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Introduction  

In this report I will be talking about The Fiedlers contingency theory, what it is, how it began and how it is implemented in today's workplace.  

From my understanding, this theory is an assessment of a leadership style, in other words; what kind of style does your leadership fit into. The models for leadership in this theory are measured by a LPC indicator, which basically is a questionnaire with 16 contrasting objectives which assess the ability of an individual, marking the qualities of a least preferred co-worker during their lifetime. This highlights whether the respondent is a task orientated person or a relationship orientated person. There are many other factors that can be related to these results, which I will look into more depth in this report. 


Fiedlers contingency model was created in the mid-1960s by Fred Fiedlers he was a scientist who had studied the personality and characteristics of leaders. Fred Fiedler who was born in 1922 and of Austrian decent and one of the leading researchers in the field of leadership and organizational performance. Fred is the founder of the contingency theory that shows the relationship (contingency) between leadership effectiveness and situational circumstances.  Fred Fielder began with a study of the leadership of high school basketball teams. During this time, it led him to developing the least preferred co-worker (LPC) score. He continued to do his study in various areas in the field of effective leadership. This leadership was the first theory to predict and measure the interaction between a leader’s personality and situational control as a predictor of their leadership performance. Fiedler established this to be successful on the effective interaction of the leader’s characteristic and the situational circumstances that needed to be managed. This theory is still being used in studies in effective leadership. 
[bookmark: _Hlk57323588]Cited http://toolshero.co​m ​ 29/10/20 
Fred Fiedler has received numerous awards for his achievements and contributions to economics and science. 
This theory is based on situational theory and the effectiveness of this theory depends on two factors 
1. Leadership style 
In order having to assess the styles of the leader, Fiedler had developed the least preferred worker which is (LPC) scale questionnaire in which the leader is asked about the person they least likely to work with. The scale is a questionnaire which consists of 16 questions used to reflect a leader’s disposition towards others. The questions in the LPC scale are for example pleasant/ unpleasant, friendly/ unfriendly, rejecting/ accepting, unenthusiastic/, etc.

· High score on LPC means - Relationship Orientated
· Low score on LPC means – Task Orientated
The assumption here is that the leadership style doesn’t change, or it cannot be changed.
2. Situational variables

· There are three factors that work together to determine how favourable a situation is to the leader and these are:
· Leader member relations the degree to which the leaders are to be trusted and liked by the group members, and the willingness of the group members to follow the leader’s guidance, which is good or poor.
· Task structure whether the structure is clear or not it defines the responsibility, rules and authority, this can be high or low.
· Position power- the power can be strong or weak which is given to the leader which means the strong power can be assigned to the leader therefore can recommend promote or appoint, and the weak power does not have more authority or power.

So, if the situation is favourable, they are recommended being the task orientated leadership style. And if they are moderately favourable or moderate unfavourable, they are recommended the relationship orientated style.

 
This theory emphasizes the leader’s disposition as the main trait that defines the ability to leading the model: 
The model states that there is no one best style of leadership, but instead a leader’s effectiveness is based on the situation. 
This is a result of two factors Leadership style and situation favourableness later called situational control. 
 
[bookmark: _Hlk57323854]Discuss main assumptions of the management theory? 
The assumption here is that the leadership style doesn’t change, or it cannot be changed. The theory is well researched and can be more flexible compared to other theories. But is only valid for groups that are closely supervised, it does not apply to open groups such as teams. It is questionable to say whether fiedlers theory is valid in all situations such as when neither the task is well defined, and no choice of leaders is to be had except one with bad personalities.

 Fiedler assumes that an individual's leadership style is fixed. This is important because it means that if a situation requires a task orientated leader and that the person is in the leadership position is relationship orientated, the situation has to be modified or the leader replaced if optimal effectiveness is to be achieved. (citied Robbins, S, n,d Organizational Behaviour.10th ed.)

 




[bookmark: _Hlk57323882]Explore other views, critics etc about the theory (what are the negatives)? There are many critical theories on this.

