AVCE Business Studies – Unit 13: An Introduction to Management. 
Management Theory – (i) Fiedler’s Contingency Theory, (ii) Taylor’s Scientific Approach. 


Fiedler’s (1965) Contingency Theory. 

One of the first leader-situation models was developed by Fiedler in his contingency theory of leadership effectiveness. 

Fiedler's contingency model was based on studies of a wide range of group situations, and concentrated on the relationship between leadership and organisational performance. In order to measure the attitudes of the leader, Fiedler developed a 'least preferred co-worker' (LPC) scale. 

This measures the rating given by leaders about the person with whom they could work least well. The questionnaire contains up to 20 items. Examples of items in the LPC scale are pleasant to unpleasant, friendly to unfriendly, helpful to frustrating, distant to close, co-operative to uncooperative, boring to interesting, self-assured to hesitant and open to guarded.

Each item is given a single ranking of between one and eight points, with eight points indicating the most favourable rating. For example:
	Pleasant
	
	
	
	
	
	
	
	
	Unpleasant

	
	8
	7
	6
	5
	4
	3
	2
	1
	


The LPC score is the sum of the numerical ratings on all the items for the 'least preferred co-worker'. The less critical the rating of the least preferred co-worker and the more favourably evaluated, the higher the leader's LPC score. The more critical the rating, the lower the LPC score.
The original interpretation of the LPC scale was that the leader with a high LPC score derived most satisfaction from interpersonal relationships and, when rela​tionships with subordinates need to he improved, is motivated to act in a supportive, considerate manner.

The leader with a low LPC score derived most satisfaction from performance of the task and achieving objectives. Establishing good relationships with subordinates is a secondary motivation. It was thought that high LPC scores would be associated with effective performance by the group. However, the interpretation of LPC changed a number of times and there is still uncertainty about its actual meaning.

Fiedler suggests that leadership behaviour is dependent upon the favourability of the leadership situation. There are three major variables which determine the favourability of the situation and which affect the leader's role and influence.

· Leader-member relations - the degree to which the leader is trusted and liked by group members, and their willingness to follow the leader's guidance.

· The task structure - the degree to which the task is clearly defined for the group and the extent to which it can be carried out by detailed instructions or standard procedures.

· Position power - the power of the leader by virtue of position in the organisation, and the degree to which the leader can exercise authority to influence (for example) rewards and punishments, or promotions and demotions.
From these three variables, Fiedler constructed eight combinations of group-task situations through which to relate leadership style (see below).

Fiedler’s Contingency Model
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When the situation is:
· very favourable (good leader-member relations, structured task, strong position power), or… 
· very unfavourable (poor leader-member relations, unstructured task, weak position power), then a task-oriented leader (low LPC score) with a directive, controlling style will be more effective.

When the situation is: 

· moderately favourable and the variables are mixed, then the leader with an interpersonal relationship orientation (high LPC score) and a participative approach will be more effective.

Fiedler is suggesting, therefore, that leadership style will vary as the favourability of the leadership situation varies. 
Fiedler's work has been subject to much criticism but it does provide a further dimension to the study of leadership. It brings into consideration the organisational variables which affect leadership effectiveness and suggests that in given situations a task-oriented, or structured, style of leadership is most appropriate. The 'best' styles of leadership will be dependent upon the variable factors in the leadership situation.
Fiedler argues that leadership effectiveness may be improved by changing the leadership situation. Position power, task structure and leader-member relations can be changed to make the situation more compatible with the characteristics of the leader. Leaders with a low LPC score could be placed in a leadership situation which is very favourable or very unfavourable. Leaders with a high LPC score could be placed in a leadership situation which is of moderate favourability.
F. W. Taylor’s Scientific Approach…
Taylor developed his theory of "scientific management" as he worked his way up from a labourer to a works manager in a US steelworks. From his observations, Taylor made three key assumptions about human behaviour at work: 
(1) 
Man is a rational economic animal concerned with maximising his economic gain. 
(2) 
People respond as individuals, not as groups.

(3) 
People can be treated in a standardised fashion, like machines.

Taylor had a simple view about what motivated people at work - money. He felt that workers should get a fair day's pay for a fair day's work, and that pay should be linked to the amount produced (e.g. piece-rates). Workers who did not deliver a fair day's work would be paid less (or nothing). Workers who did more than a fair day's work (e.g. exceeded the target) would be paid more. The implications of Taylor's theory for managing behaviour at work were: 
(A) 
The main form of motivation is high wages, linked to output. 
(B) 
A manager's job is to tell employees what to do. 
(C) 
A worker's job is to do what they are told and get paid accordingly. 
Weaknesses in Taylor's Approach. 
The most obvious weakness in Taylor's approach is that it ignores the many differences between people. There is no guarantee that a "best way" will suit everyone.

Secondly, whilst money is an important motivation at work for many people, it isn't for everyone. Taylor overlooked the fact that people work for reasons other than financial reward. 
	Task 1:

(1) A summary of scientific management in Taylor’s own words, might be as follows… 

(a) The man who is fit to work at any particular trade is unable to understand the science of that trade without the kindly help and co-operation of men of a totally different type of education. 

(b) It is one of the principles of scientific management to ask men to do things in the right way, to learn something new, to change their ways in accordance with the science and in return to receive an increase of from 30% to 100% in pay. 

How ell received do you think Taylor’s comments would be by the workers in a modern factory? 

(2) Borderline computers use project teams to carry out research, deal with customer needs and to introduce new systems. Identify which of Fayol’s principles (see notes from first week) would clash with this method of working. 











[image: image2.jpg]Employee
Orientation

Task
Orientation

Leader-Member
Relations

Task Structure

Leader Position
Power

\4

Vil

Vil

\

N

Good | Good | Good | Good | Poor | Poor Poor | Poor
Structured Unstructured Structured Unstructured
Strong | Weak | Strong | Weak | Strong | Weak | Strong | Weak




