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 ABSTRACT

The typo]og1ca] analysis of soc1a1 power of French and Raven (1959)
was used as the theoret1ca1 basis for a f1e]d 1nvest1gat1on of corporate
: managers in a large energy company. -An 1nstrument ent1t1ed Superv1sory
S1tuat10ns Survey (SSS) was constructed to measure power base preference.
11The instrument prov1ded a score on each of the f1ve power bases reward;
1eg1t1mate, expert referent and coercion.. An 1n1t1a] 54- 1tem vers1on
(Form A) was constructed and adm1n1stered to a group of 37 managers _‘On o
the basis of an 1tem ana]ys1s, the‘test was: shortened to 45 1tems
Test -retest re11ab111ty est1mates for the five bases on the shortened
~ form ranged from .69 to .88. Interna] cons1stency was determ1ned us1ng
K-R20 1tem ana]ys1s W1th corre]at1ons for the f1ve power bases rang1ng

‘from 75 to. .86. Th1s ref1ned 45- 1tem vers1on (Form B) was then used.

in the f1e]d 1nvest1gat1on

'_ The def1n1t1on of power, prev1ous research and the re]at1onsh1p
of other con@epts to power base preference was d1scussed A power
'model was descr1bed as a means of 1dent1fy1ng the focus of vary1ng

“research on "power" Spec1f1c hypotheses were stated 1n respect to

"managers‘ level of pos1t1on in an organ1zat1on and the1r power base

preferences One hundred and. twenty seven (127) managers were

' »}Se1ected fronlmmree 1eve]s of management and the $SS' adm1n1stered



When mean stores were ranked, it was found‘thai'nanagers,
.1rrespect1ve~o(aposition‘in the organf{ation’preferred-reward~and

| legitimate power bases{ A coerc1Ve pewer basq'was foundpto be the
1east.preferred;“ In add1t1on, there were a number of s1gn1f1cant
d1fferences among -the power base preferences and the three levels of
rimanagement No re]at10nsh1p was found between power base preﬁprence '
"'and age, educat1on, and number of emp]oyées superv1sed Imp]icat1on5-
for use of the SSS .in 1ndustry Were d1scus$ed and further research

con51derat1ons were exp]ored

t

—r=

i



ACKNOWLEDGEMENTS

The author w1shes to recogn1ze all those who prov1ded me. W1th .

4

the support and encouragement in completing th1s research

' pr. EgE Fox (Supervisor); Dr. B. B}owers, Dk' P. Ca]der, '

: f‘

Dr M. Sm1th Dr H Z1e1 R E. Harr1s, E. J. Gaunt R. Tatters,
R. A Haubrwch C Mosea, A. Ka1n B.J. Meagher, Dr. R. Bourke,

v

Dr. J. Payne, Dr. D.Y. Lee, M.B.A. students at York Un1vers1ty, and.'

a,the“hanagers at Gu]f Canada L1m1ted and its . aff111ate compan1es :



CHAPTER

1

S
-~

11"

.
III

TABLE OF CONTENTS

/
| PAGE
INTRODUCTION PR PUVTTPRURER |
A French and Raven's Typological |
'lAna1ys1s of Social Power . ..eoouiienn T 'ig .
Evaluating Research on Social Eower .f.;.;;.- g
- Overview og the Study ;.;.r...;..;.;..;...;.' -5
'SURVEY OF THE LITERATqRﬁg..‘;fl.i....l..;Q;....;; 6
Introduction ..:.;;iﬁf,;;.ﬂi,..,f;....;...{. 6
‘HjstOrjcaT“ﬁerEpectiye ;....;.r.;...}..;:..; 6-
| Re]ated Ceﬁcepts‘erdATheories:;..,;..;...,,; 7
. Summary of Relevant Studies ;..5;,:f:.;.ﬁ... 9
fPower Model L,.n.;e;.;;;.;,;;.;;.:l.if}.;,.g‘f 2
vk.SHprtheseS'5’4?¢f*r~7¢{;;4:;1°‘;°°~'r";';--_a28‘-
CONSTRUCTION OF THE SUPERVISORY N
“SITUATIONS SURVEY (SSS) .,;;...;;,,;n..;;;;g;;..; 30
'-.Item Preparat1on ;.;{;;;;.;.§;.;;.}.1;Q,;;;,Sv_30e” T
o Scor1ng Procedure ;;;;;ﬂg;}{;.;;;;;,;}g;.;,.Sf*éie_""
'-:ijtem Ana]ys1s Procedure ;;}};;;,;;ST;QS,,,,;[ 32
’Sﬁipal Ttem Se]ect1on ,.;;};.;:Q,}}Qék%‘;-;-:'S:331“.
‘v':Va11d1ty Cons1derat1onsv,..;Qﬁ;.;;:;e;.;;f.. {}34‘e_~fr.v:<r'*
'SSRe11ab111ty Estimdtes .};;2...;..;;;;;i1¢.g.‘S:34lv5S;“;f7

i b
Vit



'CHAPTER

1V

-

?Eii;k*;i

{

39

) | ' PAGE
| .PRéCEDURE.AND,DESIGN'.Sf,.;;....;' ..... e D36
| ~The ngp%esh.} ..... ;} ............ -{...;.,..;.r,? k3§ \
MBA STUAENES +vvvvveeidensnyeenniennnns ~136'

- Corporate ﬁanogers\.;.;.;..;..:.;.;....zi;‘ 37
Instruments ...... ,..S....s.i....,}.s.;.. 37
‘Iorest1gat1on Procedures.;..;S;.......;l..r' 38

FINDIVGS .;....,;..,.;.;.;;;;.;..;.;e..;;f ..... .

) Hypotheses Related to Power Base ‘ .
Preferences ............ [EEEERPRRTRY v 39.
.Resu1tse-g:---..r............;r.....:..ﬁrsﬁ - 40
Conc]us1ons ....g. ........................ 41
lF1nd1ngs Re]ated to Groups in the , o

535 Construction Phase ...... P . 43
. MBA Students.,g{.;.;.i ...... ,:..SQ......S:.,‘ }f44 '
; Corporate Managers ..;.S:,,...;.,,.:;.TQ.;'7*i‘44ﬂ
: F1nd1ngs Re]ated to Other Var1ab1es fs}:;;' 5;45 : .
DISCUSSION ) INPLICATIONS .L;,S;.:S;;;ig.Q;.;'l A7
R " The SSS Quest1onna1re ano Power. | ,. ,fi,o
jBase Preference B e PR R TSR ¥ A
a T«Power Base Preference ;gg/LEVE];Qf>_ﬂ;. S
Position of Corporat agers in. ..o
~ The. 0rgan1zat1on ’5”f%1""7‘f“‘:f;"fffz'9 o4
.' Unsupported,HypotheseS ....f;;l.Q..;S;;;;.’
uBIBLioGRAPHY'.;...;,,,Sﬁ;,.;,;LSQL,};;;.:;.:;;,5,“'ﬁ557 |
Sr 'APPENDIX A .Q,. ....................... T ;s,.i;,..;.}, 58
APPENDIX B 4 .iliiiiteeiunia s iea i 59
i:,.APPENDIX RS NSt SR St 'cf;e7o-f'

52



e

~ LIST OF TABLES |
i ~ PAGE
Teshnidues Cdnmon to Phwer Bases and o Yoo
Correlation/with Effective Power wreeseeeaaeaeas - 13
Categor1zat1on of Research 1nto the o _
_Power Mode] ..... ‘...., ................. S S 27
Item- Tota] Corre]at1ons for Form A of o
~The SuperV1sory S1tuat1ons Survey O AT 32
, Meané and Standard Dev1at1ons for Each Item =
‘on/Form A of -the Superv1sory Situations Survey . 33
Test Retest Correlations for Grad::.. .0
/Student Samp]e Cereees e z, ..... ceeee. 34
Internal Cons1stency For Form B of the ,,':
Superv1sory S1tuat1ons SUPVEY wivvvinrvnnnnn. e 35
~ ‘Means and_Standard_Dev1at1ons for Each- Power
: Base-(A]] Levels of Managers Combined) ......... 41
o Means and ‘Standard. Dev1at1ons ior Each Power o
Base for Each Leve1 of Manager ..f.,, ..... ‘,,,.;;1»‘M41'
. Compar1son of SSS chres of Managers at R B
' _Three Leve]sq1n the 0rgan1zat1on ..;,..,;:;;,.;. 43
| MﬁComb1ned Means of the Test and Retest on '{: 5y
',Each Power Base: (MBA Students) ...... cevieenenn 44
SV,SMean Scores on Eorm A of the 555 Adm1n1steredﬁ7_} e
ol To Corporate Managers.,.;;;;.s......_ .......... ;, 45 0
Pearson Product- Moment Corre]at1ons Between R
Power Base_Scores_andVOther Variables v.......v. . 46
o L R , . j:”::i (~;\fijf o
’ ‘f“o?"'df

/a



‘. :
s
L A

CIST OF FIGURES

CFIeORE - T

| 2 Vamab]es That Arev Assoc1ated With the L -
g Elements of the Power Mode] T 24



".;gexam1nat1on

CHAPTER I -
oo NmRopucTIoN 7 o

e . -

.Theyphenomenon of sooia] power ; defined as the ability of one or

more ‘persons: to 1nf1uence the behav1our or emot1ons -of another person .

(

o or persons (wwnter ]973), is st111 not fully understood Moss Kanter, |

‘(1979) exemp11f1es the mysthue around the concept of power by o
o wr1t1ng : o . R

>

‘ "Power 1; Amer1ca 5 last d1rty word Peop1e who

have 1t deny 1t peop]e who want 1t do not want

W (

to appear to hunger for 1t and peop]e who engage

/

in 1ts mach1nat1ons, do SO secret]y " (p 65)
BT ' : ci'. : aT e ‘ /
‘ , SR AEE TRt U BT R
The 1ntent of th1s study 15 to contr1bute to the 11terature on

-

i soc1a] power by exam1n1ng the way managers, in organ1zat1ona] settlngs;,

P

z_prefer to 1nf1uence others French and Raven s (1959) typo1og1ca1

iy

"ana]ys1s of soc1a] power w11] be USed as the theoret1ca1 ba51s for th1S s

Loy

o

i

€
s



French and Raven's Typological Analysis of Social Power

L]

The power base nqtion originated <in the work“f French and Raven
) — : R ?
(1959). They defined social power as the potential influence that
could be exerted on a person's ;?gn1t1ons, attitudes, or behaviour.
They deve]oped a typo]og1ca1 an 1ys1s of power which consisted of
- five bases of power: reward, coercive, 1eg1t?mate referent, and

)

expert.

A3 -

Reward Power. The capacity of one person to provide desired

outcomes to others in exchange for compliance with desired behaviour.
. L ) .

Reward power increases as the value of the desired outcomes increases.

The rewarding person becomes more attractive to the comp]y1ng person

when reward power is used.

»

Cdercive Power. The tapacity to inflict negative outcomes on

another person. Compliant behaviour becomes ihe'means by whjth a
Ferson can escape or'évoid these negative outcomes. Coercive power
“cen take the form of W1thho]d1ng of rewards, or it may tmply an actjon
of negative value to a person (e.q., pun1shment). The disadvantag@ of
using coercive power is that the results cannot always be predicted.
The power-holder may expect a person to behave in a way that is in line
\_/\// . ~ " N . T e "

with meeting organizational goals. However, when coercive power is

used, the person's only aim is to avoid punishment. Thus they may

~ behave in alternate ways by covering up errors or falsifying reports.
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Legitfmate Power The capacity of a person to 1nf]uence others by

virtue of rank or pos1t1on Influence attempts consist of ro]e
behaviour that is consistent with cultural values, the hierarchy of
\authorlty in an oroan1zat1on, o expectatiags of the group. wh1ch

appointed or elected the powerholder. o

x
>

Referent bower. The capacity to influence others based on high

attractiveness. It involves _the process of identi 1cat1on (want1ng to
be Tike' someone else). A person may 1dent1fy with|the powerho]der and
seek to please him by comp]y1ng with the powerho]der S wishes. In some :
Situations, such as with charismatic leaders, followers may be dnaware’

, .- -
of the referent power h?/or she ‘has over them.

. 4
. f

-3

T

Expert Power. The Capacity to inffﬁence others on the basis of

superior knowledge or abi]itfes A person 1n order to be influenced,
must belleve that the powerho]der s knowledge or ability exceeds his
own in a specific area. In adu1t1on, the powerholder's capac1ty to
Influence requires th;t others are mot1vated to attaln goa]s in the
specific area of the powerho]der s expertise.

