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" power in organizations as it concerns admln{atn@ﬂpmﬁ«m ?%w‘@xercise of B e
1 Wy o T
e

‘power can be- described as being related to’ éoﬁtﬁ§§'J

%*?
VanYF
5%
I
:}"
(0.

entities involved in ‘the, power relationshlp -'in thi;;study,. the . _ : ' '?“
entities con51st of the admlnistrator and the subordinates(s),\(Z) the ’ S S

Vo

~process of exerciSLng pOWet - in this studyo the power process reflects
theWadministrator's capacity to'exercise power*land'is»a function of,the

5 ’.\_

g'power relationship, (3) the outcome of the exer01se of power - in this
~St?dy, the outcome consists of changes in the subordinate s behav1our

4 ]

land/or attltudes, necessary to facilltate the organizational goals,;and

. , ~,
(4) the social context withln which power 1s exercised - 1n thls study,

S
\

mmthe soclél con%ext is the organlzational sett1n° _ 4/;"/i;éﬂ,,c~—eé—

The résearch procedure undertaxen con51sts of a review and

s
[

._critical analysis of the relevant literature. A phileophical and

T
. T e

analytlcal approach is adopted 1n/drawing implicatlons for - : I L
‘. / . . . ' ' ) . . '
’administratorswfrom_themdata.’ Because the‘concern-in this study focuses

Con the area‘of'organizationalitheory,'no empirical data 1is generated:to

_either'sUpport or refute;conclusions,made. Suggestions for further

. study inC1Ude ideas for emplrical research based upon the conclusio; : ~’%4f—*”‘f:

N o y N RN ; Y ) oy . : i /,

this thesis.um_-,Mw,-»w~w*f~j"~ ' N N S TR //:
/. A clear distinction is.made betyeen power and. authority, power -n/

’7§esiding'in;per90nal interaction aqd authority residing_in an

/organizational position. The‘concept of power proposed:here may be:

4;\statedfas follows: . power lS the administrator s personal ability to



* ‘>

¢

';effect change in a snbordinate‘s behaViour and/of attitude;'necessary to
thejaccomplishment of the organizational goals, the administrator's
ability or capacity to exercise influence is a function of the
relationship between himself and the subordinate,. andhthe exercise of
this’influence occurs- in an organization.'" ) L R | f

‘The authority vested Jh‘an administrator's position is seldom

sufficient ia. managing the respon51bility also inHerent in that

p051tion It is proposed that responsible acquisition and exerCisecﬂiwﬂ
_power can . increase an administrator s base of control beyond the

traditional positional authority.‘ Organizational effectivhness is
determined by the achievement of organizational goals ,The exercise of .

power can largely determine administrative effectiveness and thereby

eishave a algniricaht impact»on.organizational effectiveness. ", ) ', /

~
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£ . INTRODUCTION =, -

© - Power is one of.the-most'eluSive conceptsuinmthe social sciences;

;Con51dering that power is’ an important element An soc1al 1nteraction 'f'd

, . i . Lo :
“.the subject of poyer appears 1nfrequbntly in the llterature Further

_ 5 : . T
-much of the eXLSting llterature on power appears to be’ vague or»

Ry
: kS
t Sl o

:contradlctory

In his book entltled Power, Bertrand Russell (1938 12) concernsf.o*ﬁ’

S

himself throughout with demonstratlng that z..the fundamental concept

v‘of soc1al science is Power,‘in the same sense 1n which Energy is the

'_fundamental cqnfept in. physics.':f~'5fj ;"

B An organlzatlon is one of the many soc1al entltles 1n whlch a study
"f"of power in soc1al 1nteraction can be undertaken. DThe concept of

organlzation adopted in.this the51s is that of ‘a: group of material’and
Lvhuman resources united for the accomplfshment of: some goalbor purpose.th:jx'
’dfThe administrator may be regarded.as a force or’entltybin the ; N

Pl . . s : ; ca .
"ﬁorganization responsible for channeling all efforts and behav1our toward“aw'

o the accomplishment of some organizational purpose. Slnce educatlonal

‘}ffadministration is undertaken in organizations,v he study of power 1sji’gff-
1important to thevnnderstandlng‘ofaeducational administratlon; fff

.
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, .

Purposé;of3thev8tudy
The purpose of this study is to rev1ew and analyze“the concept of
J' S
More specifically )

V

i

power in organizations as it ‘concerns adminlstrators-
the purpose is” to conduct a study of personal power which is not to be
legltiméte :

{

.r;' . .
con%used with authorlty, or as French and Raven refer to 1t,
:power" or position'pOWer -as’ Et21on1 calls 1tl';-, l /
},' ) - / . . A “»J"‘
L ’ ot ;. ol R U
. DRI T Al s ot c . !
R . o i o i ; : agd
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- SignifiCance~o£ the,Study ‘ ,
R ,‘."]-~ T g L T
Although administrators have someﬁdegree;of authprity.inheréht in

_their position, an intelligent responsible acquiSition and exercise of

-power can increase an administrator s base of’ control beyond the

-
2

3traditional authority vested in the pOSlthHThEId Organizational’

/

effectiveness is determined bv ghe achievement of. organizational goals

';An administrator dedicated to organizational effectiveness can be an,'

gasset to the organization, especially if the administrator Operates from

Ca control base extended by his exercise of power " ”7'4n;_ B

It is proposed;ithen \that one. s1gnificant disclosure in g

A
\!v

;H‘undertaking a study of power in organizations is the way in which an
administrator Can acquire a w1der base of control.- Authority and power j
R g . D O P v o

/.

L‘jcan be used together ‘to- increase administrative effectiveness.__The

2 . B - -

'1comb1nation of position power or authority, and personal power or Simply
a?power, can facilitate both the amount of influence an administrator has

:‘over organizational behaviour as well the range of behaviour affected

;_"‘ . : LN s
B . .

: Also, because the bases of power and authority differ,,the number of

t

\‘.persons influenced will be greater through thefusf3of both power and

v'lauthority. ° 7Vr=’l‘ slzyl :e‘ad »I,:'f 2£1‘, »;'_. v,‘ .,__:‘
S The value of an empirical study is sometimes more rea&ily apparent

. . . .p;ﬁ' ) . .
'Athan the value of a. theoretical study in thesis writing. In order to Ll
" ) i

i, =

-undertake any kind of empirical research a sound hypothesis must be f,f,
blproposed This hypothesis is derived from many sources, one source,

ﬂTbeing a review of the literature an analytical and critical examination



o . . B . “ . .
e . : et , . .
[

'fof that llterature, and a logical and reational argument based upOn that

o

examination, 1eading to some - conclu51ons.‘ In- an empirical study those

conclusions become researchable hypotheses.'

L
!‘

The information gathering process then can be vieWed as a circular

‘proceSSu Theoretical research is conducted yielding certain conclusions
. N N }!
which become testable hypotheses and are SubJected to empirical

- \ - .’ PO | : - g it

; iments.' From the results of these experiments new. hypotheses are

.genemé%ed which require additional theoretical research apd{so the
Process continues- ‘ -.;”" A :d ; \\\/

AlthOugh this thesis s limited to the theoretical research of the
v‘ existlng literature, the conclusions can serve as: 1mplications and |
hypotheses for further research both empirical‘and‘analytical Also
as ha% alreadylbeen mentioned little has beenbwrltten on power in the
field of administrative theory. A second reason;‘51gnif1cant 1n
undertaking a study of power in organizations asiit”concerns
:j,,administrators, is to add to the ex1st1ng literature on’ organizational

» : Lo

"j;_theory., A theoretical studx1can elucidate the concept of power and its

implications for administration and thereby address the organizationa

- L ! “a

concern:of effectiveness."'

RN



R © .. . " CHAPTER II . .

Sl
CTHE STUDY". |

T

At

The study undertaken in this thesis consists of a review and

'analysis of the concept of power in® organizations as it concerns

fadministrators- o L hv‘ P ' o LN
S L

v In this chapter the method used to. gather, analyze and present the ol

‘ftldata is outlined The study is then delineated with respect to
i'pdelimitations and limitations\\\Finally, the design of the study is

//t,.-.

f(described, consisting of the procédufe implemented 1n presenting the




Methodology

el

The research procedure used in this study consists of a review and

jcritical analysis of the relevant literature.f The range of literature

©

dealing with power is somewhat . extens1ve It -was necessarv therefore,

to concentrate upon studies of power relevant to administrative theory
t v o

.The blbllography is by no’ means exhaustive but an attempt was made to e
draw from relevant sources in the social psychological political and

:related‘disciplines. The literature review was concluded,whenlthe
i C ..‘ . '. v.; ’ ’ . o ' . . b

content of-the,readings became repetitious,and”redundantu
' The volume of the data generated by a review of the literature was

limitedjto an‘extent~manageable_in a masters thesis Therefore,

: e
[

,”feasibilitY'is another.factOriwhich.dictated;the dimensionskof the

'literature rev1ew.‘ .

’

An assumption made‘in analy21ng.the‘dat§ is that administrativi
'.:effectiveness is causally related ‘to organlzational effectiveness An 3
‘iintelligent;-informed use of power is assumed to. fac1litate an -
~administrator s effectiveness | An assessment ‘and analysis of the data
v'fislbased upon the data s contribution to administrative and ”

’-organizational effectiveness.