Fiedlers views as an individual leadership style comes across as being fixed, so there are only two outcomes to improve the effectiveness of the leader. Number one the leader can be selected to fit the situation for example a motivational speaker in a care home for the elderly could be of a mature nature and have had the life experience to deliver accordingly. Secondly the situation could be altered to fit the leader this could be done in several ways by increasing or decreasing the power position that the leader has to control factors such as salary increases promotions and disciplinary action.  
Although this theory has proven to bring forward positive results in the recruitment of leadership managers from my understanding, I feel that it is not a complete solution to every situation, for example there is quite a substantial number of 16 percent of LPC respondents that fall into the middle category which cannot be defined as task or relationship orientated. A good proportion of this, middle category could be quite versatile and adaptable to higher leadership demands, which this theory does not validate any further. 
Evaluation as a whole, reviews of the major studies that tested the overall validity of the Fiedler model led to a generally positive conclusion. Which is there is evidence to support at least substantial parts of the model. If predictions from the model use only three categories rather than the original eight, there is evidence to support Fiedlers conclusions. But there are problems with the LPC and the practical use of the model which needs to be addressed. for example, the logic underlying the LPC is not understood very well and studies have shown that respondents LPC score are not stable. Also, the theory variables are complex and difficult for practitioners to assess. It's often difficult in practice to determine how good the leader member relations are and how structured the task is, and how much position power the leader has (citied Robbins, S, n,d Organizational Behaviour.10th ed.)
[bookmark: _Hlk57323686]There have been several published criticisms of this management theory. In the contingency model: ‘Criticisms and Suggestions’ published in the Academy of Management journal, Vol 13, No 3. The authors say that, even in the best circumstances, the LPC scale only has around 50 percent reliable resource, which means that according to their criticism, the LPC scale may not be a reliable measure of leadership capability. (citied https://www.mindtools.com/pages/article/fiedler.htm)
 
 
 
 
 






Critically discuss how useful is the theory in the workplace.
[bookmark: _GoBack]This theory is greatly useful especially if you are managing the in-house recruitment of large corporations such as Pizza Hut, KFC and Starbucks to name a few. Some industry examples include:

Starbucks is another organisation that uses the theory to recruit and measure an applicant's leadership style, the outcome as we know from the model is either task oriented or relationship oriented this defines the basis of the candidate's ability as a leader. The process is to use least-preferred co-worker (LPC) questionnaire to measure employee’s basic leadership style. 

It was true when the first Starbucks opened in 1971, and it’s just as true today.
Back then, the company was a single store in Seattle’s historic Pike Place Market. From just a narrow shop front, Starbucks offered some of the world’s finest fresh-roasted whole bean coffees. The name, inspired by Moby Dick, evoked the romance of the high seas and the seafaring tradition of the early coffee traders.
In 1981, Howard Schultz (Starbucks chairman, president and chief executive officer) had first walked into a Starbucks store. From his first cup of Sumatra, Howard was drawn into Starbucks and joined a year later.
In 1983, Howard travelled to Italy and became captivated with Italian coffee bars and the romance of the coffee experience. He had a vision to bring the Italian coffeehouse tradition back to the United States. A place for conversation and a sense of community. A third place between work and home. He left Starbucks for a short period of time to start his own Il Giornale coffeehouses and returned in August 1987 to purchase Starbucks with the help of local investors.
From the beginning, Starbucks set out to be a different kind of company. One that not only celebrated coffee and the rich tradition, but that also brought a feeling of connection.
Our mission to inspire and nurture the human spirit – one person, one cup, and one neighbourhood at a time.
Today, with more than 32,000 stores in 80 countries, Starbucks is the premier roaster and retailer of specialty coffee in the world. And with every cup, we strive to bring both our heritage and an exceptional experience to life. (citied https://www.starbucks.co.uk/about-us)

In the recruitment process Starbucks employees were asked to think of all the colleagues they are working with and to describe that one person they least enjoyed working with by rating the candidate on a scale of 1 to 8 for each of the sets of adjectives, for example, are they pleasant-unpleasant, cold-warm, boring-interesting, or friendly-unfriendly. And If the employee described the least preferred colleagues in relatively positive way (a high LPC score- a score of 64 or above), then the employee would regard them as being interested in good personal relations with colleagues and that the employee would possess a good working relationship skill. If the employees saw the least preferred colleagues in relatively unfavourable way (a low LPC score- a score of 57 or below), the employee would be regarded as task oriented and was primarily interested in only productivity and getting the job done. 






Task Orientation leader behaviour is abit of a concern and only focuses on getting the job done. Whereas the People Orientation leader behaviour reflects on how much a leader is concerned for the people around them, providing support and encouragement for them. There is no guarantee in being right or wrong and using the leader's behaviour, it depends on the situation and organization’s nature of business.

After researching Starbucks Coffee Company, I have learned a lot of theories about the leadership within the company, such as the leadership theory of The Fiedler contingency model. From this theory, I have learned how it is important to become an effective leader in the organization. I have also learnt that this is the way forward to lead all the employees and manage the whole organization well by using this theory.