The focus of this study will be On'the stated peeference of a
mahager for the use of certain influence technfquesv;hat are
associafed with each of the five power baseéw(French & ﬁaven; 1959).-
The actual use of these techniques or the ‘success of their -outcomes

)

in the work setting is beyond the scope of the study.



Evaluating Research on Social Power -

RS

The relevant research on social power will be rEV1ewed 1n the

next chapter However, to evaluate this research in any meaningful

l Way, one must reconcile three areas of potential difficulty.

ot

The first is the mu1t1p1e conceptua]1zat1on and var1ed term1no]ogy
assoc1ated with the term power Power is sometimes seen as a heed

state, an attitude, an attribute, and somet1mes as overt behaviour.

Power, "authority, and Teadership appear,to be'usedainterchangeab]y.

Seoondiy,.the focus of the research has varieo That is, some
authors have 1nvest1gated people 1nf1uenced by a powerholder. These
peop]e wou]d account in retrospect for the ways Dthers have 1nf]ueneed
them. Other authors have stressed the resources ava11ab1e to a person
as being the critical factor in 1nf]uence attempts St1]] others have
focussed on the end resu]t or effectiveness of 1nf1uence teéhniques.._

. W

A\
The th1rd area of d1ff1cu]ty is the lack of conszstent measurement
methods To date, there is no re11ab1e psychometr1c test ava1]ab]e that
is, spec1f1c to French -and RaVen s typo]ogy Prev1ous studies (French &
Raven, 1959 Raven, 1965 Raven, Centers & Rodr1gues, 1969) relied upon
1nterpret1ng responses of subJects obta1ned in 1nterv1ews ‘OthErs

(Burke & W]]cox 1971; Burke, 1972) have used five or stx questions'

vwh1ch-ask subjects directly about the use of particu]ar power,bases.



.

In an attempt at reconciling these three areas, a test lnstrument

w1]] be deve]oped for measur1ng power base preference. In addition a

power model will be described in order to conceptually organlze the

varying research on social power

Overview of . the Study
/ 1§

[

The'pUrpqse of the present'study is to- construct a power base
,[\

‘preference test instrument; describe a power model which dep1ct§ the

A

relative re¢ ationship of a number of variables in the power construct

and conduct a field research examining (a)
AN

of~managers in an energy company*ggb the

the power base preferences

re]at1onsh1p between Teve]

of position held 1n an dkganization and power base preﬁié:nce.
. \

- . .
f ’ . ) -

First » relevant 1iterature will be reviewed. Then Form A of the.

test instrument w1]] be constructed and adm1nlstered to a sample of

managers. From an ana]ys1s of the respons

of the test W111 be deve]oped For purpos

es, a final vers1on Form B

es of face va11d1ty, the

R 1nstrument will be termed Superv1sory Sltuat1ons Survey (SSS)

- Rellab111ty estimates W111 .be obtalned usi

ng a test- retest procedure

with a sample of MBA students Finally, the SSS will be adm1n1stered

to three groups of managers from an energy company The groups,wwll

‘ hrepresent each of the three Tevels of mana

‘pos1t1on 1eve1 and power base préference,

gement. In.addftion'to

variables such as age, years

of serv1ce educat1on, and number of employees supervised wil]'be"

~

-vexam1ned | o B



CHAPTER 11

SURVEY OF THE LITERATURE.

Introduction - .

As mentioned in Chapter I, an attempt will be made to organize SQme

A

of the information on social power. In doing so, a review of literature .
~ will include a historical perspéﬁtive,a brief overview of related
mmary of relevant research on power base

préference. ~Also, prior to formulating specific hypotheies, a power

concepts and theories, and a su
model will be described.

Historical Perspective

The study of.pOWer has long intrigued many a phi1o$opher, theo]ogian,
‘and po]itieian McCTel1and‘(i975)'apt]y remarked-f,.t the‘taek'has ; ”
| onfounded man's th1nk1ng for centur1es For eXampTe,'Plato; Artstotle
iﬂd (4 000 years ago), Mach1ave111 (450 years ago) "Hobbes (300 years ago)
and N1etzshe pondered about the nature of man and the or1g1n of soc1ety
In so do1ng, they set forth many an- exp1anat1on revo]v1ng about man's

’ s
' s‘r1v1ng for power B

| -More recently,vsocio1ogiSts; po]itita]—scientists, and socialr
| psycho]og1sts have attempted to exp1a1n wars, rac1a1 turmo11 and a

var1ety of other social and pol1t1ca1 phenomena by way of . the concept
\ | . , .



[ ’ " . iv
of power. Their notions of power varied from the search for 4individual

tra1ts to the exam1nat1on of 1nterpersona1 s1tuat1ons According to
‘Winter (1973), some soc1o1og1sts saw an 1nd1v1dua1 becoming a 1eader
not only by virtue of their ab1]1ties, but a]so‘because-the situation
required those.abilities)at that moment. The "Great Man- Theory" viewed
'.the leader as a symbo] of the emergence of certain groups in soc1ety '

- By contrast, the trad1t"ona] psycho]og1j%1 view cons1dered the power of} -
f a leader stemm1ng from his or her super1or phys1ca] or menta] ab1]1t1es;
Great effort was expcnded to 1dent1fy these 1eadersh1p tralts fo]]ow1ng
World War I, on]y to be abandoned in 1950 1in favour of a more s1tuat1ona1h '
view. thter (1973) has commented that ample ev1dence supports the '
s1tuat1ona1 view, but adds that eV1denc;'a1so ex1sts wh1ch supports the -

1 notlon of 1nd1v1dua] factors and motives wh1ch may operate in conJunct1on°'
-Wlth151tuat1ona] factors. :

%

Related Concepts and Theories

N\ ‘

The 1ong h1story of 1nterest in power resu]ted not on]y in a
convergence of th1nk1ng among many d1sc1p]1nes, but a]so gave r1se to -
_etne renewed sc1ent1f1c enqu1ry 1nto the many and varled facets of power
hTS renewed 1nterest brought numerous terms, theor1es, and re]ated |
.1'corcepts wh1ch tended to obscure the mean1ng of power Lawless (]972)
'kbcr1t1ca1]y remarked that the use of the term power in exp1a1n1ng

everyth1ng has resu]ted in ‘the term becom1ng mean1ng]ess in and of

Ir1tse]f In add1t1on d1fferent w0rds were used to descr1be the same

S



- concept and vice versa. An extreme exampTe.is the categoriiation of
the forms of influence by Lasswell and KapTan (1950 Tgey 1dent1f1ed
s1xty four' forms of 1nf1uence based on the means of 1nfTuence and the
goal of the influence attempt Another example is the use of the

. synonymous terms;'infTUence and adthorfty' Back (1961) attempted to

} c]ar1fy the1r mean1ng He 1nd1cated that the 1nferred state of an
1nd1v1dua] is caTTed an att1tude which affects the 11ke11hood of some '
T‘actlon.. Power that changes an att1tude was ca]Ted 1nf]uence and power

‘that directly produces act1on was caT]ed author1ty

In add1t1on to the confus1on created by those semantlc dlst1nct1ons(.
cons1derab1e researches were generated wh1ch 1nvo]ved concepts very
‘.;closely reTated to pover. They varied accord1ng to the1r emphas1s on .
s1tuat1ona1 and/or personaT factors ‘Rotter (1966) 1nvest1gated the »

.perce1ved locus- of control; de Charms (1968) stud1ed personaT causat1on :

-_,These concepts and the1r correspond1ng the0r1es focussed on a person 3

- sense of fate controT That is, a fee11ng or expectancy about atta1n1ng
a goaI and the controT of re1nforcers by seTf or others Kruglansk1

, (1972) 1nvest1gated s1tuat1ona1 consﬁderat1ons for pred1ct1ng attr1butedv.‘

"»‘power foTTow1ng s‘c1a1 1nte?act1ons A great dea] was aTso wr1tten about o

s author1tar1an1sm and Mach1aJeTT1an15m wh1ch 1nc1uded notTOHS -about. the

| (1973) and McCTeT]and-(1975)‘v1ewed'power as a“mot1ve They suggested; o
:;,that this. mot1ve operated unconsc1ousTy and dea]t w1th str1v1ng for if-ﬂ:
rpower rather than the actuaT present pos1t1on of power In c1ass1ca1

Dersona11ty theory, Freud cons1dered power 1n h1s exp]anatlon of the h’:

o

deve]opment of the ego The ego was be11eved to contro] the ant1soc1a1"\"

"nvaTue of power, who shoqu have 1t and how it is to be . exerted Wlnter- S



impulses of the id as well as the internalized parental and societal
demands.(superego) Adler considered power in'his,conqeptua1ization of .
inferiority and super1or1ty comp]exes 'He fe]t that indtvidua]s may
strlve for mastery over everyone and everyth1ng as compensation for
fee11ngs of 1nfer1or1ty Ke]man (1958) c]ass1f1ed power 1nto three:
categor1es comp11ance, 1dent1f1cat1on and 1nterna]1zat1on He
def1ned comp11ance as a change in- behav1our (accept orders) but W1thout
a correspond1ng ehange in att1tude Ident1f1catlon was seen as an
¢1nd1v1dua1 chang1ng his behaV10ur to be. 11ke*another “Internalization

A‘was 51m11ar but 1nvo1ved a greater rational component Thtbaut'and‘
Ke]]y (1959) v1ewed power in terms of the grat1f1catton one person can
prov1de 10 another He ca]]ed the group dynam1cs a pay- off matr1x -

: character1st1c behav1our patterns that resu]t in max1ma1 grat1f1cat1on
Back (1961) 1nvest1gated~1nterpersona1 patterns ofacommun1cat1on and -
developed a mathemat1ca1 mode] The model represented cond1tlons under |
wh1ch author1ty and 1nf1uence are exerted He conc]uded that both
1nf1uence and author1ty in comb1nat1on re5u1t in the h1ghest probab111ty
of endur1ng change occurr1ng in a target There have been many more , |

f areas of research on power 1nvo1v1ng var1ables such as soc1oeconom1c
status, sex, race ethn1c1ty, nature of task etc . but an }: aust1ve :'
accou wou]d not serve he purpose of th1s study

- Summary of Relevant Studies:

:Kahn; wolfe,,Quinn, Snoekv andeOSenthaT (]964) stud1ed a number of e

- 1ndustr1a] organ1zat1ons such as 01] compan1es, e]ectron1c f1rms and
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automob11e and mach1ne part manufacturers They;ekamfned the power' :
‘ bases and corresponding 1nfTuence techn1ques that the super1ors and |
psubord1nates used.. They -examined both the d1rect cha1n of command as

",weTT as the 1nd1rect 1nf]uence exerted by 1nd1v1dua]s in the same

organ12at1on They found that with formal authority or the. Teg1t1mate

power base, 1nfTuence techn1ques tend to be d1rect orders and commands.