A philosophical and analytical approach is:. adopted in drawing
',implications for administrators from the data It must be acknowledged
? . . |

'f_that no empirical data 1s generated to either support or refute

conclusions made Appraisal of the arguments must be based upon the

[

.‘reader s assessment of. the,strength and quallty of the arguments

proposed and the con31stency and cohe31veness of the thesis itself



it Theppresentatidn of the data.is detailed n the "Design” Section-ot

4

" this chapter. Generally, the’ concept of.. power s presented as it-1s

ie
{

found in the literature The individual's relat on to power is then ¢

-examrined followed by-a study of the nature of power behaviOur as it is

reflected throngh the social—psychological notion{of perception. The v!_";

-'dconcept of power spec1f1cally in organlzations is then discussed Much

. of the,literature presented in these chapters is drawn together-in the-
- examination of the dynamices of power. T e L '
" As the order of‘the chapters indicate the literature on power is
’ N . . . ’ . o -

presentedfbeginning with a‘relatively‘narrow.foous on-the concept_ofa"
' pover itself and broadens in. scope to. include the individual and the f

.vorganization. The reason for the employment of this method of

presentation is the dlfficulty of the concept of power It is 1mportant vp

that the concept of power adopted in this thesis be’ initiallv erlored
fand;clearly outlined prior_to-more complicated 1nvestigations of power

_in various conjunctions.

O



‘-Delimitations‘

The scope of this study is limited to the concept of power in

organizations as it “concerns administrators The distinction between

. the roles of administrators and managers is an 1mportant one.

g

Litchfieldc(1956 4-5) 1dentifies three broad functional areas' of
'administratidn'i policy [making] which he defines as a statement of
'g‘objectives, resource. [management], whichdincludes people money, .
authority and material and [decision] execution which he claimsvis the
"integration and synthesis of policy and resources in order to achieve

‘the organizational goa& . The ‘role of a manager . is to manage
\

resources.' Therefore,:of the three areas of responSibility of the
administrator identified bY‘Litchfield,_thersecond one may be described

as the managerial role The role of an administrator, then,vis.wider
than that of the manager in. that lt encompasses a w1der range of

S

responsibilities

Because management is the distribution “and. direction of
iorganizational reSOurces; management nay be viewed as one aspect of -
administration Power plays anlimportant part in the role of the manger

spec1ficially in the ‘directing of human resources Kotter (1979 1-2)
: : : cd :
claims that \5‘ ’ . ‘ R STy

. . : : )
;o . I B

Power oriented behaviour can have an impact on managerial career.

progress, -on- job performance, on organizational effectiveness, and

on the.lives of many. people.. -In light of these basic facts, it is
surprising how little has been written on powver, and management

Many authors do not make a clear distinction between power and

authority _ Although the foCus of this study‘is on power, occaSional

references to authority are made in order to distinguish between the

Ltwo.
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While power may be described as the ability to affect subordinate

. \ l .
‘affeet that same behaviour. To use Etzioni's (1961) dichotomy ‘power may

be seen as "person power’ whiiefanthority is’"position power.”

.Cartwright (1965:102) deecribes the differences between power "and

authority in‘the.orgeni;etional settimg. |
'Pdwer is_seen-hetexas an aspect oflén informal soeia ‘relatiOnshin
based- on the ablllty of one person to  contribute to the gratificaf
tion or. deprivation'of another's needs. But . authority is an aspect
of the formal strueture of a group Based on the role prescrlptlons -
and founded in the ndrm system- of the group.

‘lEvery otganizationel position carries‘with it some level of
authority. However, it/is largely the personal element abiiity, skill,
or capacity to influence another person which ;s examined in this
thesigw S v o | B R . .' - _ o

:The inpottance‘of_the relational»éspect is stfessed in this epncept
of ponet because\the exptession of power*iétprimariily:a function Qf'
bersqnai interaction; To be called a power relationghip, both entltles
involved muet(éeen 1t‘so. ;- Muech Cen'be foundrin the literature releting
to.the entitf who wields'the power, nefein called the pewer HOleef, but
1ittie is written abougﬁthevequally important entit§, herein called the
;nower essenter;'.This ehoice oflte:m denotee an aetiVe; eecieive;J
. deliterate_aeﬁeptance on the‘part of‘the ppwet assenterﬁef the ponet“
vhoider‘s'neﬁer. ‘Impiied in»the interadtien'iswthe power assenter's
deciéion:regarding legitimation of tnét power‘and égbsqueﬁ:”' A
ecquiescencef;q it.A Tﬁé power essenter is not viewed as a’paesive,

' subservient subdfdinate'but as an active,tpetticipanthin the power

relatibnship and in thatvfespect also holds some degree of power.

-
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There are many different motives asspciated with acquiring and

utiiising powef. Although it is ack#owledged that some admini#trators

Nt g
Ao 7 [
\

in organizations do seek and exercise power to further-their'owh

_personal interests, that type of individual is hot'addresgéd in this

thesls. The assumpti6n is made that the role of the admihistrator is to

“undertake the achievéhéﬁt of organiiational_goals; This thesis,

- addresses the concept of power where.its usage contributes to .the’

achievement of o:ganizational'gdals.

e



E N

Limitatiouns

Because of the theoretical approach of ‘this study, the author 1is

’constantly conscious of‘avoiding the problem.of researcher bias. Since

there is little in the-way of determining "rightnesS"'or "wrongness” of

~" "y

the argument except for some discussion with interested parties,

personal inclination can affect such things as literature selection, its

. interpretation and critical»eValuation; objectiveness of the argument

and conclusions made.

The way in which bias was guarded against, was the deliberate»

'seeking out of dissenting views in the literature review A balance :’

including both agreeable and dlssenting views was attempted and

I4

H . §
‘obJectlve conSideration given to both. : . L

Because so little research on- power has been conducted in the

educational adminlstratlon field, much of the study is compiled from

many’%lfferent disciplines and avenues in the literature. As a result,

the researcher has found it necessary to maKe T many quantum leaps” in

the compiiation of the data as well as in .the implicatlons concluded.



bestgn . | o \

"here The literature review is undertaken in Chapters IIT to VIII

The design of this study is not the usual one adopted in most

— N

theses. Because it is largely a review and analysis or\the\literature,

the literature review itself.comprises the bulh of this thesis. While

most authors of theses undertake a re of the literature-in one
\ ' : : -

chapter and the discussion in another, a different metho

inclusive.  Each of these six chapters is divided into four parts the

n,

introduction of the chapter, the literdture review ‘the summary of the

literature review and the discussion of the same.

Chapter I is the introduction to the thesis, where the purpose and’
he Significance of the study is outlined. 'Chapter I1 contains: the | ‘ '0.
approach taken to thﬁ study and in it the’ methodology is Outlined e

’

delimitations and limitations are discussed and the design of the. study

is explained f*

Because it is ‘such a difficult concept to grasp, power is a/dressed d

h*directly in the first two chapters of the literature rev1ew, Chapters-

IIT and IV. McCarty and Ramsey (1971 xx1ii) affirm that “The most

' problematic aspect of power is determining its structure,‘not whether it

actually eXistsr B Assumed at the outset of this theSis is that power

does indeed exist\a\d\that the attempt here is to detemine its -

'ﬁcapacity of power is discussed and later reconciled in the power o

structure. T

- . }

Many of the definitions found in- the literature are. reviewed in

h7Chapter.III.f The relatioral aspect of. power is examined and the -

&

'relationship Finally, some of the various approaches to power are

j\described concluding with the approach taken in this thesis

— L "



~ : | | 13

For the purpose of this study four factors‘important to the
" exercise of power are identified: (1) the entities or pérsons involved

in the power relationship; (2) the power process or the way in which

power is exercised; (3) the outcomes resulting from the exercise of
power; and (4) the social context in which the exercise of power

occurs. An examination Qf outcomes 1is left in pe competent hands of

e

# g

" the social-psychologists. The main concern of t%ls thesis iswthe ower -

‘ BRI

process. ‘The entities and the social contegt are both discussed insofar

as they'lend an undersﬁanding to the process.

The entities in the power relationship are discussed in the next
twO»chapters.~ In Chapter 5 "Power and\the Indlvidual j the impulse co '
'power is exemined. ‘Iﬁ discussing the power motive, both the

instrumental'and intrinsic'values of pdwer are considered. The question

In Chapter 6. the power holder is.examined with.reference to self
.and group perceptions which allegedly 1nfluence the’ exercise of power.

This chapter i% included because it appears ‘that 7ore attention needs to

be given,to(thevsubtle, less observable factors Vhich can have an impact
on.the powerféroCees.
- _ . o
The socidl context of the orgéﬁization is emphasized in Chapter 7,

Lo o 1) . . ; . .
with speg%éic teference to how power fupctions in thevorganizational

.
< !

setting. . . - T R |

.In'Chaptef.8, "The Dxnamics‘of,Power", many:.of - the argdments

‘»p:cposec in the earlier-chaptere are'cied,togethet. Al though the

process of power is largely examined, some refererice is also made to the

s
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entities and the soclal context in the expreise of power. The tactics

surrounding the acquisition and use of power In the organizational
. i
setting as 1t concerns administrators ls the main conslderation in this

chapter.



| CHAPTER ITT - . *

7 7| CONCEPT OF POWER .

