and
roles are well defined, while interpersonal behaviors encourage open
communication and employee development. This dual focus contributes to
continuous performance improvement and organizational success.

Advantages and Limitations of the Behavioural
Approach

Like all leadership theories, the behavioural approach offers strengths and
faces certain limitations. Understanding these factors is essential for
effective application in real-world leadership scenarios.



Advantages

Learnability: Leadership behaviors can be taught, making leadership
accessible to a broader range of individuals.

Practical Focus: Concentration on observable actions allows for
measurable leadership development.

Balanced Perspective: Recognition of both task and people orientation
promotes well-rounded leadership.

Adaptability: Encourages leaders to adjust behaviors according to team
needs and organizational context.

Limitations

Context Overlooked: Does not fully account for situational factors that
influence leadership effectiveness.

Behavioral Complexity: Leadership behaviors can be complex and difficult
to categorize neatly.

Potential Rigidity: Overemphasis on specific behaviors may limit
flexible leadership styles.

Limited Predictive Power: Behavior alone may not predict leadership
success without considering personality and environment.

Comparison with Other Leadership Theories

The behavioural approach in leadership contrasts with and complements other
prominent leadership theories, each offering unique insights into what makes
an effective leader.

Behavioural Approach vs. Trait Theory

Trait theory focuses on inherent qualities such as intelligence, confidence,
and charisma, suggesting leaders are born with these traits. The behavioural



approach, by contrast, emphasizes learned actions and skills, asserting that
effective leadership depends on what leaders do rather than who they are.
This makes the behavioural approach more inclusive and development-oriented.

Behavioural Approach vs. Situational Leadership

Situational leadership theory argues that effective leadership depends on
adapting style to the maturity and readiness of followers and context. While
the behavioural approach highlights specific leader actions, situational
leadership stresses contextual flexibility. Combining both perspectives can
help leaders understand which behaviors to adopt according to situational
demands.

Behavioural Approach vs. Transformational Leadership

Transformational leadership focuses on inspiring and motivating followers
through vision, charisma, and emotional connection. Although transformational
leadership includes behaviors, it places greater emphasis on leader-follower
relationships and change management. The behavioural approach provides a
foundational understanding of leadership actions that can support
transformational practices.

Frequently Asked Questions

What is the behavioural approach in leadership?
The behavioural approach in leadership focuses on the actions and behaviours
of leaders rather than their traits or characteristics. It emphasizes how
leaders interact with followers and make decisions.

How does the behavioural approach differ from the
trait approach in leadership?
Unlike the trait approach, which concentrates on inherent qualities and
characteristics of leaders, the behavioural approach examines specific
behaviours and styles leaders exhibit in guiding and motivating their teams.

What are the main leadership styles identified in
the behavioural approach?
The main leadership styles in the behavioural approach include autocratic,
democratic, and laissez-faire styles, each representing different degrees of
leader control and follower participation.



Why is the behavioural approach important in modern
leadership theories?
The behavioural approach is important because it highlights that effective
leadership can be learned and developed through changes in behaviour, making
leadership accessible to a broader range of individuals.

How does the behavioural approach impact employee
motivation?
By focusing on leader behaviours such as communication, support, and
feedback, the behavioural approach promotes positive leader-follower
relationships that can enhance employee motivation and performance.

Can the behavioural approach be applied across
different organizational cultures?
Yes, the behavioural approach can be adapted to various organizational
cultures by modifying leadership behaviours to align with cultural values and
expectations, thus improving leader effectiveness.

What are some criticisms of the behavioural approach
in leadership?
Critics argue that the behavioural approach overlooks situational factors and
individual differences among followers, suggesting that no single set of
behaviours guarantees effective leadership in all contexts.

How can leaders develop their skills using the
behavioural approach?
Leaders can develop their skills by receiving feedback, observing effective
leadership behaviours, practicing new leadership styles, and engaging in
training programs focused on enhancing specific leadership behaviours.

Additional Resources
1. Leadership and the One Minute Manager
This book explores the behavioral approach to leadership through practical
techniques like One Minute Goals, One Minute Praisings, and One Minute
Reprimands. It emphasizes how leaders can shape employee behavior to improve
productivity and morale. The authors provide a clear framework for effective
leadership based on communication and behavioral management.

2. The Behavioral Approach to Leadership
Focused on the foundational theories of leadership behavior, this book



outlines key leadership styles such as task-oriented and people-oriented
behaviors. It examines how different behaviors impact team dynamics and
organizational success. Readers gain insights into adapting their leadership
behavior to various workplace situations.

3. Leadership Behavior and Employee Performance
This title delves into the direct correlation between leadership behaviors
and employee outcomes. It analyzes case studies where behavioral adjustments
in leadership led to measurable improvements in performance. The book is
ideal for managers seeking evidence-based strategies to enhance team
effectiveness.

4. Behavioral Leadership: Developing Effective Leaders
This book provides a comprehensive guide to developing leadership skills
through behavioral competencies. It covers essential behaviors like active
listening, feedback, and motivation. Through practical exercises, readers
learn to cultivate leadership behaviors that foster trust and collaboration.

5. Patterns of Leadership Behavior
An insightful examination of various leadership behavior patterns and their
effects on organizational culture. The author categorizes behaviors into
styles such as democratic, autocratic, and laissez-faire, discussing their
advantages and drawbacks. This book helps leaders understand their natural
tendencies and how to adjust for better outcomes.

6. The Science of Leadership: Behavioral Perspectives
Combining research and practice, this book reviews scientific studies on
leadership behavior and its impact on group performance. It highlights the
importance of consistent behavioral cues and emotional intelligence in
leadership roles. The reader is equipped with tools to analyze and refine
their leadership approach.

7. Behavioral Leadership in Action
This practical guide offers real-world examples of how behavior-based
leadership strategies improve organizational effectiveness. It includes
exercises for self-assessment and behavior modification. The book is designed
for leaders at all levels who want to implement actionable behavioral
changes.

8. Transformational Leadership and Behavior
Examining the behavioral traits of transformational leaders, this book
explains how leaders inspire and motivate followers through vision and
personal example. It details specific behaviors such as individualized
consideration and intellectual stimulation. The book is useful for leaders
aiming to drive change through behavioral influence.

9. Effective Leadership: A Behavioral Approach
This classic text lays out the principles of leadership from a behavioral
perspective, focusing on observable actions rather than traits or charisma.
It discusses how leaders can develop effective habits and routines to guide
their teams. The book serves as a foundational resource for students and



practitioners of leadership.
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