10

These techn1ques Were used most frequent]y by super1ors that were a few |

steps h1gher than the subord1nate in the direct chain of command It
was suggested that: since the subord1nate and h1s 1mmed1ate super1or |
work together more cToseTy affect1ve react1ons become more 1nportant

| than formaT authorlty If th1s is the case, a superV1sor wuth\fewer
subord1nates, might a]so have more opportunTty to 1nteract With them
~and thus be Tess 1nc]1ned to 1nfTuence them from a Teg1t1mate power
base Th1s assert1on will be tested 1n th15 research by exam]nlng the

| reTat1onsh1p between superv1sors per‘erences for Tegit1mafe pow°r

. and the number of empToyees they superV1se

. _
- T e

Kahn aTso found the use- of Teg1t1mate power correTated 74 w1th

fect1ve power Effect1ve power was the actuaT success or behav1our i

ange resuTtlng from an 1nfTuence technlque attempt The subJect of -

;‘tte present research w1TT focus on managers preferences for us1ng

.".corta1n techn1ques as opposed to the resuTts or how effect1ve they are?f

“”_1n the1r use ' «;»'7;

>

L In respect to reward (reward1ng compT1ance) and coerc1ve (punlsh1n
7non compT1ance) power baseS° 70% of d1rect superv1sors 1nd1cated they

s

g
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Ve

.would offen a recommendat1on of a ra1se as a.means of 1nf]uence Reward
h] Q

power corre]ated 63 W1th effect1ve power Both direct and 1nd1rect

vsuper1ors 1nd1cated they woqu take rec0urse to coerc1on ca]]ed

“d1sc1p]1nary act1on" wh1ch could take the form of transfer, dismissals, :

'1‘and b]ock1ng of promot1on or sa]ary 1ncrease E1ghty percent of the‘

'7';’preference for an eXPert power base o ,:,f’] ff/*-f'4-i‘

1nd1v1duals who were subord1nates two levels in the organlzatson be]ow
a part]cdf;r 1nd1v1dua1 sa1d they w0u1d exert 1nf1uence (coerc1ve) by
f-W1thho1d1ng a1d, 1nformataon or co- operat1on The super1ors on the
| other hand were reluctant to use these techn1ques for fear it wou]d
| resu]t 1n "organ]zat1ona] su1c1de” | Based on th1s f1nd1ng, 1t 1s |
.,pred1cted that in the present study, coerc1on W11] be the manager S

leastpreferred power base

The. techn1ques stemm1ng fro}\an expert power base. 1nvo]ve the
"br1ng1ng of new 1nformat1on about the s1tuat1on exp1a1n1nd c]ar1fy1ng,
ﬁreasonlng, argu1ng, and ta]k1ng 1t over as a means of persuad1ng others |
to adopt one S own v1ews Because these techn1ques m1n1m12e any threat |
'_of reta]wat1on Kahn reported them as most common]y used (86% of

'fsuperv1sors, 8]/ of peers, and 72% of subord1nates) In exam1n1ng th1s

:'f1nd1ng, the present study pred1cts that managers w111 report.a greatest ;i'i g

The referent power base 1nvo]ved 1nf1uence attempts based on both

:.attract1on (fr1endsh1p) and 1dent1f1cat1on w1th one 's super1or An&‘ f'r L

| "'1nf]uence attempt made by vwrtue of an appea] to fr1endsh1p or persona]

'1ifavour or company 1oya1ty was perce1ved as d1stastefu] and therefore used_f.* o

R
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. infrequent]y: But, infiuence attempts basedton the degree tovwhjch )
' “SUhordinates identified with?the sUpenior were far-more common.and N
j‘preferred more'than direct orders, promises.of.reward; or threats of
’discipjinary action;i'Therétore; in the present stndy,.managersdshonid
~f report avgreater,preference for referent than ]egitimate, reward;‘or

coercive power bases:
L. s/

Kahn‘s work'is re1evant to the‘present study in three ways First]y;
- :

it demonstrates the s1gn1f1cance of the s1tuat1on as a var1ab1e in the
dynam1cs of power In other words, ‘a person S pos1t1on in an organ1zat1onv
in r%kat1on to the target may effect h1s cho1ce of techn1que |

) present study. extends th;§9n0t1on b; exam1n1ng s1tuat1ons 1nvo1v1ng

N managers and subord1nates w1th the nanagers occupy1ng vary1ng p051t1on

: ]eve]s 1n the company such as- f1rst 11ne, m1dd1e, or sen1or management

Second]y, Kahn s work 1s relevant in that the 1nf]uence‘techntques fh': :

B - he stud1ed were used 1n the construct1on of the test 1nstrument .
,vii'(Superv1sory S1tuat1ons Survey3 Table 1 summar1zes the 1nf1uence'd |

: techn1ques common to each power base and the correspond1ng re]atlonshlp

.;f,”i w1th effect1veness of the techn1que (Kahn 1964) V}‘, e

ER

o



b . CTABLE 1
.

' » - '/‘r’ . . . . . - ' \ I - | . : ;'.

~ TECHNIQUES COMMON TO POER' BASES AND CORRELATION WITH EFFECTIVE POWER
~ (after.Kahn, 1964): | o L ' .
n=38" | o
e " CORRELATION WITH .

CCPOMER BASE TECHNIQUE " EFFECTIVE POHER

Legitimate R ].' Use author1ty to make f1na1 o -'_;74 )
S SR dec151on _ ' ‘

BT e 2. Direct order or cbmmand ‘;h"'* .31
1 Rewahd, ’; : 3, Recommend promotion or raise " .63

.

g Cbereivee7'g 4, Dlsc1p11nary action ° j“ .08

"35\ ke th1ngs d1ff1cu1t on the S . .61
oNgeb o

CExpert . 6. ~Rely-on h1s/her conf1dence in. . .18
R o ) - one s knowledge S R
’; ’7L”fBr1ng new 1nformat1on about )
‘ -fs1tuat1on o O
4'{8:"Conv1nce h1m/her it is r19ht ,-,‘.hl.';07
LU T for company | S S T
- Referent .- :, h;‘f”_Q,ZVAppeal to frlendsh1p :~ﬁffczf L: L L22,f
o R _JO.‘;Ask persona] favours fi,fh_hf - h-o@ -

- ll;f'Appea];to company,]oyalty;V __*ihv~ .19

‘;Ihdirecfafj/% s 12, 6o through channe]s of another 06
[ L person o e o VR RS

13
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Th1rd1y, Kahn concTuded that managers most commonly operate from -

- expert and referen . power bases but are most effect1ve from Tegitimate

!

and reward power ba es. These f1nd1ngs,that managers maxaprefer to’

use certain. techn1ques but are ‘more effect1ve us1ng others suggests twc
hthmngs. F1rstTy, we need to separate and cTearTy deTtneate what managers
~_‘preferences are and second]y, examlne othernvar1ab1es~that may contrlbute
to the1r effect1veness In add1t1on, Kahn's f1nd1ngs d1d not qu1te agree
with the pos1t1on of noted authors such as L1kert (1961) and Tannenbaum

*(T962) They ma1nta1ned that reward, referent and expert power bases

"were more effect1ve than a‘leg1t1mate power base.

R
o~

~In a series of stud1es 1n var1ous occupat1onaT sett1ngs Bachman ’

;;(1966 1968) found the expert and Teg1t1mate power bases most common]y

C used His f1nd1ngs on effect1veness (reTated to subord1nate s job

sat1sfact10n and performanceg d1d not agree WTth Kahn S f1nd1ngs e1ther
‘;Bachman found the expert power o be most effect1ve Therefore, some

. of Kahn's concTus1ons w1TT be tested 1n the present study

i

SchopTer (1965) revxewed a number of stud1es on SOC1aT Power and _aﬂ

8 concTuded (T) users of reward power are more T]ked than coerc1ve

- ]power f1gu¢hs§ (‘) conform1ty to coerc1ve power 1ncreases w1th the

'strengths of potent1aT punlshment (3) expertness on one task produces ff'r -

o f’the ab111ty to exert Influence on a second but onTy when the tasks are v

' comparabTe HTS f1nd1ngs have some reTevant 1mp11catlons FtrstTy, 5
' e}they p01nt out the: 1mportance of three var1abTes or components 1nvoTvedfr

“jn‘soc1aT power._ the nature of the task the techn1que used and the
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" reaction of the'target personi Second]y; his conc1usions encompas§'0n1y'¥
. reward and coerc1ve power bases. Further research is needed part1cu1ar]y.
in relation to ]eg;t1mate referent and expert power bases. F1na11y,
he pointed out the d1ff1cu1ty in keep1ng ‘power bases uncontamlnated
often resu1t1ng in the nonlndependence of power bases The suggest1on
~is that the power base typo]ogy may be of 11tt]e use other than for
.analyt1ca1 purposes + The present s?pdy may shed some light on these-
1ssues by exam1n1ng these power:bases and the1r re1at1onsh1p W1th other -
variables. i o B g L -.gu ’
Raser (1966) stud1ed the persona] character1st1cs of dec1s1on "'
makers and the potent1a1 of a 1eg1t1matelpower base He contended that
]eaders become the most severe taskmasters when glven access to 1nst1tut1onal
.means of 1nf1uence H1s study focus%é on tw0fother soc1al power . var1ab1es
the Person who wants to 1nf1uence others and the resources he has ‘Fff‘ )
o ava11ab1e to h1m MOSS Kanter (1979) more recent]y commented on the o ﬁ.VV
| resources of managers She 1nd1cated that many f1rst ]1ne‘and sen1or ;:,

.“naragers were power]ess because they have }{jtle access to resources

he present study examlnes f1rst 11ne m1dd1e, and sen1or managers If'}'

‘t'Raser s and Moss Kanter s arguments are correct then th1s study shou]d

rsf1rd the m1dd1e managers wwth a greater preference for a 1eg1t1mate }_

'pcwer base than the f1rst 11ne and senror managers
, oo L

-

warren-(1968) exam1nes teachers perceptlons of schoo] pr1nc1pals

.hHe found the pr1nc1pals allfh1gh on at least three power bases However,u?r

@cgmp11ance was h1ghest when referent power a]one was used H1s resu]ts_' st

" .‘9-
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differed from both Kahn'; and Bachman's, mentioned earlier. The focus
of‘the studylWas\on the:reaction of the target person. Perhape the

perceptions of .the target may not relate to.the power base preferences
of ‘the principa]g.é Warren}s study agatn i]]ustrates the varying focus
of the studies and also the possibility that mamagers typically use a

combination of power bases.

Student (1968) found some evidence for the use of combinations.
He studiedftme relationship between productivity and the use of power
bases. He found some supervisors used reward and coercion while others
N X

used referent and expert power bases. The latter tended to increase

the qua]ity of work W1th9pt the loss of .quantity. These findings‘do

~ not agree with those of Kahn's industrial samples where a legitimate

power base was found to be most effective. It would seem that the use.
of a pafticu]ar‘power base in and of itself cannot consistently account

]

e
for the same results éf\effects on a target.

Burke and Wilcox (1971) made a s1m11ar comment They studied Job

setisfaction of subord1nates in a ut11§ﬁf%§mpany Their f1nd1ngs were

- cons1stent w1th Bachman's in that expert and ]eg1t1mate power bases

!

were most common]y used. Expert and referent power bases were also

found to be related to job satisfaction. Bachman did not find this

3

relationship with a referent power base. The relevance of their study
was twofold. Firstly, they focused on the target by asking them to

1nd1cate the way their supervisors influence them.” The extent to which

\”the1r-f1nd1ngs support or d1§agree with prev1ous research may be affected

-~
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by their use of a test instrument fhat ght lack véﬁidity and
reliability. This criticism mgxwp, y T!Eab]e to thg'bu1k of the
power basé reSearch; Thus thé present study will attempt to construct
a test instrument with some reliability and validity. The other
Kre]evant éspéct of their study was their comments that a pattern or an
additive combination may be a more meaningful way of viewing an influence
attempt. A managef may use one technique from one power bése followed

. )
closely with a technique from another base. «+

Finding further evidence of power %ase combinations in the present
study would support the notiqn that not one but a number of variables
interact in ahy acts of social power. That is, a barticu]ar*task or
situation; the characteristics and resources of the powerholder and

- the reaction of-the target may inf]uence the preference, the ultimate
use, and effectiveness of certain power bases.

Kipnis and Cpnsentino‘(1972).found evidence for the influence of
the task or situation component in a power act. They investigated naVy
supe?bisor; and fouhdffhe means 6f influence depended on the nature of
ihé prob]em, When a‘prob1em was complex, 76% of the supervisors used -
two means of inf]pepcjnb a subordinate. The most preferred means was
ecoTogical control. This was a pbwer base that involved moving a
subor@inate to a new job, location, or shift. This-bower base corresponds
with French and Rayen's coercive power‘bése.- Interesting]y’énough,

\" French and Raven suggested that the use of coercion would result in less
\
\

N

-
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effective'pefformance. Student (1968) found evidence to’suppoft this.

Quality of work was found to be average when supervisors used coercion,

whereas the use of a reward power base resulted in higher quality of °

work (although quantity suffeked).

Lol

Berger (1972) demonstrated the side effects that may otcur when a\

coercive power base is used. In a laboratory study, coercion was the

only means of influence allowed. He found the powerhalders peréeiVed

to influence.

¢

: \ :
It would appear from these studies that techniques from a coércive

they were disTiked by the people they were attémpting

power bése are seldom preferred but when ﬁse& ieave emotional residue
(feelings of guilt, being dis]iked)'in thetpowefholder. 'Therefére, it
is predicted that managqré in the present study Wi]] have the least
preférénce for a coercive power base. -

o

- In another study inVo]ving a large U.S. Cokporatién; Burke (1972)

’

"found‘suBOrdinate,job satﬁsféction related ‘to expert énd referen; power

a2 . o :
bases. He found that a referent power base was most effective. His

findihgé agreed with those of Warren (1968) and Burke and wiléox (1971)

‘mehtionéd ear]ier,'but7disagreed,with Kahnfs’(1964) and Bachman's (1966,

1968) findings. In éxp]ainiﬁg-this'Varfatiqn,lBufke intrdduced anotﬁéf _
variabie. 'His_hyﬁgzheSis/- the‘higﬁerfup in the”form31‘6rgaﬁizétiona1
Qjefarchy thé manager 1sg/the greata( fhe~tendencyAtb gti]izélé feferent
power base. The hypothééis will be tested in the present study by
édmparing.first iine, mfdd]e; ahd senior mahagers' preferences for a

referent power base.