In undertaking a study of power it lS necessary,
. 1

/4"examine the concept as 1t 1s reViewed in the literature., In this

o

chapter various definitions of power are examined and specific_

e

: components of those definitions are highlighted The relational aspect

‘3of power is examined in some detail and" discussed relative to. the

M
v

- Tconcept of power as an 1ndividual capacity

:are examined and a dlscussion follows which ties together the various
vasections An- order to derive ‘a clearer
| _ DN e T S
power. Lt it

at the outset, tor

Various approaches o power :

understanding of the concept of s

AR

i

i A

L

"o

S
b
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'Defining Power,

The literature on. power is exten51ve and transcends many “aca emic
disc1plines. It is understandable, then that there ex1sts almost as‘
; many different definitions of power as’there are writers on the‘ OplC,,i

and as Dorwin Cartwright points out, ﬁhe differences are not merelv

semantic T A

I

As varied ‘as; they may be, many of the definitions appear to focus'-

R N

upon one or more of three areas of power behav1oural response by theﬁ

—
%

'_"N‘/ S . . : - "~,i

pow;fjassenter, which has been defined as the outcome of the power B

»

‘exerc1se,'the relational aspect of power denoting that it is a function

of both entities 1n the power relationship, and power as a personal

vV'Capacity;tor‘ability;' Manv definitions fall into the first category,.f

pos51bly because behaVioural response 1s an external measurable outcome’_:'E

ey

of power and therefore v1sible to- some extent., R ff:‘f'f';,u'

-

;]'V] Simon (Cartwright 1959 186) maintains that the assertion ‘A has‘

powar over B" can be replaced by A s behaviour causes B 5. behaviour

<

Similarly, Dahl s (op c1t) intuitive idea of power is that the measure

: b

of A's power over B is determined by the extent to which A can get B to

“f

do something that B would not do otherwise. What these authors are
'saying is that power can be measured externally in the behav1oural
: change believed to be caused by the exercise of power.'

k The relational aspect of power is another focus of manyfdefinitions'-ij-

‘found*in;the’literaturek Weber (1964 117) defines power as'.

T



that opportunity existing within a social relationship which
permits one to carry out ,one' s own will even against resistance and
regardless of the basis on which this opportunity rests

Hall (1982 131) also claims that power is. relational and that one

cannot have power in isolation f"i“,. ;'i~‘ . [ R e

In his defintion, Emerson (op Cit) takes the relational aspect one.f

l»step further and suggests that power reSides impliCity in, the other kN

z-dependency " That is, tnt two people in a power relationship are't'.'
':mutually dependent upon each other

Jacobs (l97l 216) writes that one of the essential features of

:p0Wer is ™ that power lS an, aspect of a. relationship between two

- : ¢ : . : :
'people, not an attribute of a given person Similarly, Wolfe (1975 100)

:defines power as ‘a soc1al relationship and not a personal attribute

1
o

"The soufce or the basis of power is found in both entities in the soc1al

P

,relationship, or 1n the 1nteraction betwaen the two
w , - . , : o
All of these definitions support the idea that power 1s a function s

f of both the power holder and’the power assenter Although this point is

discussed in greater detaid in the discussion portion of this chapter, k“

'v'lt should be noted here that both Jacobs and Wolfe specifically declare b“"

ﬂ.that power is not aApersonal attribute of the'power holder :‘bﬂ’:i
The third area«of power attended to in many definitions found in
.T_the literature‘is that of personal ability or capaCity.( Metcalf‘and
‘s Urwick (1965 100) claim that if unhindered power is ‘a self—v?

s

:developing capaCitys i Bertrand Russell (1938 12) Views power as the
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‘ According to Blau (1976 116) power is "-.,theVabilitY'of(persons'or,
groups to impose their will on others despite resistance ,:Tawney“ alr
:(op cit) defines‘power‘as the capacitw of an individual to modify the f't
behaViour of other indiViduals in the manner he/she desires ~ This Fad
':COmbines both the behavioural‘response-andgrelational,aspect‘of power,
sas does Russell s definition | | | | e '

\
Similarly, Kotter (1979 l) Suggests that

~

Power is a measure of ‘a- person g potential to get others to do what
“"he'or- she” wants: them to .dojs. as well as. to-avoid being forced by
others to. do what he or she does not want” to do.v,

'iKotter qualifies his definition with the understandiné‘that the
;direction of power must be onlyﬂone way,VWith no influence beingA
irewersed,, ﬁ?f?} ¢ention~is:nadé again.ofrthe,outcome}of‘theipoWQr;*4
iexerCise g | | L

In the Compact Edition of the Oxford Dictionary;_(Vol II Oxford
-»-University Press, 1971 p.11213), power is- defined ‘as: the ability to ‘
‘-fdo or- effect something, to act upon a person ar- thing, a particular

f}faculty of body or mind the active prinCiple of producing some effect

According to the above definitions, power resides in the power holder inj_f'V

-~;-/ B

nfthe fornbof’some capaCitw or ability,.which‘would appear to contradict
' ._the‘relational-aspect of power. This pOint will be conSidered in therbjf

'adiscussion section of this chapter | _“ﬂ‘ " |
| Two additional definitions draw the reader.s attentionvto‘two other
”‘areas'of]poweriuoc;yetlmentioned these’are, the process of‘the power‘j; R

b

u}jexercise,-andVinternalizationﬁrésultingffrom that.process;
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: While there’are‘many'oefinitionsnoffpowerwwhieh~focu§(?;;’ﬁ/—lu
.behaviOUral response as an‘outcone ofvthe;exercise‘of power, few focus
.on‘the process.i"

Bierstedt (Wrong, 1979 21) defines power simply as, the ability to h‘j~'
7employ force or sanctions, not ‘their actual employment., He is drawingav‘
',hthe reader s attention to the ifspositional nature of power here; an ;
finea which 1s alscussed at. length in-a later chapter

| Lasswellland Kaplan (Cartwright l975 186) define power as a o
fspecial exercise of 1nfluencekwhere, by the use of actual or threatenedwy
: deprivations for nonconfornity, oae'undertakes the process of affecting‘
“the policies of othefs While Lasswell and Kap}an‘attend to the process r
l»_“of power they also 1ntroducebthe notion of 1nternalization policy |
‘3[ change requiring’more than behaVioural response on the part of. the powerﬁl
iassenter'i Tolmake a policy change ‘an indiv1dual has‘to be conyinced‘
‘rthat the change‘should be embraced by him not.only now but also in the
:future, This requires ‘a- change in his belief system. Thus, the policy
 becomes intern'ali‘zed L R |

Ve



' The Power Relationship

Upon a-reader s 1nitial exposure to the bulk of literature written'

Exs : »

in the -area of power, it would seem that two camps exist regarding
whether power is- the function of a relationship or whether it. reSides 1n
“the power holder. In this section and the next the background for this

discu551on 1s developed and some concluSions are drawn in the discu351on |
: - =

section of7this chapter;* Also, ‘some of the many elements involved in a
power relationship are examined including various authors descriptions

of a power relationship

Bachrach and Baratz (1969 101) maintain that .prwefpis

n ‘relational as opposed to posse551ve or substantive.'f Therefore,'one e

\ cannot accurately say that X “has power or that Y- 1s power Y- it is ’
s - - . : ) L S ¢ :

- neither a posse531on nor ‘a property of a person or group 5";;.one S .

-

cannot have power in a vacuum, but only 1n relation to someone‘else
' Power is’: a kind of agreement then It resides 1n the subordinate'3
‘a$ well .as the administrator in that the formervlegitimizes or.
vrrecognises_the“pOWer. Similarly, Kahn and Boulding maintain that a‘
certain amount of genuine,'enot coerced consent has to be given to the
“hpower.holder by the“power assenter for the pOWer relationship to be'.

h effective.‘ What these writers are saying is that there cannot ‘be
leaders without‘rollowers.p Power eXists because both'entities recognize o
.and legitimize it'— itvoriginates rrom £wo | sources.'

Although the coaperational element is- apparent in the\interactive -

I

: rprocess Jacobs (1971 216) cautions his readers with albasic postulate



contained in most- theoretical frameworks of power - "...there are costs

-
associated with the use of powar apparently derived from two sources

The first cost, compliance in the face of exercised power, has a.
negative value in this cultureu contends Jacobs, hecause it is based onv
the concept of coerCion The second cost stens from‘the‘power
differential between those holding,vand not holding ‘power. . ihe greatéf,

the extent'of the power differential, the greater the likelihood that |

the person With power may unintentionally damage ‘the other person

holding less or no power Either of these elements may cause’ anXiety in

the power assenter,,which may lead to- resentment and reSistance
@ . .