Starbucks Coffee Company now is already implementing this theory and making good use of its results. Amongst this theory Starbucks apply many types of theories of leadership in their organization. But the fiedlers theory has been a long standing and proven method of analysing leadership abilities and traits to match the required situation within the organization. This furthermore develops the functions of the appointed department resulting in overall effectiveness and production.

 As an organization, Starbucks has a well-structured recruitment process, which implements the contingency that we have discussed but, I feel that with changes in modern recruitment methods and job specifications requiring different skillsets, especially now in the digital era where remote management and conference call facilities such as zoom meetings, are on the increase, the correlation between task and relationship management also changes as the leader is not always in a face to face interaction with the members. 

Also, the task orientated leader may not be as functional on a digital platform as they would have been in a face-to-face group setting, however this analysis is open to review as these new settings of working environments are very new, especially since the covid 19 outbreak and workplace restrictions and alternative measures enforced by the government to change employer and employee engagement in many different forms.

  


 










Conclusion


Critically reflect of how your critical thinking skill has developed based on your learning on the module.
 

My critical thinking skills have developed immensely during my time on this module, it has given me a great insight into selection models such as the Feidlers Theory and the LPC questionnaire structure to generate results that help in recruitment and placing the right candidate into the right position, I was unaware of such theories prior to my learning on this module, my understanding was not in depth I was more fixated on an individual's performance at an interview highlighting their career achievements and work references, this theory has opened up my mind to deeper character assessments and understanding of a person's qualities. I now understand that there is more to leadership qualities than I previously understood. For example, the ability of a person to control a certain situation perfectly but yet to struggle with another proves different experiences and skill sets combine to create a different type of leader either task orientated or people/relationship orientated, both have their positives and negatives if placed accordingly. Research has also shown that 16% of the LPC results score in the middle and are unreadable so I would personally take that interpretation that this could be a passive group and not extremely task focused or relationship focused, I have come across such people in many industries that I have worked in and from my understanding I feel that this group of people do not stay in leadership roles for too long as they have other stronger aspirations outside of work which often is a long term unfulfilled hobby, cause or a passion for creativity. The 84% markable are testament to the model and that it does work in certain industries as mentioned above but not for all. 

This has been a great understanding of very critical techniques, which come with such models as The Fiedlers contingency theory.


I feel that using a reflective model such as kolbs reflective model enhances personal learning so greatly and effectively such as this assignment in general as it is based on new learning evaluation and reflection. The kolbs model is highlighted below:  Kolb’s reflective model is referred to as “experiential learning”. The basis for this model is our own experience, which is then reviewed, analysed and evaluated systematically in three stages. Once this process has been undergone completely, the new experiences will form rmer the starting point for another cycle. (citied Kolb, D.A. (1984). Experiential learning: experience as the source of learning and development. Englewood Cliffs, NJ: Prentice Hall.)












‘it's experience that’s counts’ 

The belief in the value of experience as a predictor of leadership effectiveness is very strong and widespread. But unfortunately, experience alone is generally a poor predictor of leadership. Clearly management believes that its experience that counts, but the evidence does not support this view. Studies of military officers, research and development teams, post office administrators and school principals tell us that experienced managers tend to be no more effective than the managers with little experience.

One flaw in the ‘experience counts’ logic is the assumption that the length of time on a job is actually a measure of experience. This says nothing about quality of experience. The fact that one person has 20 years of experience while another has two years doesn’t necessarily mean that the former has had 10 times as many meaningful experiences.

Too often, twenty years of experience is nothing more than one year of experience repeated twenty times!  So, one problem with trying to link experience with leadership effectiveness is not paying attention to the quality and diversity of the experience.

A second problem is that there is variability between situations that influence the transferability or relevance of experience. Situations in which experience is obtained is rarely comparable to new situations. Jobs differ, support resources differ, organizational cultures differ, follower characteristics differ, and so on. So, another reason that leadership experience isn't strongly related to leadership performance is undoubtedly due to variability of situations.  (citied Robbins, S, n,d Organizational Behaviour.10th ed.)


My personal experience involves learning about the Fiedlers theory and the LPC score and how it is interpretated and used to define leadership abilities. This is something that I was not familiar with.  As I came across this theory and understood what it is, I am fortunate to put into action and demonstrate this understanding through this assignment. My future aspirations are to seek employment in managerial roles, where I will be using this information and theories to its fullest, and hoping that it will help my professional career path and development.
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