\
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In his d1scus§\on, Burke commented ‘that managers often want the

_organization to g1ve them more power to reward comp]lance and pun1sh
}‘noncomp11ance However, these kinds of powEr might not be as effect1ve ‘
ﬁ¢as gxpert and referent power.’ Burke ma1nta1ned that the expert and
referent power bases cannot be de1egated but must be earned through

demonstrat1on of competengce and 1nteract1on with subordinates.

In add1t1on to the study resu]ts ment1oned above, there were a]so
1nterest1ng f]nd1ngs in re]at1on to a number of other var1ab1es such as
age, educat1on, sex, ‘and years of exper1ence For exampte,-Raven c1ted
two studies examining power in the c]assroom In the first, Jun1or and
senior high school students were presented w1th a number of specific
s1tuat1ons (doma1ns \}hey were then asked to state the likelihood of
be1ng 1nf]uenced from each power base. . Teachers were attributed w1th
1eg1t1mate power closely fo]]owed by expert and coerctve - Fellow .-
students were attr1buted w1th referent and reward power The”study is
re]eVant in that 1t encompasses four components that may be 1nvo1ved in
' *’any act of soc1a] power The components include the s1tuat1on, the .

r powerho1der or person do1ng the 1nf]uenc1ng, the power base used and
the target person The "teacher student resu]ts regard1ng 1eg1t1mate
and- expert power are 1n keep1ng with some of ‘the prev1ous f1nd1ngs
(Kahn & Bachman) but the "student student" results are more cons1stent
'_ with Warren's f1nd1ngs A poss1b]e explanataon for only. part1a] " : ‘

agreement is that the components of soc1a1 power may 1nteract In

,Raven 5 study targets perce1ves they are being 1nf1uented hv a
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’

particular power base depending on the circumstance and thﬁerelative ‘

relationship between powerholder ‘'and target (i.e., teacher-student,

Lo
k3

student;peer)ﬁ’

| The second study Raven referred to was that of Jamieson (1974).

He asked students, "Why are you 1nf1uenced by your teachers?" He found
significant age group d1fferences H1gh school students 1nd1cated
teachers influenced them from a JJegitimate power base, whereas
undergraduates said coercive and graduates said expert. The powerhoner -
target reTat1onsh1p was always the same (teacher student) but the use .T
of certa1n power bases var1ed Thus, each component of soc1a1 power

: =may have subcomponents Or specific var1ab]es that may aTso 1nteract
Jamieson's study 1Tlustrates the smgn1f1cance of another var1ab]e,bage,

/ .

that is associated with the target component in soctalcpower.

Ev1dence of th1s age varlabTe 1s seen 1n Burke and W1Tcox S

, study (1971) ment1oned ear11er Younger, Tess exper1enced employees e
'_feTt they were mostTy 1nfTuenced from an expert power base. /O]der, more
hsen1or peopTe sa1d they were. 1nfTuenced more by coerc1on and Teg1t1mate

“power. ‘They found no sex. d1fference

’Raven,’Centers; and'Rodrigues}(T971)'not onTy.found.edeence'er".
the s1tuat1on component’ 1n soc1aT power but a]so for spec1f1c var1ab1es f}‘
"assoc1ated w1th the target - age and educat1on They stud1ed a samp]e |
of’ husband and w1ves in the U S. ReSponses var1ed dependxng on the spec1f1c
s1tuat1on or. doma1n GeneraTTy, husbands indicated the1r wlves 1nf1uenced |

-vthem from a referent power base whereas w1ves attr1buted them w1th expert
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' power Younger spouses placed more emphasis. on expert power but th1s
decreased with age Converse]y, expert pover 1ncreased w1th the amount

of educat1on wh11e referent power decreased

The- present study will further exp]ore the relat1onsh1p between
age, educat1on years of experience, and power base preferences Based '
on the f1nd1ngs in the above stud1es it s pred1cted that older managers
will haVe a greater preference for referent power ‘Those with ]ess' '
experience W11] score h1gher on éxpert power A sample of students are.
also used in the present study S1nce .they are younger and more |
, exper1enced than ‘a sample of corporate ‘managers, one would expect some .
d1fferences in power base preference scores Therefore, 1t is pred1cted
that the students will score Tower on referent and h1gher on expert

S \ -
. power than corporate managers. - o N : H

The summary of re]evant stud1es suggests that French and Raven S

"typo]ogy may be he]p.u] in understand1ng organlzat1ona1 behav1our That

' 15, superv1sors tend to have pred1spos1t1ons for resortlng to comb1nat1ons'

'”of power bases when attempt1ng to 1nf1uence subord1nates However _there ]

is some agreement and some d1sagreement 1n the f1nd1ngs of | many stud1es
naThe absence of a,standard1zed test 1nstrument and the varylng focus of
- these stud1es makes 1nterpret1ng these d1screpanc1es qu1te d1ff1cu]t .
vTherefore, there is a need to separate and systemat1ca11y'reexam1ne the :

var1ab1es assoc1ated w1th soe1a1 power The spec1f1c hypotheses be1ng

,_tested 1n the present study w11] be rev1ewed but f1rst a power mode] w11] _f'

. be descr1bed

v
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* Power Mode]

| By definition, sociaT powerAis a%dynamic‘interaction amono peop]e

Thus, the re1at1onsh1ps among variables that perta1n to these pe0p1e

,must be exam1ned In add1t1on, var1ab]es that dea] w1th the sxtuat1ona1‘
context‘or.env1ronment must’ be 1dent1f1eda As po1nted out 1n the rev1ew
of‘literature,'some aUthors (French & Raven, 1959 Back, ]961 Raser ]966)
‘ haVe 1nvest1gated var1ab1es assoc1ated w1th a powerho]der others (Kahn"' |
et aI 1969; Bachman, ]966 Burke & W11cox, 1971) the response of a ﬂ »
Atarget; still others~(Back- 1961"K1pn1s, 1970' Berger 1972 Burke, 1972),f
” the spec1f1c s1tuat1ons and the effect1veness of 1nf1uence attempts |
.‘W1thout a conceptua] framework, 1nterpretat1on of th1s research becomes
”d1ff1cu1t and m1s]ead1ng “Thus by reference to-the power mode] descrtbed
in th1s study, one can dep1ct the re]at1ve re]attonsh1p of a number of

ot

”var1ab1es and clar1fy the research focus.s
~ The. bas1s of th1s power mode] was K1pnls (]972) descr1pt1ve model i
:.of the power act However, the power model d1ffers from K1pn1s fn :fnnr

’,that 1t 1nc1udes add1t1onal components or e]ements and a rearrangement e

: ,of var1ab1es to ref]ect the sequent1a1 dynam1cs of an 1nf1uence attempt

»,It 15 compr1sed of f1ve components or e]ements, a s1tuat1on, 1nd1v1dua1
'techn1que, the effects, and 1nformat1on that serves as feedback to the s
1nd1v1dua1 on the outcome For s1mp]1c1ty, the power mode] can be

5 -abbrev1ated "IN SITE" and dep1cted as 1n F1gure 1

A
! e
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FIGURE 1

 ELEMENTS OF THE POMER MODEL ABBREVIATED

(

F1gure 2 h1ghltghts the modeT but a br1ef descr1pt1on m1ght be
usefu] The S refers to the s1tuat1ons where an 1nfTuence attempt is
made. These swtuattons can be 1nteract1ons between superV1sors and
:subord1nates in work setttngs or- even between husband and wlfe in
domest1c sett1ngs The 51tuat1on 1nvo]ves a theme often referred to as
”mtthe behaV1ouraT doma1n of an- 1nf1uence attempt For examp]e, Centers TH.'

3_-et aT (1971) has shown husbands are 1nfTuenced from a. certa1n power base .

*,fwhen a w1fe wants to v1s1t a re]at1ve However, the power base changes af.l“'“

:rfwhen the W1fe wants somethtng repatred around the house f;’ff;:hh'jb[

TheAI represents the 1nd1v1dua1 or powerho]der who attempts to S
t;}tnfTuence another person or. persons The T represents the techn1ques
;;assoc1ated w1th each power base that the 1nd1v1duaT w1TT use 1n a g1ven fftﬁ
,r51tuat1on "The E represents the effects or outcome of the 1nf1uence
.Yattempt There may be effects on a target person, on the 1nd1v1dua]
»vmaklng the 1nf1uence attempt and on the organ12at1on (or soc1a1 un1t -

Sy fam1]y) The IN represents the 1nformat1on that the 1nd1v1dua]

powerho]der (I) rece1ves about the effects (E) Y.The_I may receive this_..:f‘f

- 4

S
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1nformat1on d1rect]y from the 1mmed1ate response of the target or
1nd1rectTy from the organ1zat1on or work un1t Thatﬂws vw1thout the
surve1TTance of the target person S behav1our, some measure or 1nd1cator .

- 1n the work un1t may refTect the outcome of the 1nfTuence attempt (T)

. o
.~l

- There are.aTsoptyo:SUbeTements;in the modgT' the:resources (+) o

- an 1nd1v1dua1 has the 1nh1b1t1ons (;) that may be present The’inhibitfons
‘ coqu be personaT T1m1tat1ons or. externaT constra1nts Argyris comments

: (1958) 1]]ustrate the aspect of externaT constra1nts He suggested a

j ﬁart1cuTar cuTture or character evoTves 1n an organ1zat1on The cuTturaT |
unorms coerce conform1ty resuTt1ng 1n 1nd1v1duaTs behaV1ng accord1ng to \"t o
"rexpected patterhs S1m1TarTy, SchopTer (1965) cr1t1c1zed the French and
,fRaven typoTogy as not be1ng comprehens1ve He. po1nts out that 1t doeS- .
; q;not take 1nto cons1derat1on res1stant forces These forces coqu affect _t; K

‘fthe ch01ce of 1nf1uence techn1ques as weTT as the1r effect1veness

The resources (+) aTso refer to 1nd1v1duaT strengths or tra1ts as }

S weTT as access to externaT resources such as 1nformat10n and funds

:>'fFor exampTe Porter and LawTor (1965) found the needs of h1gher TeveT

"5f;7execut1ves were more T1ke1y to be sat1sf1ed than ]oWer ranklng execut1ves ;7Tf

T“because of thewr access ‘to more resources Berger (1972) and K1pn1s R

- "ﬂ(i974) conSIdered the access to the use of certa1n 1nfTuence techn1ques

: 'f-a resource Re1nterpreted in the power mode] context they are Speak1ng

| .iof the presence or absence of 1nh1b1t1ons ( ) such as pollcy, organ1zat1ona1

.:norms, etc wh1ch may or may not sanctlon or support the use of certa1n T,_--“



e o N
techn1ques * For exampTe a manager may cons1der firing an empToyee but
vi‘} )

| generous severance pay poT1c1es and anticipation of unlon reactlon may
prove to be suff1c1ent 1nh1b1t1ng factors to warrant ‘the use of another

‘technlque

As menttoned.earTier, there are a number of varlabTes that reTate

- to each element or- component For exampTe age educat1on years of

exper]ence, and sex may be a;soc1ated with the powerhoner (I) or the

,h_target (E ) Thus, the model can serve as a usefuT gu1de to the systemat1c
‘Vresearch of a var1ety of var1ab1es TabTe II provides a categor1zat1on'of

‘f the research ment1oned throughout th1s study The research is categor1zed

~into thilcomponentscbr eTements of the power modeT

R )
'“'x'

The var1abTes 1n th1s study faTT w1th1n the S and I eTements,of the :

‘”-’“power modeT The manager S pos1t1on in the organ1zat1on 1s categor1zed

“as pan; of the s1tuat1on (S) in the modeT Power base preference 1s

"7fAV1ewed as a character1st1c of the 1nd1vduaT (1 ) The techn1que (T)

“fé'effects (E) and 1nformat1on (IN) eTements are not under 1nvest1gat1on

@

"531n th1s study If the resuTts do not Support the notlon that vartables _"f;‘\ﬁ

?ffassoc1ated w1th the 51tuat1on (S) and 1nd1v1dua] (T) 1nteract, 1t woqu

| bh*isuggest the model is- 1nappropr1ate in descr1b1hg the dynam1cs of power ,f‘

o ;7data for. the powez}mode]

5Thus the present study w1TT aTso attempt to prov1de some. vaT1dat1on
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Hypotheses - e f s
A number. of findings and Rypotheses -are Yeferred to in-the previobs
'review'of Titerature. The f01]0wing are'thethjpotheSes=thatIWi1] be

~tested:

1. Corporate managers, 1rrespect1ve of pos1t1on in the organ1zat1on,

- prefer expert and 1eg1t1mate power bases (h1ghest scores).,

2. The higher the,fQYeT'of the managers in the organization,‘the.

- greater their preference for.legitimate and referent power. g

N 3.‘ 'Coerc1on 1s the 1east preferred power base among a]] three levels B

of managers

: 4. ’F1rst and th1rd 1eve1 managers have 1ess preference for reward

L than second 1eve1 managers ,' ) ',*5'“
SN .