: resulting’in'angattempt to: reduce the power differential seek

approval ‘on some other baSlS, or Withdraw from the relationship

Bachrach and Baratz (Ibid 102) describe the power relationship in

’~;more technical terms

A power relationship exmst’“when“(a) there is a conflict over
values’ or -course. of action between A- andQB (b) B complies with A s
wishes,'and (c) he does so because he i§%fearful that A will -7

~ deprive him- of a -value or values which he, B, regards more highly.
than those which’ would have been achieved by non—compliance.'

o ‘ i - . -

Wolfe (Ibid lOl) also 1ays out a scenario of a powerurelationship

: Two conditions are necessary for 0 to have power over P (a) P

‘must have needs or goals which he: feels can be satisfied or
» rattained with the help ‘of ‘another's resources. but not without' such
. help, and (b) P must perceive O as having resources which might ‘e .
made available to him. ~O's power over P is based on potential
: ;rewards when P perceives that O has- re30urces that P needs,fpi -
‘deSires, or values, or which have a pOSitive utility for P. It is.
. ‘based ‘on. potential punishments when *P - perceives that 0 might S
» vfactualize resources which.are negatively valent for P, or which’
3 have a negative utility w1th respect to P's needs deSires, or
e goals ' : : ‘

o1

N
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. ,
\ WOlfe (Ibld 100) introduces an element of flexibility into the

S

power relationship “Power is a concept of potent ial behav1our in a
. . . . /
soclal relationsqip;¢and allows for variation frpm One'behavioural

;region to another fron time to,time. That is'éo say that a power-
‘ relationship is notbabstatic’concept, nor ‘is 1t restricted temporally or
regionally. Beeause it'is 'potential behav1onr , according to Wolfe,ﬂ

?power‘can chanée“hands'dependfp; on,thé.timeﬁor situation. As Wolfe (op
‘ vcit).explains; "Inherpnt in this approach ié thevfact'that theipoweraof
»oiévér P.and thevpower of P-over O are conceptually inoependent-of each
other.": Here Wolfe introdnces power as;an inoependent Variable.

Mills (1963 8) describes a similar p051tlon. He wiews power,as

.the cepacity to make and to carry out dec151ons eren 1f others’
giresistf and holds that it.".;;functions.as an independent.50£1al
wariahle." | . : }
.Simon (Bell; 1969:72):alternatively,ﬁrecogni;es that’thepinfluence:
: 5f an element»can‘either he (15-independent,;withralltthe>rewerse
Ifeedback relations.ignqred,:or'(Z)‘theinet influence, Withﬁall the
'reciprocal‘inflnenczz.of other elenents upon;it..;In'other-WOrds;pthel
power which‘P has oyer’d'maypaffect the ontcomevofvan erereise of power
‘over P by O','_} . ‘ : ) : s
In the power relationship, the costs associated w1th the relational

B : A\ v
’aspect is a factor which an administrator may wish to conSider in

.

'defining the dimen51ons of his power relationshlps in the organization

According to the writers cited above, the admlnistrator will not: be
% . . KN .
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alone in defining these dimensioné becduse power is a function of the
interaction between two'entities and not a personal quality or

- characteristic. The dimensions of power are»diSQussedﬂiﬂ the following
. - B i . v

chapter.



Power: The Capacity ’ o

This section deals with a notion of power whieh'Metcalf and Urwick

call "genuine power”. The oonbept of power as a skill or a capacitf is
one which has been aﬁdressed by several anthOrs.'vSOmedof these authors

‘have -been examined. Othere requlre closer attention; A fairly lengthly

discourse by'Wrong (1979:1) iS'bresented here‘to open the discussion.

The most general use of the word, 'power' in English is as a
synonym for capacity, -skill, "or talent. This use encompasses
the capacity to engage in certain kinds of performance, or
skill! in the strict sense, the, capacxty to produce an effect
~ of some sort’ on the external world, and the phys1cal or
psychological energies underlying any and all human
performances - the 'power to act' itself; as it were.
... Applied in this sense to human energies, 'power is- equated
i with potency, or an ‘actor's general ability to produce
successful performances. S - :
The notion ‘of controllimg or acting on resistant materials is
- implicit in the idea of power as skill or capacity "Some -
.dwrlters have equated power in'this general sense with mastery,
or-with the ability 'to produce observed modlflcatlons in the
external wdrld'

k Inherent then‘in the oonoept of poweér as ‘a capaclty or skill is

©

. ) : . ) . . ' . S S
-the external observahle outcome which indicates the effectiveness of -

that skill. The power holder or actor as Wrong calls him, must be

aware in striving for external compllance that he does. not undermine the

desirable response of internalization or’policy change, as Lasswell and’
-Kaplan refer to it. More attention w1ll be given to this idea in a’

. BT .
later chapter.

-
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Aooording to-Metoalf and Urwick (1965:109), one caa confer
authority but oot‘pOWer7 Power cannotvbe dalégated because "gehuine
power is capacity.” It cannot be conferred because "-..powerlis\ther
,blossoming of experience. 'h "Power ia not a'pre—axisting thing which can
\vbe handed out to someone Or wrenched from someone”, maintaln Metcalf and:
Urwick (Ibid 111).
Although Metcalf and erick (Ibld 113) do not actually deflne what
'vthay refer to as "genuine poWer,' they describe its natural |
déyelopmaat;with the following.iilostrationi frhe instinct for
workmanship,"_ﬁhera at one time was»exproSSéd in the ihdiQidual'aaown ,
work, iafnow ekpreaSed in group production, théiindiaidualfhaving .
' mahagehent input‘regarding group orgahization)ahd‘the prodoctioh,:
techhiQuéf Whera "genuihe powér“ used to be a“soiitary capaoity it is
now reflected in the otganizatiohalfsattihg as a group effort. As.
‘Métcalf and Urwick deacribe it (op cit) .
.if we have any poweri any genuine power, let us hold on to it,
glet us not give it away. We could not anyway if we wanted to. We
can confer authority, but power: or -capacity, no man.can give or
take." The manager cannot share his power with division
'superintendent or foreman or workman, -but he can give them
- opportunities for developing their power.

ACcording to.Metoalf and Uréiih, gehuina power” 1is accompaaied by,
- or'reflectqdiin a senae of pride:or accomplishmént‘in'onc“S'proouction.
:The implications drahn by Metcalf and Urw1ck for an organizational
_setting appear to follow naturally from thls p01nt. These authors
suggest that power can be described4as an active, mental capaoity, an”i

blllty or faculty. According tofthis‘desoription power is more a

personal capacity than a positional attribute, as is authority.
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\\

\\\\Wrong (Ibid: 2) cautions his readers to "be aware “that "The

sociologtcgi\concept of power must not imply that it is an attribute of

S
—

an actor rather than\‘\relation between actors,‘whether individuals or -~

s o

\\\ggqgggisv The distinction~between\an\attributg\anfva capacity is an

‘ important one.',An'attribute is 2 personal,quality, p£855?fy~eﬁe ’

\~\.,\ ;
: T

characteristic and may exist independently of* any external 1nfluence A T

\
capacity-is,an.ability; facultym‘talent sklll < which can be cultivated

or dewelOped and therebzy}n}luenced'by external forces.

.

. - . ) ) o7 [ . i - ’
Relevant'to both the reIational aspect of‘power and the concept-of"

of’power which haS'been“found in many~of ‘the definitibns of power
already discussed. It has been stated by\hagy authors that one cannot
have power in' isolation - the manifestation of personal power‘is.in

.~ social interaction. e . X

~ Social interaction’can'occur'in.any type or size'of sodial setting, -
. . \\
ranging from a small family unit to a formallzed multi conglomerabe
_corporation.. The question arises whether the concept of power differs \\gg
4 N

according to‘the’the_type of social interaction: Cartwrlght (1965 183)

holds that -
. ) ‘ a
'No categorical distinction between 'large'|and 'small' social
‘entities can be maintained; such concepts as.influence, power, and -
authority (or their equivalents) must be e ployed in any adequate
treatment of gocial interactiOn wherever it may take place. '

-Cartwright (Ibid 183- 84) explains that S SR |

Although there are undeniably important differences between
“large, enduring social institutions and more temporary
relationships within smaller social entities, it does’ ‘not follow
that a single set of theortical constructs is inappropriate for

S
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| (;.;«,.J

treating both.” 6n,the contrary, developments within social

" psychology and within the disciplines concerned with institutions
are combining to strengthen the belief that the same concepts
.should be employed by both

4

Organizations are social instifutions and by their very nature have
\
any basic characteristlcs in common, whether they be family units or

— e — — ko

one theoretlcai construtt of power c0uld explaln power behav1our in any-
\ . N

organizatlonal‘settlng

While some authors"deem that variety in.organizational types
requlres variety 1n constructs of pover, others,'as Cartwright notes,

deem that the theoretical and emplrical approaches to the study of power

¢

.justify various power constructs. Cartwright (Ibid 185) makes the

2

~comment that

It is an unfortunate fact that the separation of work into 'pure

theory and 'brute emplrlcism ‘'has plagued the study of power
perhaps more ‘seriously than any other field of 1nvestigatlon. Work
of either extreme sort-is mno longer of much value.

N The toprc of power haslsuch a wide scope that both typeslof =
research are necessary in developing a useful construct of poner | Also;
- rsince ‘much study is undertaken in the.areas of organizatlonal behav10ur
'as_well as administrative theory the integration of theoretical and
enpirical meSearch is.necessary'to'a eomprehensive understanding of
k’power invorganizations as it ‘concerns administrators.
o g ~In summary,vthe comcept of'power asya capadity iS“Qell documented’
in the,literature,balthOugh itvappears‘to require some reconciliation -

with the relational aspect of power, since»refutatlon of either spect

| could be difficult. The idea that'powér occurs in social interaction.

«



is another key concept favoured by many writers in the area of power,

whether they focus on the relational aspect of power or the idea of

e

power as a capacity.

28
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. Approaches To Power |

The word :power' conJures upvmany.dlfferent 1npre351ons in people s

1minds .a 1arge number of then negative in nature bThe exercise of power
;:is a. definltional functlon of leadershlp ' Although most people would
cknowledgeVthat’leadership is a natural and necessary feature of any

HQ\organization, ev1dence found‘in the literature 1ndicates that ‘some’ still
.fbalk‘at thelidealof oﬁg.person enerc1singlpOWer over another . Kotter

',fquotes (1979 l) Zaleznik and de Vries who write,
. ; .
*Power is an ugly word It connotes dominance and subm1551on,
‘control and - acqulescence, one man's will at: the expense of another .
aman s self -esteem.+.Yet it is power, the ability to control and
"influence others; that prOV1des the.. ba51s for the: direction of
'porganizations and for “the attainment of social goals Leadership
liclS the exercise of power. o : :

S -
Bty L

;fAlthough Zaleznik and de Vries hold a negative v1ew of power, they
;admit to its usefulness and necessity in- an organization ;"f'7'
Blau (1976 xv) defines power as -’ control through negative B

anctions . Assoc1ating power solely with the idea of punishment can be

‘uncomfortable and cause people to aVOid the whole process of power.~"'i

Tie,

t{ Koeter (Ibid 3) claims that Charles Reich reflects the views df

"many,ln argu1ng that "'It is not the mlsuse of.power that is ev1l ‘the:

(

f*very existence of power 1s evil"” Kotter reporﬁs that even recent
’_»studies; indicate the negative feelings many people have regarding
ipower. Harvard psychologist, Dav1d C “Mcf lelland has observed that in :;.
;hAmerlcan Society 1n general people arebproud of hav1ng high achievenent
‘;needs but do not like to be told ttit they have a high need for power;_ Lt
’iﬁKotter (op c1t) explains that People often associatelpower with f

‘”lexploitation and corruption They tend to\distrust people who openly

seék . power.”
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,
Although some like Reich hold 1t in contempt' belieV1ng that power

s .an evil, uncontrollable force, others hold ‘the v1ew that power can be _

e R e

\

a useful tool in~ the hands of the responSible power holder Winter‘v:

.'(1973 xv1ii) acknowledges the usefulness of power but adds a warning,,

R

-,wary that its exercise could 1ead to destruction ' Power is like fire:

1t can do useful things, it can be fun to play w1th and watch but it

-

must be constantly guarded and trimmed back lest 1t burn and destroy

i

uiWinter,doesvmaintain- however that power is neither the essenoe of
nourishment as Nietzche held norl poison"aS\Henry Adams:belieyedu:-Heg
proposes that power ldes s0mewhere in between the two extremes

dﬁﬁg-f Kotter describes power as both fasc1nating and repu131ng at the B

‘same time As Kotter (Ibld 5) writes

e,

Ambivalent attitudes toward power, together with the lack of -
S useful information about power- and management breed both naive ‘and..
R cynical béliefs: about what effectiveﬁand successful managers do
- These belfefs can’ be very costlv 1n both career problems and
organizational problems : Sk :

BN [N
CoE .

Education can: encourage and develop beliefs based upon knowledge
. and sound léadership theory, a process whlch could benefit both the

-li”individual concerned in terms of enlightenment and mvth exposure, as

well as the organization, in terms of effectiveness.
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‘§ummary‘and,ﬁiScussiond‘. RN f

‘There’ are many different.definitions of power’ to'be found in the
1'literature, but most appear to focus largely on -.one ot three‘areas of
v powert_'behavioural responSe,'thesrelatiOnaliaspect of‘power or‘the
conceptxof power‘as a‘capacity jh.h,dg.‘ |

'fhe power relationshlp relies on the cooperation and‘interaction;
.between both thebpower holder and the power assenter.h The recognition
imust -be:. made that change 1n temporal and spatial relations can also/lead
'ftoiimportant changes in the power relationship,'such as the direction of

“‘the power.. Certain conditions must be met before a power relationship

o can develop, Such as legitimatlon of the power by the powar assenter._::

JOthers will be. discussed at length 1n later chapters.-v

v

':,:\ The concept of power as-a capac1ty has certaln impllcations for-""

'Torganizations.' A skill that can be learned and practised is a skill

'<,that ‘can have an'impact on organizational effectiveness. The

"ffundamental 51milarities in all types of organizations lend themselves

'to one construct of power that 1s relevant to all organlzations aliker i

Negative approaches to power can still be.. found in the literature._

- .
¥ o %

e Informed approaches to power are what is needed for progre351ve research

"in this ‘areai

v

Defining power is a difficult task.‘ ToIdescribe'behaviour_solely‘”: .

‘ pin terms of behavioural response is hoth simplistic and naive., _~n«vi

s

. : : rw _
f-as motivation, internalization and other non dbservable indicators,'

‘Q'Behavioural explanations do not take into account such important factors_f” B

fwhich are important 1n determining the pos51ble effects of power.

RN

Ca
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v Another criticism of the purely behav1oura1 measure of power s

implementation is that causality is extremely difficult to- prove ‘The‘

most that can be hoped for is a high degree of correlatlon between what

appears to be cause and effect.‘ g ,
: : S 7o co S
As. many writers have claimed _the study.of‘poWer in isolation‘isp

.'\

'meaningless‘ The power process necessarily 0ccurs in ‘some social
A -

: context and in, order to understand the’ process, an. understanding must
R S CTE R ‘ . L
be had of the context., The study of ‘one to. the excluSion of the other

i . . . Leei i
TN s

will not yield a comprehen51ve picture.i Four factors related to the

AN

exerc1se of power are - the entities, the ‘means  or process, the ends and
. . . . ; - i .

kh&the*social context;j Although special atténtion is given to the soc1al

contextf in this study being the organization the focus of thlS the51s

1s on the process This approach may help to balance the scales a N

. : .
little as the bulk of literature appears to concentrate largely j

dramatic outcomes of the exercise of powar rather thanjthe other less

obvious components.hh'1u‘f;'fy‘njffff.i‘gij fhi‘ qu
'bf In many theories of power, the subordlnate in the power 51tuation
‘is portrayed as a helpless underdog who lS coerced and manipulated
into submission.' It is proposed here that there‘is a conscious decision
made by ‘the subordinate to: assent to the‘power holder. This decision
‘involves’recognition or legitimation of the power base and acquiescence-ﬂtf
to‘the willfof the power holder in exchange for some value whether it be .
N thevacquisition of 3 reward or the avoidance of a punishment. .This‘idea
”‘~vis‘crucial to, the social interaction and determines to a large extent
the nature or that relationship .The concept of assentingvto power is.

. »necessary for both entitles 1n the power relationship to maintain a

realistic perspective of the situation.
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-
Although the c0ncent of power as ‘a capac1ty appears to contradict
' the relatlonal aspect of the power relationship, the contradictionld‘
:aopears to be reconcilable Metcalf and Urw1cks s notion oflnower as '‘a.

'capacity can:. be interpreted in the folIOW1ng way the exercise of power

”l
3

-1s a skill which can bebcarrled out effectively or . 1neffect1vely,;as any
:skill.t.Also;\as3any skillx:it3can‘be'studiedA improved'and-practised
untillitfisudoneswith oreciSionL, The capac1ty Metcalf and Urw1ck refer ;‘fh
”hto, hay be seen.as the caoacity to exerclse power.: That skill cannot be;
idelegated%but each manager must develop 1t for himself Another power::‘
» :holder or even a subordinate can’ contribute to thls development by
: ::prouiding conditions favourable to the cultivation of thlS skill. :lt“

»

'::is, however, ltlmately an indiVidual s own resnonsibilltv to become an

fhetfective.nower holder -fdh? E'"};’mhfh{ | h;e%?'”J

| ‘The’cohcept of the.power assenter s also helpful 1n underétandlng
vthe status of‘power because 1t suggests that.both entities have’some
Jdegree of control of the power and that‘it is not an'evil

' 7:uncontrollable force = Power can~be‘seen‘as*an’inanimate_soc1al tool'

.whose.walue ascriotionkdepends‘wholly upon the way : in which it is used

'dor misused;: ln essence, merit could be. ascribed to‘the user 51nce thev

'V.user determines its use or misuse Inudetermining the nature ofva-power”‘
Qexchanée, not only.can the.outcomes.be examined but also the motives.and:WH

4“7;fintentions of the power holder.;

Whether one approaches power as a theoretical or, émpiricalr'

,ndproblem > as Clark in his book Pathos of Power maintains (his concept of :

”power 1s evident in the title), .or’ even as a pertinent issue instead
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_of a problem; all approaches yie¥d some contribution to ‘an understanding
'-of‘poweréuvPower>has_many'facgs but only one essence, substance, entity =~ -
or nature, and-is common across.all disciplines. ‘As Mills (1973:9)

‘maintains, "Thé forms of power vary, the fact of power remains a -

constapt.” - . . e e B R TP T

e



" CHAPTER IV

THE DIMENSIONS OF POWER .

v‘r-_'

Fe . e

;2 In this chapter ways of understanding power are examined -~ 1t is
‘ ¥ \

je'n_'analysis of power deflned,by its dlmensions. Four aspects or

attrlbutes of power are presented as a. way of orderlng pOWer The bases

vof poweroare;then diecussed, followed by an ana1y31s of the forms of

;power;: '

©

The intentlon in thlS chapter lS to famlliarlze the reader w1th the;

8t

elements which define the exténts ‘ot dlmen51ons of power 'The

dimen31ons of power largely dlctate the nature of the power
B N S K E H \ ~ " .
\,relationship;,

(R

35 C
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Attributes of Powervs

_

s

In this section'the«attriputes of,power,has Wrong refers to them;
or the aspects of power, as'Kaplan calls them‘are‘outlinedf -They. are
‘characteristics, properties or parts of pOWer

Kaplfn (Kahn and Bouldlng, 1964: 16) 1dent1fies four aspects: or

-

kattributes of power

'

1. Weight- how,much influence A has over B,

.