::‘;tS; MBA graduate students have a greater preference for expert power

than corporate managers

.’jffG; The MBA graduate students have 1ess preference for referent power
£ than corporate managirs o | 8 o

G , 'Tl“r D ,*_f~?,- : ,} |
"?‘ 7. The older the managers are the greater the1r preference for .{wf

referent power : h':f,'f __'_ L :h' v”l, jaﬂ *iv; SR
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Managers with more years of experience have a greater preference
for expert power.

Managers supervising large numbers of employees have a greater - -

preference for legitimate power. MR A



CHAPTER IIT

CONSTRUCTION OF THE SUPERVISORY SITUATIONS SURVEY (SSS)

v

Item Preparation

The work of French and Raven (1959) related to the bases of social .
power was reviewed. Each test item was des1gned to depict a situation
1nvo1v1ng a supervisor or manager aﬂa their staff. Some of the »
situations were based on employee gr1evance,case$ that wére-reéo]ved.
in arbitration (published in Employee Re]attons in action). Other
s#tuations were based on actual experiences reported by supervisors in
a major energy company. The situations involved themes such as
absenteeigm;:tardiness, conaqct on the job, and improving performance.
In addition, Kahn's work (1964) on influence techniques;aseociated with
each power ba§e was reviewed. The.t¢§t items were then structuredAsb
that in each situatio;, a supervisor»or manager would use a particu]ér
'technique ~to 1nf]uence their employee(s). The 1tem3fvere structured
to allow part1c1pants to state the extent to wh1ch they disagree or

agree (scale pf 1-8) with the way the manager or superv1sor handled the

situation. For example:

—
As a practical joke, Jim 1it a lunch
bag on fire in the lunch room. The ,
> supervisor cautioned, "If anyone pulls., N
‘a dangerous stunt 1ike that again, o
‘there'11 be a 30 day suspensioné" 1 2 3 4 5.6 7 8
o 4 " Strongly A Strongly
™ Disagree ¥ Agree

v . L
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Another example:

To reduce personal injuries to

employees of super-tankers,

the manager of shipping introduced

a program, "The ship with the :

best record will have the honour N

of raising this special safety: '

award flag." 1 2 3 4 5 6 7 8
Strongly o Strongly
Disagree : ‘ Agree

A pool of 54 items similar to the above examp]es was prepared. To
insure the test's readability, company secretaries with grade twelve
education were asked to cdmp]efe the test. Their comments were noted

and used as a basis for item revisions.

N

Scoring Procedure

o

(ﬁf_xTﬁé/;cor%ng procedure involved a bipolar, eiéht point scale on an
agree/disagree continuum.. A score of 1 would indicate considerable

\ disagréement.whereas-a sc%fé%of 8 would indicate considerable agreem?nt.
The test items related to specific power bases. Adding the jndivﬁdua].
item scdres resh]ted in a‘total score for each pgwer base. The total
scores of each poweb base would reflect the participant'svre1atjve
preference.for'thét power.base. For example, a participaqt's highest
score might be on’fhe legitimate power base. It would sugéést a
predisposition for using influence techniques such as direct orders,
relying on company poiicx, or using one's authority to make final
decisions. In this way, %he SSS is an ipsative measure of power base

. . | , ‘
preference. See Appendix R for a 1isting of items for each power base.
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Item Ana]ys{s Procedure

« The initial version (Form A) of the Supefvisory Situations Survey .

<ya§ adminiétered to 37 managers. They were randomly selected from a

population of managers working in a méjor-energy compény. A more detailed |

description of this sample will bé givenlin a later chapter. o
y

An item-total correlational ané]ysis was performed on their

responses. The results are presented in Table 3.
TABLE3

ITEM - TOTAL CORRELATIONS FOR
FORM A OF THE SUPERVISORY SITUATIONS. SURVEY N= 37

ITEM- - ITEM O ITEM o 1TEM

ITEM NO. TOTAL r' ITEM NO. TOTAL r ITEM NO. TOTAL r ITEM NO. TOTAL r
] 47 15 .33 29 .45 43 .43
2 27 16 . .43 30 .24 - M .51
3 58, 17 .50 31 .38 45 .49,
4 43 18 .32 32 .42 46 - .61
5 48 19 4] 33 .49 47 .30
6 .38 20 .55 34 29 48 .33
7 .24 21 .44 35 .49 49 . - 5]
8 .26 .22, .48 3% .35 50 .46
9 .49 23 ' .35 37 .50 + 51 . .68
10 .38 2 .62 8- - .30 52 . .28
11 .39 25 54 39 .50 53 .56
12 5426 .40 a0 .49 54 .60
13 .17 27 .49 41 .01 - | 4
14

.54 28 59 42 .62
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4

Final Item Selection

The fina]}item selection was,baSed on three criteria Firstly, the
item-total COrre1ation‘had to exceed .34. Second]y, any items which
managers commented on as. being confus1ng or d1ff1cu1t to respond to were
reJected. Th1rd1y, the standard dev1atlon had to exceed 1.5 un1ts ‘The
3‘rationa1e for the 1tem-tota1-corre1at1on and standard devJat1on.er1teria-
J'have been described by Bass and Berg (1959), Cattell (1965), and'
.Nunna]]y'(1967).;=The-item-tota1 corre]ation ts an indicator of the
homogeneity»factor It represents the extent to wh1ch the test item |
' measures what the whole test measures - Since ‘the SSS measuresnflve
‘power bases, five separate 1tem-tota1 correTations were performed. The
standard dev1at1on reflects the extent to wh1ch the responses are
norma]]y d1str1buted Table 4 gives the means and standard dev1ations'

for each 1tem

 TABLE 4

'MEANS AND STANDARD DEVIATIONS FOR EACH
ITEM ON FORM A" OF THE SUPERVISORY
'SITUATIONS SURVEY

o
2
1= L
=
m
I>
=

MEAN © sd  ITEM NO._ MEAN sd  ITEM NO.  MEAN sd
P Y oy, . R -

1 373 2.23 19 4.97 -2.43 37 4,21 2.42

2 2.76 1.8 20  3.57 2.26° - 38 4.19  2.27

'3 4.97 2.3 21 5.68 . 2.14 . 39 3.29 1.99
4 451 2.30 22 305 1.82 . 40 5.35 2.32 -
5 3.62 2.14 23 2'86- 1.89 - 41 3.73 2.36 -

6 . 4,27, 2.40 24 319 214 42 6.00 2.11

7 3.05 2.22 25 '3.89 2.64 43 5.95  1.99
8 446 ' 2,57 26 - 5.76  2.14 44 3.68 2.12

9 665 .2.00 2/ 414 2.5 45 . 6.38 . 1.80

10 " 5.40 2.24 - 28 4.97° 2.41 46 3.16  2.20

N ' 5.43 2.14 - 29 6,11, 1.91 - 47 5.40 = 2.22

12 2.78 1.93 = 30 6.16 1.95 - 48 4.89  2.42
13 - 362, 2,46 31 4.86 2.03 . 49 3.95 2.38
14 3.19 2,16 32 5.65 2.09 50 3.22 1.73°
15 416 2.35 33 4,68 2.24 51 - 5.38 2.10

16 0 2.92 2.28 34 4.78 2.51--. 52 6.19 .2.17
17 5.05 2.49 3% - 4.62  2.38 53 5.32 2.29
18 5.38 3215 . 6.62 1.60 54 2.95 2.23
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Va]idity»Considerations

Content va11d1ty was establ1shed by construct1ng the instrumenf'

- using the theoret1ca1 framework of French and Raven (1959) Construtt
‘va11d1ty was cons1dered in the ex post facto analysis of the SSS

data from two samp1es of managers and a samp1e of graduate students.
This W111 be d1scussed in further det?ﬁ] in a succeeding chapter. Itt

was fe]t that further tests of va11d1ty were beyond the scope of this

study.
V4

,Re]iabi]ity_Estjmates

A samp]e of 18 MBA studenis from York Un1vers1ty,,Toronto 0ntar1o,

\'~_were tested and retested over a two week 1nterva1 : The test retest

‘relxab111t1es for each power base are presented in Tab]e 5
TABLE-S

R TEST RETEST CORRELATIONS ,
o FOR GRADUATE STUDENT SAMPLE N" 18-

POWER BASE CORRELA%ION COEFFICIENT = .
Reward - T ' ST
. Legitimate . BRI 77 .
Cfxpert o .83 S
. Coercion . RS W69 _
Referent - L SRR Y s

S



o The internal consistency or homogeneity was determined by the
Kuder - Richardson 20 formula. The coefficients for each power are « -

presented in Table 6. -
" TABLE 6

INTERNAL CONSISTENCY K-R20
FOR FORM B OF THE SUPERVISORY
| SITUATIONS SURVEY = -

- POWER ‘BASE . . COEFFICIENT
. Reward o L .78
~ Legitimate . . R
Expert o .75
Coercion - .- . ‘ o .86
Referent SR .85



 CHAPTER TV
PROCEDURE AND DESIGN - .
* The Samples -

"Three'sampleslwere ohtained for‘this stUdy The flrst sampTe
was. compr1sed of- corporate managers and was ut1T1zed 1n the
construct1on of the SSS The second samp]e was c0mprlsed of graduate
"Astudents (MBA program) and was ut111zed to estab11sh the re11ab111ty
(test retest) of the SSS. The th1rd sampTe was aga1n compr1sed of

:;”corporate managers obta1ned from the same company as the fTFSt sampTe |

- MBA Students

The samp]e cons1sted of 18 graduate students 1n an MBA program at;hff

‘“ﬂ‘i3York Un1vers1ty The testlng was done dur1ng the1r even1ng cTass t1me;3‘r

B There were 14 maTes and 4 fema]es The1r ages ranged from ZT to 44

7

VIAEfEW1th a mean of 29 3 years Th1rteen of the students aTso worked fu]]

.t,t1me Elght of them superV1sed a mean of 6 staff and were an aVerage Ll

"-},of 4 years in the1r JObS Part1c1pat1on 1n the study was vo]untary

S In add1t1on, aTT part1c1pants were g1ven feedback and a short presentat1on "
0 S

'on the context w1th1n wh1ch the1r reSUTts coqu be 1nterpreted

L — .

36 -



Corporate Managers N o ,v[ B ;»-fngb

Both samp]es of corporate managers were, obta1ned from the same o
~,”'company The f1rst sample cons1sted of 37. managers and the second
-7127t, The mean age was 45 7. They superv1sed a mean of 15 9 staff and

fhad spent a, mean of 19 9 years in the1r JObS In respect to educat1on,h

had a BacheTor s cegree (2/3 of them in eno1neer1no) Another 37% had
| comp]eted h1gh school or.a d1pToma/cert1f1cate pnogram \\?nTy 9% had a.

.~"'

“post graduate educat1on

: S . » ‘
The managers were seTected from three of " four TeveTs of management

fThe f1rst TeveT were f1rst T1ne superV1sors W1th an annuaT saTary range f,

‘-f”of $24 000 - $27 000 00 The second TeveT were m1ddTe managers 1n ‘the -

"_fannuaT sa]ary range of $33 000 - $4T 000 00 The th1rd TeveT were ‘fit'
'”fdexecut1ves earn1ng $45 000 - $65 000 per year ATT departments in the
’-';company were represented 1n the sampTes
':Ih’strument"s”‘f'_,i E
The ma1n 1nstrument used in the stddy was the Superv1sory S1tuat1ons
’_“Survey (descr1bed ear11er) Other mater1a15 cons1sted of a cover1ng
v ;Tetter and a return envelope The coverlng Tetter was ertten by the
Manager of Human Resources (see Append1x A) It 1ntroduced the author
, and expTa1ned the purpose of the quest1onna1re The conf1dent1aT1ty of ‘

7
responses was . stressed =



i

' _;sfcompany An SSS quest1onna1re,}cover1ng Tetter and return enve]opei R

"were then ma11ed to the subJects Quest1onna1res were returned by g

o were-compared.