32,"Donain- range of persons influenced

o 3.l‘§cope~- range of stimuli and.correspondlng responses affected by
ithe‘person exerc151ng power,'

}4..’Bases 4'.how A'influences B [or how A is able to 1nfluence B].

>

~In discussing the nature of effects produced by power, Wrong

Outlines three attributes of power relations- which closely parallel
.Kaplan s aspects of . power: ivthe extensiveness of the power (similar to ,
'Kaplan s 'domain ),_the comprehensiveness (Kaplan s scope ), “and the

3”J1ntensiveness of the, power (Kaplan s welght ) A power holder may or

" may not consciously order any one of these,_but all the effects he'

‘ a

;: produces w1ll be ordered by all of these dimensions invvarying degreesl’«
| A cursory glance over'these attributes might yield a. leaning toward
'fthe importance.of extensiveness over the others. ”Wrong:(lbid:ZO)r
"brieflyudiscusses thebnaivete of this assumption‘ HHe,maintains‘that""

, o O :
7ﬂthere are three main reasons why greater extensiveness in a power-

‘relation limits comprehen51veness and intensity. First, because there

'is a wider span of control and bherefore more subordlnates to oversee,

there is difficulty in supervising all the activities Second



" 49

T
iy .

the greater the number of subordinates, the more extended and

LS

‘ différéntiatgd the chain of command necessary to control them. ‘Such
: situationsvcould-result in new nexes of subordinates whose power may be
played off against each other and could become a source'of opposition to

the power holder. Third,_thewgreatervthe number offsubordinates, the
: R : DT B I .

greater the chances of wide V%riation in their attitudes toward -the

. ) . .'\_:h‘,..‘ 4 ‘\v - ' . - . R

powérqholder. ASincé the power

w

holder will not be able to wieidApowef_

“with equal Cbmprehénsiyeness nd intensity ‘over every subdrdinatg, it
will be necessary ;6.a§sess‘t e amount. and the kinds of power ro

exercise, in order to ensure compliance in each indtvidual. L
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»

Bases of Power .

The source of power, which is the'relationshipﬁbetween the

ez

power holder and the power assenter, is known as tHe base of power.
In theory»a relationship is usually describedvas grounded in only one

base of power. In a real situation a number of power bases may exist ¥

A o 2
Voo
concurrently.

Five,bases'of.power are identified‘here as types of power:- reward

s

pover, based on the mediation‘of rewards; coercive pover, based on the

- e

fmediation of punishments, legitimate power, based‘on thevpoweniholder's
right referent power based on 1dentification w1th the power/holder, and
’ expert power, which is based on the power holder s knowledge or
expertness h It is 1nteresting to note that the strength of each ‘base

of power is partlv determined by the degree to which the power assenter'

perceives that power,base‘to exist. This 51tuation is particularly
M B T ! . . . 4 1 . '

evident in the organizational setting where 1nteraction‘is more

~

“‘structured..
Jacobs (Ibid 224 225) outlines in greater detail French and Raven' s
J' taxonomy of power types and discusses the consequences of each

1

(1). Reward Power - "This dervies from the capacity of one person to

,prov1de desired outcomes to another 1n exchange for compliance With

P

hdesired behavior;"

The outcome of this power lS the likeability of the administrator

e

v

'by the subordlnate and the fact that less surveillance is required of
'jthe latter This may be a costly type of power to use depending on the

ﬂreward offered and it may result only in compliance rather than attitute'

change.



e

(2) Coercive Power'—v"In contrast. to reward power, this consistsmof the

capacity to inflict hegative outcomes‘on another person, and compliance

is a means for avoiding or escaping these negative outcomes.”
This.type of power innuces greater resistance,'and’therefore

requires greater ‘surveillance to ensure compliance.: Attitude change
- B , . R o .
cannot be expected with the use of coercive power. The subordinate may

come to view the administratorvi? a-hostiie.manner, and be motivated to
end the relationship Although'use of coercive’power in a power

'relationship, may enhance the user's self esteem, it precludes the use

of referent power in that relatlonship Conformity "may” increase with
_ ¢ ‘

degree of punishment, but the 11keability of the punlsher will decreasep-

considerably.'

(3) 1Llegitimate Power - "Legitimate power results when the less powerful'.
/ SL L

person believes that he ought' to comply ~It rests on group'norms and

' expected role behaviour, and in this way is restrlcted to a specific‘
v . .

domain.

&

Little surveillance is required with the use of legitimate power
“but the user must behave in accordance with his position to be-

. effective. The casualvelement intrqduced by socializing, for example,

‘can undermine an administrator's legitimacy. The effectiveness of

legitimate pdwer is maintained thrbugh_conduct consistent at all times

RS

w1th the office. | " . ‘ o B r {f.

Although legitlmate power is: de31gnated as a form of power by

"French_and Raven,.legitimate.power is defined as authority 1n_this
. C . : Rt
"thesis,

A L - Lo ¢

' ‘ - ' . N
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(4)' Referent Power - "The'basislfor referent power is a sufficiently
high attractiveness of the power figure so that ‘the less pOWerful person
identifies with him and wishes to please him by seeking to comply with
his wishes.” ‘

This type of power does not-require observation,.and‘may,ein fact,
be in effect whether or not the power holder is aware of it; i.e.,
the charigmatic quality in the leader who' inspires/ followers to

X

comply.‘ Also, internalization of compliance is likely_.to result The
» nser is-again restricted'to a- 1imited domain and a distinct separation
.i& status is required for effectiveness The use of referent power is
“subject toAthe sleeper effect‘~ where power.reduces over time because_“'
after the%initialAimpressiveness of the power holder‘wears off; the

attractiveness may also diminish

'(S)T Expert Power - This “is a function of the less powerful person's

judgement that the other person has knowledge or ability that exceeds

“his own in the area in question.' : T 4 0 

This type of power is- likely to.produce compliance withOut
supervi;ionx?f:.in direct proportion to the strength of the belief that
he 1s! in fact an expert . ¥or this type of power to be effective the.
subordinate must be motivated to attain the goals in that areavof

_ueXpertness ‘In this way, expert power is limited to that domain.

>:Internalization of compliance is likely
\

A sixth type of power, not mentioned by French and Raven, is
o - ‘t N .
informational poWer. This exists where an individual has unique’

information'regarding a certain incident.. OnCe the=information is

given, the power ceases to exist.



Informational power'and e#pegt poﬁér may appear Qery sipilar at
first. However, not only do they differ 'in terms of du;étion, the
former is a "One—shotldéal".whilé the latter 1s an ongaing cabgcity;
they also differ qualitatively.> Thelﬁype‘of‘infqrmgtion possesged by
the informaﬁignal pqwef holder is gained by having‘been~in‘the 'right
pLgcé-at,ﬁhé figﬁ£ time‘. What the exﬁért péwér hglaer po?sesses;
howe&ér, yould nof be labelled information but,knowledge,'generaily,
,Vdnderstébd tb.have been acqﬁired through séme effort of talen£ oﬂ’his
pagtl‘ in qddilion_to the elebent’of d@ratidn théré:is a subs;éntiative
.vdifferencé betwé;n these two ﬁ&wer.bases. | ‘ | \' |

. Différ;np ﬁypes of powerqare used in differént ways and at
vdifferent.times depending on mahy factors.. Some ofvﬁhese factors
ingiqde the entities iﬁvqivedAin thé‘hoWef relaﬁionship, th§ situational
cohtext,ithe costs, thé,expected‘effétps, thevAeéiféd effects, aﬁd thé

resources which the powerJholder has at his disppsal.

s
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The Forms of Power

understandlng what causes X to comply or their

A form of power dénotes the way in which power is exerted and the

method or procedure that is used to gain compliance.

Wrong (Ibid:25) explains that the

"%lassifications of the, different forms of power...stress the

diff%ring motivators of the power subject in complying with the
intention, whatever the motives underlyln it, .of the power
holder. : . :

-In'other words, understanding forms of power is & prerequisite to

-

%asons‘or motives X holds

in complying.f ThlS understandigg is useful fex ghe admlnistrator

because knowing the why fac1litates in lﬂ

exeréisé of power.

such as brainwéshing

;: the "how' in - the

'

Wrong (Ibid:26) differentiates between what he calls four distlnct

N

_ forms of power: force, manipulation, authorlty and persua51on-

/

;
Force

Coercion emcompasses both the threat and the actual
: f Iy :

‘application ofwfofce.dffowef based on force is' often‘called "naked

/
o

"power.” Here Wrong aﬂso,mékes referénce to psychologibél force

J / o ,
br emotional pressure.

Hannah Arendt (op cigg méintains‘that
. / » .
'Power and violence are. opposites; where one rules
absolutely,,the other is absent. Violence appears where
“power is in jeopardy, but left to its own course 1t ends in
pover's dlsappearance . : -
‘ S '
|
s
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it

’ latter " He cites propaganda from the media as an example of

g'conJunctlon with another form_of powef

'v,"effects on . their behav1our

Rather than opposites power and violence could be viewed

- 4

i:as mutually exclu51ve It w0uld seem that 1f an individual has to

:'resort to violence to ensure compliance then the exercise of power

4“’

"'has become ineffectual. Wrong (Ibld 88) concurs, maintaining that

resort to violence°is evidence to the failure of power

oA

~>forCe is‘the&final’reCourse.of the powerfholder.

1

According to Wrong (Ibid 28), When the power holder

Vv

"_conceals his intent from the power subJect - that is, the 1ntended

A':‘effect he wishes to. produce, he is attempting to manipulate the

S : : Ton

:manipulation but one\gight question this case and argue that a-
e consumer is cognizant that an advertiser 1s ultimatelv trv1ng to-.v7

'sell him a product a line or*an idea f According to Wrong s

Yt

'deflnition of manipulation, it could also be used 31multaneously 1n

% .
e
"

On the topic of the 1ntent10nality of power wtbﬁg-(rbid:4),

{naintainsgthat Power 1s 1dentical with 1ntended and effective 7

influénce} : Wrong (op c1t) holds that power 1s intentlonal

s5ﬁide1iherate and'causal;ffHe»acknowledges that Intentional efforts

Lo, @

fﬁto influence others often produce unintended as well as 1ntended

3
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Dabl and Lindblom (op git) label such unlntended influences as
spontaneOus fie}ﬁ control and distlngulsh it frOm other forms of
ddeliberate control A distinction must be made between the

'intentional and unlntentional effects of pOWer.vlf...an adequate S

: definition of power cannot 1gnore the dlfference between intended

nFand unlntended but foreseen effects.'» Both kinds of effects result

ol P 4 e . -k.. |

"ff'ﬂffrom the effectiveness of the pow/f'

exerted but responsiblllty 1s ;;

‘connected to motive and intention;;as well;aS’tqvthe’externalvi;_,
 outcones. o

SN

\

Many people are famillar w1thfb

most w1dely known.ﬁ

Wrong (Ibid 35) defines authority 51mply ‘as rifﬁi

:tHerbert A Simon (Hoy and Miskel,_,;.AQRI

’fyi’f‘Jiordering or- forbidding

B form ofcpower. voluntary complianee to legitimate commands and thefefb;“~7

uspension of one s own criteria for making dec1sions in compliance‘V*fﬁf

'/,

‘fdwith an organizational t;mmand Hall (1982 133) also mentions thatfﬂ}]%fbb

T authority requires a suspension of the power assenter 5" Judgement

e




v?ersuaSionﬁifh7*-*f

rinteraction 1n 1ts‘generLijorm;"reA%endt:(op”oit) states:ahsimilarwe<”

45

'?He adds that Direetives;or‘orders are followed beeause it is

believed that they ought to be followed Compliance is volUntaryL"

'iQTBlau and Scott add another criterlon of authority - the requirement>

'Hffot~a commonﬁsystem,of'normstamong;the,organizational members,

‘“whiehﬁis a“wayVofilegitihiEingfthéHPOwer‘relatiOnshipL

It must be noted agaln that although Wrong cons1ders

'ﬂhauthorlty to be a form of power :this thesis contends that power
‘fwfand authorlty are qualltatively dlfferent and that authorlty is notgb_

'»con51dered a form of power but a separate entlty altogether.

T : D , : o ‘ ‘ ST
.VsTherart of persua51on 1s conv1nc1ng another person offp;'

’7l;$omething3w iCh:théy,wOuld‘hotpotherwise.have»been eonVincedwf'

: Wrong-describes“successful‘ﬁersuasion_as the presenting of -

'5arguments, appeals or exhortations to- B and'ngafter independehtly

7“gfevaluat1ng thelr content 1n light ofwhls'own<vaLuesiahd/goals, o

i

o
R

'?faccepts the communicatlon as. the basis of his own behaviour ifﬁA:j,,‘ B

' Wrong (Op cit) observes,_'..(the eSSEnﬁial_feature'of eommunieatiyef

LA )

oy




case:  "'Where arguments are used, atuthority is left in abeyance.
Againstlthe egalitarian order of perSuasion stands - the

‘ authoritarian order-yhich is alyayskhierafchialfQQI

This distinction has important implications in 'an

e R e e AT S IR
'organlzatlonal”settlng; 'TheoretICa admlnlstratorYs
S\ : :

Wt 7

b‘authorlty should sufflce in elicitnwg e Tred response in the -

:'subondinate,ewhich is'the‘anthoritar anﬂofdersfaszrong hasfpoinfedy}
3vonﬁ.f Internalization'isbalso/deeira e hbwéyéf;yana'éqﬁhgrity maygd
ynotnoetehefapnnoporfate;fofn.of?influence4éo elic;t cnatdparﬁicniafl
'_‘tesponeef',Pefsnaeionrmignepﬁe‘neceeaafyeinjtnis:eiﬁuafionféndiing;,
" :aufnofity‘andfpefsnasiongcan'Qof?:eogenneri;one“eiiciting‘

Xternal:behaviour:andﬂphe:otnet;.tne-intérnalyacquieecence,f

w

"i Although autnorlty and pereuaelon can.augment each;oeher'
Foneican'also detract;frem”theVOCher.v If an administrator,Afori
exanpie; nsed persuasion in.a situaeeon ‘where the‘exereieenof
“fauthority would euffice,athe subordinatenmlght qnestlon this use offifﬁ
ﬂpersuaslon and the reaeons for the admlnlstrator‘having deemed 1t

'Tit necessary and may conclude that the adminlstrator dld not feel

-that his authority was sufficlent in: that 51tuation.vahebi;

'subordinate may adopt the same 1dea, and come to eXpect persuasion,w.#

-:in,future¢communicatlons_relatedgtOysimllar~cirCumstances:2;Qve:{Ag

‘_ftime, this persuasion would have the tendency to erode the

fadminlstratar s base of authorlty
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v Inducement is similar to persuasion in that there is some -

' degree of convinc1n° involved except that 1t is abetted by
external rewards A possible problem arising in offering deflnite

rewards in exchange for compliance,.warns Anthony Glddens (1977)

-t

. N PR
is that‘the chance alwayseexists;that the withholding'of a reward =

may come to beé seen as punishment. and therefore as coercion.

Wrong (Ibld 97 98) p01nts out that the s1gnificance of
- persuasion as a form of 1nfluence, grOWS with the grow1ng
%complexity of soc1ety : Bass (1960 221) distinguishes between .

"'perSua51on which he says is abillty,'and coercion,vwhich he calls

"power. Both power and abillty, both persuasive and coercive

~.pleadersh1p3 belongqinvthevoverall-stu@y;of the’way'weiinteract‘andd ;.

'.fnfluence-each other." "

Although one could question Bass ‘s dichotomy between

47

' abillty and -power_, powar encomp3551ng both notions of ablll y -4">

1”or persuasion, and coercion he makes the 1mportant distinction

T'between persuasion aqg coercion, as techniques of leadership

Wrong (Ibid 88) clalms that oneicfn rapidly agree w1th E V

fWabtergs‘conolusion that "The ‘most. useful concept 0f power would e

P
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not exclude from its domain either persuasion or coercion, mor

N

would it  consider either authority or violence to be more essential

or ultimate'.”

.. .The effective administrator does not 1gnore or neglect

\

the 1nteraction and mutual influence between legltimacy
\ : v .

1{authority] and coerCion [power] in'Stable power relations, .claims

o

o Wrong (Ib1d 89) : Both ex1st Slde by 31de in an organlzation ‘and

1

v can benefit each other, by working together.’ An administrator is

by

seen as_ an individual as well as a positlon figure and therefore,

exercises power and authorlty 51mu1ataneously

P

Polanyi (1958) argues the extreme case for the fear

5

- relationship. He maintains that power does. not require voluntary

. -support to be exercised Fear”of‘punishment»is sufflcient'to':"

"maintaln control S In a large group, if a member believes that all.

..-u_

fhe w111 be more llkely to comply An atmosphere of mistrust would
‘be created among the members so thét none wOuld feel free. to k

. eXpress. negative feelings about the group leader.v As. the size of :

\'the group 1ncreases argues Polanyl, 50 would the stability of such

\.'

naked powerx In this respect,'control over large groups is easier

“than over small ones;.’W

; P
| H
| i

!

LY

:the others will obey the commands and even punlsh his disobedience,f



”veffectiye;]another form might.

'~‘Kapian (Kahn and Boulding, 1964 16) summaries

49

-Wrong'(Ibid:7i) points out that, in the exercise of power,
L | . | e

o
1

.a stable power: relation of some comprehensiveness and
intensity is rarely based on a’ single form. of power
[Rather, it is] ﬂ..to ‘the advantage of the power holder to
extend and diversify the forms of power he exercises over a.
given power subject. Lo

: The‘administrator’could-then,cOntrol a wider range of the.

subordinate’s activities, Also,*when,one‘form’of'power may- not be

o

It is one thing to examine the forms of power in theory,

each distinct from the other,:and quite another thing to examlne

: them in, the light that situational factors would cast Although

‘pure’ examples of ‘the forms of power can be f0und in the real

wdrid' they hardly represent the maJority of cases. More often

' power relations are mixtures because forms of power are dependent

"“upOn"mOtivation:and*human‘motivation”can,varyuquite wideiy,;'r“‘-'

.