Investigation Procéedures

- Prior to conductwng the study 1n the company, perm1ss1on was ;'T'

"obtalned from the Vice' Pres1dent of the Human Resources Department
..SecondTy, a computer pr1nt -out" WTth the names and persona] data of aTT
‘:managers was obta1ned SubJects were. then seTected us1ng a strat1f1ed
‘frandom seTect1on procedure That is, managers were seTected from three '
f]eve]s of management 1n each department of the company The number to o
| be seTected from each deparrment was based on the' proport1on of

7] managers in that department to the totaT number of managers in, the :

if84% of the samp]e that was used in- the test construct1on phase In the _yfbu
} f.:fma1n study sample, 89% of the quest1onna1res were returned The;ff '
{éyifquest1onna1re responses were put on data cards and WTth the use of a
‘Q'computer 1tem analys1s, correTat1ons,”and t- tests were performed The ﬁi'f o

"'“j_power base)preference scores of managers at three ]EVE1S in the company

‘l o~ ‘,

The des1gn of the study aTso 1nvoTved the corre]at1ona1 method.»‘

R

tkNo contro]s are exerted other than the test measures Accord1ng to
‘zShontz (1965), the correTat1ona1 method 1s pr1mar1Ty concerned w1th e

‘ the theoret1caT 1nferences that can be drawn from the re]at1onsh1ps

mong varlables In th1s study, hypotheses have been made about the

e reTat1onsh1p between power base preference scores and a number of
: [,,var1abTes (age, educat1on, number of empToyees superv1sed, and years :__] u;fg

of servxce) L r” R ," S f-.. o Lo



'CHAPTER V-
FINDINGS

In order to exam1ne the f1nd1ngs and der1ve conc]us1ons, the
dresearch hypotheses W111 be restated The resu]ts w1]] be presented =
as they re]ate to the groups 1n the test construct1on phase the o
second. samp]e of corporate managers and other var1ab1es (age, years :h_'“

_of exper1ence, educat1on, and number of emp]oyees superv1sed) ",*‘

;jgygothése; ﬁelated tb'pOWéé Ease'Preferences: :
i"l]!dgtCorporate managers,‘1rrespect1ve of pos1t1on 1n the
| organ1zat1on W1]1 prefer expert and 1eg1t1mate power '
. ‘bases (h1ghest scores) - .‘; ‘, \ e
;:'iiZ}'.fThe h1gher the 1eve1 of the managers}1n the organ1zat1on
| 'itthe greater the1r preference for 1eg1t1mate and referent

i

t--prower
.}3:»,]Coerc1on is the 1east preferred power base among a]] A
| three 1evels of managers | i S |
- 4.tf,F1rst and th1rd 1eve1 managers have 1ess preference -

.,:"for reward than second level managers



l

5.  MBA graduate students have a greater preference for. -

expert power than corporate managers

6. The MBA graduate students have 1ess preference for
' referent power than corporate managers
7. The older‘the'managegsaare theggreater their preference-
for-referent power. R A |
8. .7Managersxwith morexyearslof experience have a-greater
- é}preference for expert power
: {}

11>91. Managers sup?gl1s1ng 1arger numbers of emp]oyees have

; g a greater pre?erence for 1eg1t1mate power

8 Résujfs-ﬁt i

o

4

hypotheses, t tes and Pearson Product Moment corre]at1ons were '

° calcu]ated The resu]ts are presented in Tab1es 7 and 8

In order to 0bta1n emp1r1ca1 ev1dence to support the abOVe j-h"

PRSI RS A

40 -



TABLE 7 o

_j:MEANS AND STANDARD DEVIATIONS FOR
' -~ EACH POMWER BASE - - '
(ALL LEVELS OF MANAGERS COMBINED)

’

N

| Mean ' Stahdard'DeViation -

44.43 . 10.63
44,37 . 10.80 -
43.32 10.97
34.68 . 9.4
32.51 . 10.38

© TABLE 8

MEANS AND STANDARD DEVIATION FOR EACH o
POWER BASE FOR EACH LEVEL OF MANAGER - -

: 5«{,;‘__’fl' Wf_h | LEVEL 1 '7;]LEVELf2,-. g LEVEL 3

4l

" Reward - B 1
Lo 4T, ]» 1
R

i

B o4

- Legitimate = 4
o Expert ..o oo 44,

’ 3

3

wn
N
— )

4100
~30.8

~Réferent - v
. . 28 6

1
0.
2.
~“Coercion - - 9

2
9
3
.6
3

\-

O VN~ n
KRe s o
wowo N
RO LD WO~ AD

"‘%%?Conc]uSionévA.:eA;.IA ’f':'f.i'ﬁ ‘ ﬁni'fA, te_fg_:l"
T _ 1~

u‘tf The fo1]ow1ng conc]us1ons were derlved from the obtalned resu]ts

}';(a) Corporate managers, 1rrespect1ve of pos1t1on 1n the organlzat1on,'

prefer reward expert and 1eg1t1mate power bases (hypothes1s 1) o

ot



(b) Coercion 1s the. 1east preferred power base among levels 1 and 3

‘managers (hYPOth851S 3) Lever 2 managers preferred both coercion

and referent power bases the ]east \\

. : e,/ 2
vThe rema1n1ng hypotheses were not supported However, whe the, |

power base scores of managers at a part1cu1ar ]eve] were compared to

another 1eve1, a number of S1gn1f1cant f1nd1ngs occurred )

' (a) 'Level 1 managers d1s11ked coerc1on more than 1eve1 2 managers,

42

.”(b).eLevel 1 managers preferred reward and 1eg1t1mate power bases ef: |

'fgvmore than ]eve] 3 managers a
o s N .
(c);-Level 2 managers preferred a, ]eg1t1mate power base more than

’f]eve] 3 managers,‘ffVM VT 'b G
: \Q} R .;. . ‘

(d)queve] 3 managers d1s]1ked coerc1ve and referent power bases \ @f‘b

more than 1eve1 ] and 1eve] 2 managers . 7;:;;7 - L
) \Q :

o ‘ .
SRy

 Table 9 depicts the above firdings. .

AR



. T TABLEY :

i} =

. COMPARISON OF SSS SCORES OF MANAGERS AT
" THREE LEVELS IN THE ORGANIZATION

LEVEL OF MANAGER  _ . OBTAINED  DEGREES OF
COMPARED X .  POWER BASE  ~t-VALUE  FREEDOM

2.3 - Coercion . - 2.08 * .o 82

N 2

4601 Vkeward'.__ - 3: 1.78 * 85 A.~-"

[FS R
> >
o —

—_ N W

Légitimate - 1.73% .85

Q) -t
o .
—t

 Coercion  * 1.68*% . 8 -

[R )
(0¢]
2 N w

keferent- ‘-‘1" 2.70 *.S‘__ ‘8§ 'i
Legitimate 2.6 % 81"
Ll e PR 1 b

9% Coercion " 4.09% 81

W
~J ]
=G oy

[FS IR N)
n

o .
O

”Refereng_f’>”' 2.7 o o8

w N
- W
S

ooy

?%Eﬁil_élsqs;;pcp‘cbjpi_o. éf;i;ﬁ;fip;:i : ;;i:;?;fi;ii{.i;; ?§§§ ;pé :

F1nd1ngs Re]ated to Groups 1n the SSS o
Coostruct1on Phase SRR : 1} SR
Lo hd “ ‘ fl ) R .

g

: As mentﬂoned preV1ously, 2 group of corporate managers were used

p=N

,‘for the SSS 1tem ana]ys1s procedure The MBA students were used 1n the n”;“'

}'test retest re11ab111ty procedure | f{;«kf.‘ Y

'7'S543ffp-¢p,f W
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MBA Student$

[

When the means of both the test and retest were combined, the
highest mean scores were on the reward and expért power bases. Table 10
,presents the combined means on each power base. The test-retest

corre]at1ons ranged from .69 to 88 Table 5 represents the test-retest

" correlation coeff1c1ents. . . ‘
,
TABLE 10

COMBINED MEANS OF THE TEST AND
RETEST ON EACH POWER BASE (MBA STUDENTS)

N= 18 \
Power Base Combined Means
) Reward - 44.5
\ Expert , 41.2
Legitimate ' © 39.5
Referent ' 38.5

e N : Coercion 33.0
f’f"\\\\<j. o k

Corporate Managers

¢

Form A of the SSS was adm1n1stered to a group of managers. The

h1ghest mean scores were on the 1eg1t1mate and expert power bases.

o

Table 11 presents the means on each power base.
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TABLE 11

\ MEAN SCORES ON FORM A OF THE = -
(ADMINISTERED TO CORPORATE MANAGERS) = . |

AN

o~

N=37
Power Base | X
Legitimate 46.6
Expert 44.8
Reward 42.0 o /
Coercion 35.1

Referent : 34.0°

Findings Relatéd to Other Varjables

f[)

Pearson correlation coefficients were calculated to determine the
relationship between age, years of experience, education, number of
. I . s
employees supervised, and scores on each power base. No significant

relationship (p's < .05) was found with age, the number 0of employees
[
superv1sed and educat]on

Years of exper1ence did correlate negatively with the coerc1on and

reward power bases ‘The correlation coeff1c1ents were -.24 (E.< O])

| and -.18 (E_<:.05) respect1ve1y Table 12 presents the corre]at1on )

© ~

for age.and yeaks of experience.



TABLE 12

PEARSON PRODUCT-MOMENT CORRELATIONS
BETWEEN POWER BASE SCORES AND OTHER VARIABLES

OTHER VARIABLES REWARD LEGITIMATE . COERCION ~REFERENT  EXPERT

Age -0.06 - 0.01 0.8 -0.08 0.0
Years of Experience - 0.18 - 0.015 S 024 - 0.5 - 0.04
Number of Employees  0.01 0.0 0.10 010 -0.03
Supervised :

Education | 0.03 - 0.03 0.02 - 0.09 - 0.03

'\

! .



CHAPTER VI

DISCUSSION AND IMPLICATIONS
Some of the more pertinent findings will be discussed in this
chapter. Imp11cat1ons of these resu]ts will be po1nted out and

- directions for future research w111 be described.

The SSS Questionnaire and Power Base Preference
I3

The f1rst main ob3ect1ve of the study was ach1eved in that a

power base preference test. 1nstrument was construct and the preferences

of a sample: of industrial managers exam1ned Power base preference as
def1ned by French and Raven (1959) was ob3ect1ve1y measured with the
Superv1sory S1tuat1ons Sugyey (SSS) The test\was fo _d to be h1gh]y
re11ab]e and some of the stated hypotheses were. conf1rmed

~ Based on.the'studies of Kahn‘(1964) and Berger (1972)_the coercive
,.power baSe,was thought to”be'the~TeaSt pféferred,' This'was,thé‘¢ase in v
‘thefpresent study with both the student andlmanager~samp1es (hypothesis_3 |
confirmed)ﬁ- Similar1y, the work of>Warren (]9685 and Burke and‘wiTcox -
(1971) suggested managers use a comb1nat1on of power bases The fact
that there were no s1gn1f1cant d1fferences in mean scores on the
1eg1t1mate and reward power bases in the present’sgudy suggests that
‘ managers prefer more than one power base. A specific pred1ct1on about
this combination was made based on Bachman's findings (]966, 1968). The .

v 47egm
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results of'thts study are in concurrance, in that the highest scores
| were on the 1egitimatejand expert power bases (hypotheSis 1 confirmed)t'
.'However, the unexpected tinding was that the rewardimean sc0re tied with
lthe 1eg1t1mate power base score. ‘" With the‘exception of Student (1968)
’-mcst studies found reward seldom uSedv. Possib]y, manygtheorists dB
~ not agree with certa1n aspects of 1earn1ng theory that dea] with extr1ns1c
'motlvat1on A more plaus1b]e exp]anat1on is. that managers both recogn1ze
"the test item s1tuat1ons 1nvo1V1ng reward and prefer 1ts use over other |
bases However, in the JOb sett1ng, these managers do not use reward
;because they may not have the resources. or they are not. aware of the
0pportun1t1es for prov1d1ng rewards cont1ngent on performance Thus,
caut1on must be exerc1sed when 1nterpret1ng the power base preference
scores. A manager may - have a h1gh preference score but not actua]]y use

_,any of the techn1ques assoc1ated with that power base ‘ Further research

~could c]ar1fy th1s po1nt

An- 1nterest1ng 1mp11cat1on of these f1nd1ngs 1s the use of the SSS '
E ccu]d fac111tate the ana1ys1s of work un1t prob]ems “For examp]e,_-’.
.excess1ve absentee1sm and turnover max,be attrlbuted in part to the
preference and use of 1nappropr1ate power base techn1ques | A]so,lsome
‘-managers suﬁfer1n§ from stress may oe 1n an 1ncongruent state, i.e., .

| ,Jpreferr1ng to treat the1r emp]oyees ons way but compel]ed to do somethlng
}else Another 1mp11cat1on for the SSS is the ex post facto ana]ys1s of
the resu]ts The fact that the results were con51stent with some of the

pred1cted outcomes prov1des some ev1dence of construct va11d1ty However,
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o _
further vaT1d1ty testing of the SSS s recommended Th1s author has -
recentTy become aware of another test 1nstrument (Hersey, BTanchard
& Natemeyer, 1979) largely based on French and Raven S typo]ogy Some ’

_‘further tests of vaT1d1ty cou1d be conducted using this new test and the -

. SSS.
Nt

Once the validity of'the 5SS has been further expTored ‘a number of
1ndustr1a] popuTat1ons coqu be. tested to estab11sh norms The SSS could
aTso be used forfassess1ng the effect1veness of superv1sory or. management
('tra1n1ng programs (i.e., Teadersh1p or organ1zat1on behaV1our mod1f1cat1on
courses) ' | |

L

" Power Base- Preference and LeVeT ‘of Position of Corporate'Managersl -
”Tn the 0rgan1zat10n L ; o R

e

Another ma1n obJectlve of the study was ach1eved 1n that reTat1onsh1p'_;f

- _between TeveT of pos1t1on held in an organ1zat1on and power base preference S

.!

- was determ1ned The preferences of the three TeveTs of management were R

gs1gn1f1cant1y d1fferent for aTT the power bases except expert power

Leve] 1 had a greater d1511ke for coerc1on than TeveT 2 managers
v‘.Poss1b1y, f1rst T1ne superv1sors may have had to resort to us1ng coerc1ve o
‘Vtechnlques more frequent]y than m1dd1e managers 0ccas1onaTTy th1s may

‘ have resu]ted 1n negat1ve consequences such as emot1ona1 outbursts or.
forma] gr1evances Thus the effects of certa1n power base techn1ques may,‘

subsequentTy effect the - powerhoner 3 preference for them 1n the future



50 -

o The exp]anat1on woqu be cons1stent with K1pn1s {1976) expTanatlon of

,the "metamorph1c effects" of power It also prOV1des an expTanat1on

Cooof how the "IN® component of the power. ‘model operates (feedback)

.

LeveT 3 managers aTso had a d1s]1ke for coerc1on - STgn1f1cant]y
more than Teve] 1 and TeveT 2 managers Th1s f]nd1ng nght be exp1a1ned |
;'1n reTat1on to the var1ab]e years of exper1ence A 51gn1f1cant
negat1ve correTat1on wéb found between years of exper1ence and the
preference for a coerC1ve power base.. The 1nterpretat10n 1s that the
'Trmore exper1enced the manager the Tess T1ke1y he or she is to prefer the.u

'V'use of coerc1ve techn1ques In other words, the Tonger a manager has '

“'f”worked the greater the probab111ty that he tr1ed coerc1ve technlques and

o iiexperlenced some negat1ve consequence Therefore, these exper1enced\

'1_‘managers woqu d1$11ke or have Tow coerc1ve preference scores.

Leve] 3 managers had a s1gn1f1cant1y greater dlsT1ke for referent

:Tf‘power than TeveT T and 2 managers Th1s 1s the oppos1te of what was f

v'-.'pred1cted (hypothes1s 2) Sen1or managers were thought to work more

- cTose]y w1th the1r staff and the1r 1nf1uence attempts der1ved from the _
?11d=nt1f1catlon process of referent power Th1s does not appear to be
_Tthe case However, the 5SS 1tems measur1ng referent p0wer cons1sted of

;;d1fferent 1nf1uence techn1ques The hypotheSIS m1ght have been conf1rmed

if the 1tems 1nvoTv1ng persona] favours were separated from those 1nvoTv1ng;f-'

““'an 1dent1f1cat1on process. \Th1s w111 be further d1scussed in the next

sect1on ;
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: Leve] 1 flanagers had a s1gn1f1cant]y greater preference for reward

“and }eg1t1mate power bases than 1eve] 3 managers Moss Kanter (1979)

‘ '.,1nd1cated some f1rst ]1ne and senvor managers were often "power]ess" becausg

' they had no access to resources Th1s m1ght exp]a1n why the sen10r managers

'

“ (1eve1 3) had a 1ower reward preference score

Some‘of the f1nd1ngs were pecullar in that 1eve1 3 managers had
-:]ower mean preference scores on every power base (when compared to leve]
f:"l and 2 managers) f Perhaps these sen]or managers have some- other preferred
t'means of 1nf]uenc1ng peop]e Fo]low1ng a ser1es of stud1es, Raven (1965)
kadded an 1nformat1on base to the power base typo]ogy Th1s mlght account
jfor the lower scores, s1nce the SSS 1nstrument does not contaln 1tems |

wh1ch measure an 1nformat1on power base

In summary, one aspect of the study showed d1fferent 1eve1s of
s

ff?:management vary1ng in the1r preferred means of 1nf1uenc1ng others ' Th1s L

',f prov1des support for the s1gn1f1cance of the S and I e]ement? in: the

"f;power mode] Therefore, cont1nued research on the other e]ements shou]d

;19<U1t1mate]y, the power mode] cou]d be a usefu] pred1ct1ve too] by

'prov1de a better understand1ng of the dynam1cs of soc1a1 power ijfhé;*“
dtmode] m1ght prove usefu] to organ1zat1ons in ana1yz1ng the1r successes

: iand fa11ures in MBO team bu11d1ng or quallty of work 11fe prOJects

’.computer1z1ng the var1ous research 1nformat1on on the e]ements of the

model. and add1ng mathemat1ca1 probab1]1ty factors

e
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'ﬁ.Unsupported'HypotheseS';sf ..

Based on a rev1ew of ]1terature, a number of hypotheses were made
:&ReJect1on of some of them requ1res an exp]anat1on ,
. L)

Burke 'S f1nd1ngs (1972) and subsequent hypothes1s that managers o

’ h1gher up ‘in the organ1zat1on tend to use a referent power base was ,“
LreJected (hypothe51s 2). | F1rst1y, Burke had asked: subord1nates how |
tthe1r bosses "on the average" or genera]]y 1nf]uenced them If the

;isubord1nates were presented W]th spec1f1c s1tuat1ons, the1r’responses

m1ght have been qu1te d1fferent Second]y, Burke was measur1ng ‘the -
Ve Y

' 'h’target person s percept1ons The present study measured the managers

"f:or powerho]ders percept1ons Therefore, the dlscrepancy 1n the f1nd1ngs

'“ljf:may be attr1buted to the managers preference and use of power d1ffer1ng

di.; ttey were 1nf]uenced most by expert power Raven et a] (1971) a]so

o from the target s percept1on

Th1s cou]d be the exp1anat1on foF the reJect1on of hypotheses 5
;and 6 as we]] Jamfeson (1974) had found graduate students report1ng
,ﬂfound age and educat1on 51gn1f1cant var1ab1es when study1ng U S w1ves
: and husbands Both of these stud1es quest1oned the target as tb the1r

5;percept1ons about the way they are 1nf]uenced ' In future research th1s

3

1ssue cou]d be approached by test1ng both the managersand the1r subord1nate@e a

In add1t1on, spec1f1c doma1ns or s1tuat1ons presented in the SSS re]ated
: A
'to the work env1ronment Thus, the managers responses m1ght»have been

vcons1stent W1th Raven s f1nd1ngs 1f fam1]y doma1ns or s1tuat1ons had
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* been presentedh Thus, hav1ng fa1]ed to support these hypotheses has '

| ;resulted 1n an encourag1ng 1mp11cat1on It provides 1nd1rect eV1dence {Q
of the 519n1f7cance of the s1tuat1on element 1n the power: mode] The
hypothe51s regard1ng the re]at1onsh1p betweeh a reward power base and
Tevel of management was not supported (hypothes1s 4). An{exp1anatwon‘

o

‘was prov1ded in the prev1ous éect1on

Hypotheses 7 8 and)9 were a]so reJected These pred1ct1ons

3 re]at1ng to age educat1on and number of emp]oyees superv1sed were jﬁ

8 based on the f1nd1ngs of Kahn et al: (]964) Raven et a] (]971), and
'.Burke and W11cox (1971) The1r obtained resu]ts re]ated to the : "'vh
'rpercept1ons of the tangﬂt person Aga1n, the d1screpancy 1n the f1nd1ngs
f~may be attr1buted to the manager s preference and use of power d1ffer1ng
‘ﬂafrom the way the target’belleves he or she is. bexng 1nf1uenced e
Accord1ng to Schop]er 11965) expert1se on one task produces the |
t]ab111ty to exert 1nf1uence on a second but on]y when tasks are comparab]e
:'Therefore, it is conce1vab1e that the SSS 1tems wh1ch determ1ned i
lpreferenceSVfor expert power~were tapp1ng s‘tuat1ons V]th noncomparab]e f*»;l

iytasks In other words, a manager s preference for expert power may be -

fqu1te h1gh but on]y in re]at1on to h1s area of competency

L Hypothes1s 9 1nvo1v1ng pred1ct10ns about the number of emp]oyees f‘ T

superv1sed and 1eg1t1mate preference scores was not conf1rmed The"':

‘1mp11cat1on i

5 *hat 1rrespect1ve of the tota] numbers superv1sed managersy P

7may prefer to use d1fferent power bases depend1ng on wh1ch emp]oyee he/sheh_,}f”



?? 1s attemptrng to 1nf]uence Th1s wou]d be cons1stent W1th the power
mode] wh1ch emphas1zes the 1mportance of the target
0 Hypotheses'? 6 and 7 invo1ved predictions about referent power.
’V:The mean. preference scores for referent power wefre the second Towest. for
fa11 the samp]es In the context of prev1ous soc1a1 power stud1es these
low’scores.were unexpected. One of Kahn‘s,flnd1ngs (1964) m1ghtAprov1de"
i,; an exp]anatfonb He found subordinates 1iked'inf1uence technioues based
:ﬁon attract1on or the degree to wh1ch they 1dent1f1ed w1th the super1or
‘: ,But, 1nf1uence based on persona] favour or company 1oya1ty was perce1ved f”
as d1stastefu1  The SSS 1nstrument 1nc1udes 1tems that dep1ct techn1ques
. based on both 1dent1f1cat1on, persona1 favours and company loya1ty Thus
%by comb1n1ng the scores on al] these 1tems, there wou]d be a depress1ng
i:‘-effect on the tota1 referent score Th]s cou]d be remed1ed by reporttng d.
7ftthe referent scores separate1y | | o |
In conc1us10n- the mak1ng of necessary adJustments tovthe SSS and
de;conduct1ng further research on the power mode] w1ﬂ] fac111tate our
J'ifﬁunderstand1ng of the ana]ytlca] and app11ed 1ssues of power 1n cb

i

’:»;f;yorgan1zat1ons »f"ij" '}‘;j:kzj_jf',°“,:‘j7r*sf’_:-}“‘
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APPENDIX A

GULF CANADA LIMITED

)

RE: MANAGEMENT RESEARCH

Randal Summers is a member of the training staff in Human Resources
Department at Head Office, In completing the requ1rements for h1s
doctorate degree in Educational Psychology, he -is conduct1ng his- research
1n Gulf Canada. The research involves a survey of managers' preferences .
for various ways of gett1ng work done through others. » '

Your name (one of 90 managers ‘across Canada) has been randomly selected.
Your participation in the study is voluntary, If you choose to
participate, the enclosed questionnaire should “take approximately 20
minutes to complete. Al1°information will be retained by Mr. Summers,
used for his educational purposes only, and kept in the strictest
_confidence. :

I would appreciate your returning the questionnaire (completed or blank) .
in the enclosed envelope. Thank you for your time and cooperation.

E.J. Gaunt
Manager - Human Resources

EJG:cm
Enclosures
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APPENDIX B |
. RESEARCH FORM B

o ) ' |
SUPERVISORY SITUATION SURVEY

SUMMERS, R.W. and FOX, E.E.

o\

This survey consists of sixty (45) situations that"nvolve incidents
between supervisors/managers and their staffv/'You may or may not have

taken the same action in those situations. Therefore, ﬁlease circle a
number from 1 to 8 indicating the ‘extent to which you agree or disagree

_‘with the supervisors'/mandgers' actions. Circling a 1 would indicate your

strongAdisagreement; circling an 8 would indicate your strong agreement.
Once you have made your thoice please do not go back over the questions

and change your answers.

/
!

EXAMPLE , "
STRONGLY . . STRONGLY
DISAGREE ' . AGREE
1 2 3 4 5 6 7. 8
(’ : ’ ) V :
°A. Alex failed to complete

assigdmgpts, and was absent
frequently, and con-
stantly argued with other
employees. His super-. -
visor recommended Alex's
immediate dismissal. '

59



// -

t

:NAME:

Number of Employees Supervised:

\ STRONGLY STRONGLY
u ‘ DISAGREE ' AGREE .
1 2 3 4 5 6 7 8

(1) A mailroom clerk was late three A
times in one week. On the .third .
occasion, the manager said,
"I want to remind you that the
company has been good to you and
expects its employees to be
- loyal 'in return by Being on L
time." , ' 1 2 3 4 5. 6 7 - 8

(2) The rate for key punching cards
for computer use was slowing
down. The supervisor said,

"I'm going to begin replacing 7
you people if the average key E ‘ o

strokes per minute doesn't = o o : .
increase." v 1 2 3 4 .5 6 7 8

(3) An employee was absent two _
Mondays per month for the past
two months. The supervisor ,
said, "'As the person respon= -

. sible for the production of
this unit, I want your Monday
absenteeism to stop." 12 3. 4 5 6 7. 8

(4) Data processors in the Systems
. Department were making incorrect
entries. The supervisor informed
~ them, "I've estimated the cost of
an error to be $87.50 in man hours - _
and computer time." -1 2 3 4 5 6 7 8

(5) The Persohnel Manager, concerned
»~ about recruiting time, said to
the recruiting officer,



.\ STRONGLY ’ STRONGLY
; DISAGREE ° _ AGREE

f 1 2 3 & 5§ 3

"When I had your job, I

decreased recruiting time

by 10%. You're like me in

many ways so I'll look

forward to some new ideas. . 1 2" 3 4 5 -6 7

(6) The women in packaging at
a candy factory complained
about the foul language of
the machine operator. The
supervisor then warned.
"Clean up your language or
: I"11 transfer you to another :
department!" . 1 2 3 4 5 6 7

(7) A device recorded each time
a bus accelerated or braked -
too Quickly A supervisor: .
said, "Proper driving saves
on repairs. The best driver
of the week will be ann-
ounced in the newsletter and
get two theatre tickets." 1 2 3 4 5 6 7

(8) There wasalot of gambling , .
among the men at lunch _ . - : -
hours. The supervisor : :
invited a person jrom - ,

Gambler's Anonynous to e

describe the personal S

tragedies that result from ‘

gambling : . 1 2 3 4 5. 6 7

(9) Follow1ng a f1re inspectlon
' "a new "No Smoking" area was’
created in a plant. . The area
supervisor called a short
meeting and announced that
there is to be no smoking . , : :
in the new area. 1 2 '3 4 5. 6 7

(10) staff were taking extended
coffee breaks. The supervisor
circulated a memo. It said s
each time one ﬁhird’of the A B c D £



(11)

STRONGLY
DISAGREE
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STRONGLY
AGREE

1" 2

staff take extended bgyeaks,
it costs $8,000 in lost time
and delays in production. He

- added 1it's in the company's
- best interest to follow the

set break periods. 7 1,2

At a regional manager's
meeting, the direétor said,
"I've reviewed your sales
records and they are good,
but I feel we can trim some of
our costs. Those reducing
cost of sales by 157 can

' expect a bonus at the end ‘
~ of the quarter.” ‘ 1 2

(12)

(13)

\
Actual costs have been

‘exceeding project estimates

by $5,000.00. The manager
called the project estimator
in and said, "Joe, we've
been ‘through a lot together.

fI m asking you as an old .
friend, we 've got to bring our Y
figures into line o2

Production schedules‘fell
behind so quallty control
checks weren't done. The .

'e.;plant manager sent a. direc— ’
tive, "Quality control :

(14)

reports must been done on
all product runs.' .. 1 2

An average performer was’
constantly complaining '

about  unfair company policy.

His supervisor said, "If you
don't quit your belly—aching

I'1l have to take dis-

ciplinary action - take this as a

warning.' ' I 1 2,

7 8



o

STRONGLY  'STRONGLY
DISAGREE AGREE

.

1 2 3 4 5 6 7 8

(15) Wanting to increase

' productivity, a super-
visor said to his staff,
"Increase the number of
invoices processed per"
~week and I'11 make sure _ k »

v . it's viewed in a p031tive ' s : u

light at evaluation time. ‘ 1 . 2 3 4 5 6., 7 8

(16) A staff member, w1thout a
demanding work load, refused.
to take on a new task. The
supervisor urged him to
‘reconsider, "By taking
on.this new task, the company = : :
will save the cost of hiring = - I A
‘ and tra1n1ng a part time help” 1 2 3.4 5. 6 7 .8

(17) At year end, .the manager
- wanted his staff to work
overtime. He said, '"We've -
“got a good team here and I
‘ask you more as your team
- leader. than boss to put' in . o L
a few hours of overtime." . 1- 2 .3 b 5 6. -7 8

- (18) Because of the ‘secretary's
work: oVefload the super-= -
‘visor said to the staff,

- "From now on, I'want all"

h of you to: take your own S L L - : S

__ . -incoming calls directly." 1.2 3 45 .6 7 8

(19) Having observed staff

leaving early on Friday . ,
afternoons, a supervisor S
posted a memo, "Anyone o '
leaving the work area before
a shift end will receive "~/
a letter of warning the

- first. time and two day _ A . R »

~ suspension the second time" 1 2. 3 . 4 5 6 7 8



(20)

@1

with less delay.

STRONGLY
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STRONGLY
'AGREE

A manger wanted acci-

dent reports completed -

more accurately and submitte
He said,
"The unit head with the\best

: improvement in the next pix

month period will be’ awarded
two dinner/theater tickets

‘In an dttempt to increadse .

- wine sales, -a restaurant’ .’

(22).

[manager decided to. give

waiters a bonus: for selling

“wine to 45% of his- tables
;-each nlght

E

A maintenance supérvisor7
found an employee hoarding

tools. “"You .are: supposed

DISAGREE

1

d

1

. to return the, tools to the .

23y

rack so others can use. ‘them..
CIf T see that again, you ll: 3
jbe out on’ your ear. -

A supervisor noticed a -
summer student wandering

- away from the work area.
- "Get back toyour work -

"station-and don't leave.

Vit withbut'permission;”

ey

Absenteeism was up and
productivity down at a

_refrigerator repair company.
The district manager said

to his fiéld supervisors,
"I'm asking a personal ' .

favour of all of you' - see

©1f you can tackle this

summer slump

5 6 7 8
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STRONGLY - *~ * °  STRONGLY
" DISAGREE » . - AGREE

(25) An argument occurred among

" (26).

two’ employees as a result

of a racial slur. The supere
visor intervened, "According
to new legislation and our -
amended company policy,»
racial remarks are out of

‘bounds

A manager responsible for
flight reservations annOunced

" "In an effort to stimulate’

v”_sales we will offer a cash
. -bonus for ‘the ticket agent’ ..
ibooking the most return trips

B '(2_'7.)

A series of practical Jokes

1 2 .3 4 5 .6 7 8

resulted in a fight between‘v,v

Mike and Ernie. Their Super-‘;:

o "visor said, " Any more,
. nonsense and one of you will:
_‘be rescheduled on to the:
"night shlft "

(28)

Aksupervisor'was upset by
the graffiti written on the -

. washroom walls. At a staff,

‘meeting he sald, " From nOW'.

 on, bathrobm”art is dead.

" (29) 2

"I've worked here a long time

“'want no more graffiti in theb
_washroom : - :

A new employee hung a. picture
of Hitler above his work-
bench. The supervisor said,

" and know everyone quite well.
- That picture is going to

“offend some people."




_STRONGLY . . .STRONGLY
'DISAGREE | L AGREE

1 2 3 4 5 6 7. 8.

(30) A lady complained about
a Street construction
crew's vulgar comments ‘
"and whistling. The manager.
rsaid, ! I want you guys to
conduct yourselves properly
e and that includes no Swearlng : - e T
~in public e 123 4 5 6 7. 8. .

".'i»(3l) A'hydro“repairman s T¥shirt'

»dépicted a - dinosaur and read
""Fossil -fuels’are extinct"
.- His supervisor ‘commented.
" "It would be much better for
- the company's image if you . . .
. .didn't Vear=that'T—Shirt.V L2 3k 5 6 7 8L

(32) A shipping manager was con-
. cerned’ about. the amount of
damaged inventory in the

“warehouse. ‘He called a

-special meeting of the fork: . ' R T L
1ift drivers and said, "I ,A“f.f»"i S TR SN S
want you to slow down.and be . i - BT T R

"(33) The RAM-JET Corporation was.
' faced with falling sales and e
- skyrocketing costs. ~The
 production manager warned, '
"If productivity doesn't pick
~ ‘up around here, there will S - : : o
- be a lot of lay-offst 1. 2 3 "4 5 .6 .7 8-

~ (34) A supervisor came upon big
. George beating up a vending
maching and said, "I know -
it's a bandit, but do me a L _ :
- favour George, take it eas& 8 LT e
on the machine C 1 2 3 4 5 6 7. 8



(35)

STRONGLY
DISAGREE
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| STRONGLY

- 'AGREE

A mail courier couldn t f

‘resist’ pinching the

- attractive receptionist.

~The office manager said, .
“"Antonio! I must remind’

‘you ‘that we have a policy

" ment. : : \1 .

(36)

forbldding sexual harrass-

A truck drlver was. continually o

running behind schedule. His:

. . supervisor said, ”If there is
- a 50% improvement over the o

" next three months,:we'll

i -:award you: that radio_you
_f'aIWays talk about

LGB

Martiniwas uSually found near»r .
- -Sheila's desk. The supervisor'h, L
.finally said, "Keep your . -

t'lgromance from interfering with'

o Martln to another branch " r.h~

L (38) ¢

'-regions with warmer cllmates o

~‘company:. goals,'

(39)

your: ‘work or I1'11 transfer

Consultants spent more time than

necessary on .projects. in -

The manager wrote a memo, -
"Reducing the time. spent on:
each project will reflect
your sincere commitment to

3

In a restaur t, the. cash ailed
_to balance with the cash -
‘;register tapes The mdnager’ said .

"If you balance four out of -

1‘five ~days, you get a choice
of shift thegs next week."

‘"

.6 7. 8



- (40)

.. stating.

STRONGLY
DISAGREE
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STRONGLY
AGREE .

T 2.

A manager,cireulated a memo
" We are stdrting -

- a new fitness program and

- sign up.

encouraged all employees to R
. Experts tell us -the’

- program will benefit our : ¢

(1)

- lunch room,
- cautioned, .

;”k425

-productivity, reducing: 51ck

company. by increa81ng

time, and improving morale.' 1 2

As a practical Joke, Jim lit
a:lunch bag on fire in the
The superv1sor
"If anyone pulls.
a’'dangerous stunt like that® -
agaln, there 11 be a-30 day

suspension - L2

Some employees book off -

e vdurlng the: hunting season

~The supervisor said,-

"We' re A

B backlogged and ‘sales is on"b

B my back.

Could you: do me

Ca personal favour by post—

ey

'[poning your vacation Mo 1jhvv2

To reduce—gersonal inJuries'

_to employees of super- tankers
the manager of shlpping

introduced a’program, -

~"The ship. with the best .

record will have the honour

of raising this special

1_fsafety award flag." "j’;Jf-vl “‘zi‘ftj:_s-

(44) |
N 'register several times. - The

Maria forgot to lock the bashh_i

manager referred to:some crime
statistics and said, "You are’
doing the same thing as- these
burgled homeowners ‘who didn t

.block their ‘doors. - you

-»invite crime'? S L }‘lw"'lz o

34 5 6 7 8

]
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STRONGLY . " STRONGLY
DISAGREE - AGREE
I 2 3 4 5 6 7 8

(45) A supefvisor‘wantipg to )
improve attendance said, S .
"I haven't missed a day of - : o ‘
work in the past five years. .= SRR 3
Like me, you care about what = . Ly
“happens around here so let's: ' ‘ i
see; some more records . S S - S
like mine. " ot 12 3 % 5 6 7 8

e
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