.. when we have specified ‘what. scope this power has, on
» what base it rests, over: what domain and’ with what’ weight
‘it is exercised - then we .can say. that we have described “a
distinctive forms of power : R



Summary and’piSCUSSion

A
.

. Four attributes or aspects of power were examined in this chapter:
weight,vdomain, seope and base of power. SlX bases of power were‘
identitied, the first fivé-of:them taken from French andARaven's‘
.(Cartwright, 1965)‘taxonomy of power typesﬁ“reward power, coercive’
“power, le;itimate powerf(which is‘definedﬂas'authority'ratherithan.a
power type in this thesis), referent ‘power and expert power A sixth
‘:;form of»power waS“identified asfinformational power., Finally, four :
'forms of power in the 11terature were found to be force; manipulatlon
authority‘(again, not conSidered a form of power byilts definition in
'-wthls thesis)“andhpersua51on. . ‘ ’

(

Many authors hav% conSidered the 1nqp1ration of love or. fear in a_

4—",

hpowar assenter bv a power holder both Machiaveli and EtZioni contend
’l‘that 1t‘is best to be “both. loved and feared as a leader but if only one
.:¢an be had then love,lsuggests Machiavelli (Hersey and Blanchard
'1972592j *f,..tends to be volatile, short.run and easilylterminated when
Ithere is no fear of retaliation Aﬂrelationship baseddbndfear

however, tends’to last longer because sanetions help to hold 1t in

C

,place.

‘,Inneoncluding_that given'a“choice of love.or‘fear,‘it is more

T R : ' : PN
: desirable for an administrator to elicit the latter in his followggz,

- Machiavelli (Op cit) adds this warning .One should be’ careful that

'vfear does not lead .to hatred . For [51c] hatred often evokes overt ,'

<

'behaviour in. terms of retaliation, undermining and attempts to



.overthrow;f‘ Shonl%/this_occur, the'stability'in Polaniifsularge groops"
“would guickly_tnrnfto_instabllltyiand.theﬂlarger the group the more
serious the opposition. | |
Polanvl, like'Machiavelli, asserts that fear can take the place of

voluntary support in the - exercise of powe .‘ The type of compliance
':desired nust‘be a;conslderatlon “The kinFs of compllance e11c1ted by
'fearband by'voluntar§ support‘are qdalitatively different.‘ While fear
mayvlnspire external behav1oural chanée, voluntary Support tends -to B
insplre internalizatlon often 1nmaddition to. behavioural compllance
Internalization ls viewed‘as-attractive by administrators becauseplt
lasts a relatively long time, requires no survefllance'and'can be |
.carried over'into:other Sitnations.

. Bothflove and/fear are‘based” inﬂpart, npon'emotion; 'Respect‘is.a\\_
perception'that(is‘more.rationallvwor cognitivelv’based.,‘Itvis‘énv'

v

'impre951on’he1d by one person of another more because of ratlonal or

. logical‘reasonsvthan fhim, Respect takes time to develop and is .
A'therefore more steadfast and lasting ‘than an emotxonal reactlon;.
Respect is. both personally and p051tlonally based ‘has less chance of
k tnrnlng to hatred than does fear{ and:insplres deference-instead of
‘;hidden aversion}ﬂ‘ | |
An adminlstrator would be wise to expend hls energy ‘and effort
cnltivating the~respect"of others, rather than their love or fear of
'”hlm.» Having the respect of organizational nembers reflects
;signlficantly on'an administrator 'S character in‘the eyesvof others
-The respect of others can do noch to increase and secure an

‘_administrator s base of power in the organization

o



' CHAPTER V

—te
e

POWER AND THE INDIVIDUAL

As mentioned earlier, the’ exercise of power may be viewed with -
respect to four factors: rthe entities, tne process, the outcomes and
the soc1al context In this‘chapter the'powertholder is examined with -
regard to his personal reference to power The impulse to power“is
discussedlfollowed by an examination of the concept of the power

motive Finally, the effects of, the value theories held by a power

]
, L. \

holder,’on subsequent power patterns exhibited are conSidered
In the organizational setting it is dlffiCult to determine an

'administrater s personal reference to power An understanding of an

administrator s impulse ‘to power motive and value pattern can, however,

“\\lead to a clearer understanﬁing of power as it is demonstrated in

b

rorganizations. ' S , S S ’



The Impulse to Power

. Through the process “of socialization the average child becomes
aware of power as a social phenomenon. According to Wrong (Ibid 3)
"Submission to power is ... the earliest and most formative experience

in human life.” As a child matores and continues to observe and

experience both sides of the power relationship, he realizes that an
integral feature in the definition of North American society is this.

s

ongoing, ever—present interaction.

Early‘experiencefof power-and responses elicited canvinfluence the
leadership'§xyle and subsequent power bases thar‘an individual will

. adopt later in life. ‘Following-from rhis; it is useful to - ‘examine why a

power holder establishes power.

[+

The'first qqestion one might ask hereiis, fWhO\become the powerkp
holders;':-fkussellj<1938:12) proposes rhat?."Those who‘most desire
. power‘are,‘broadly‘speaking,'rhose'moSt likely to aeqnire it;; Here,‘
‘Russell inﬁroduees the approaehrof aotiﬁely seeking power.. Furthermore,
it is the knowiedgeable, aware,ﬂ:xpectant leader thehone familiar with
power, who, knows;what }o look for and when to 1ook for it and. how to
aCQUire it.
“Thelpower‘seehing‘indiyidUal:often has heip‘in?his quesr. ‘Russeil
p(op cit)‘makes an interesﬁing observation: pomer—lowing, he suggests,
is disguised among the more. timid, as an 1mpulse of submission
to leadership, which increases the scope of the power 1mpulses of bdld

‘dmen.” Followers by virtue of thegfact that- they choose to follow,

encourage leaders to become leaders:

\\‘



y
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The next question that might be asked is "What inspires a leéder to

" lead?'. One reason citéd is that an individual wants to make changes
Aandfone way to effect change is to be in a position of’leadéfship. -

‘Russell maintains that the desire to prdduce change is the chief motive

1nspir1ng this love of power

In gpe‘organizatiop allege Kahn and’ Bouldlng (1964 69) "...powef

I , s

alwaysvimplicates purpésé.' Power is motlvated;'lt sprlngs from goals

o . : . r

‘and in turn helps to redefidgwgﬁ shape organizational goals.”

Metcalf and Urwick (Ibid:97) introduce another aspect of the
iﬁpulse to power. .

There are. jurists who talk of a 'nmatural.urge' to power, ‘who tell
us that the wish to keep a,balance of power: is such an urge. L
say, for instance, that when you feel gratitude, it is the 'ur;«’

to regain an equilibrium which has been destroyed by the favour you
have had conferred upon you : :

. In ocher'words, if scmeone does individual X a favour He may feel
that he has lost some power because he owes that person something. In

returning the favour, X restores the balance of power between himself

and the other person and is confortable in that knowledge. An,exchange-

of favours may mnever again be trahsacted but X is secure in the

’knOWIgdée that he has the resources to draw upon should such a

tramsaction reoccur.
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The Power Motive

An important element in understanding the impulse to power 1s
_understanding the power motive. Winter (1973:17) defines the power

motive asa"...a disposition to strive for certain-kindﬁYof.goals, or to

L _ .

be affected by certain kinds of inceqtivgé:"
The feasons why peqplé.seek power are many and Qariéd, but

- genefélly“there are two motives associated with power.' First, the-

in;;insic value of pgwef céd be the primary'motivation = the desire to

han_powér for power’s sake alone, or fof the glory or'récognition

aséociated With it; ‘Second, the instrumental value of péwer nay be ;he

chief motivation - the deéire ﬁo have p;wer in orderthVuse.ii for some

effgct; Th@s{ po@ef is seen by some as a_ﬁeans to achieving an‘end and. . f

by others as an end in itself. A similarity can ‘be drawn between power

and money."Whilé some people view pbwer'as anliﬁstrﬁmentkfor acquifing
something,'others desire it for its own sake, possibly fOr”thé;presfigé oF
it brings;

.

The power holder who acquires power for its instrumental val@é'

: o : R 1
more power. While some power holders seek to utilize and expand theird "

. : B 5 ) ~ ) “ ) v BT
. . : v o : _ " D
power base, others may utilize only & part of the potential power whi%ﬁ

.

they have access to. 'For this reason Winter (Ibid:16) draws the

o
U




56

though not always, set by the situation, and tne inglination to expand
and use that power, which may be more closely related to individual
motives.” |

A special ease of the evidence'of‘instrumental power 1is 'the power
behind the throne'. These power holders occupy no positions of titular
ieadershifyand,‘therefore; experience no glory classically assoclated
witn position.’ Theirs is sttictly an anonymous .nstrumental exercise of
povwer.

Hall views power as an act — something that is used or éxercised.
According to Hall (Ibid 131), "Power 1s meaningless unless it is
_exetciSed. . The potentiality or latency of power plo;S an interesting
role in the power structure of the individual who desires power merely
for its Qwn sake. .Because, for that power'holder, the valuevlies in the
power held and not in the use of.that pOWEI power maj be seen as
'potential or 1atent because it is not. utilizedm ﬁention might oevmade

:J\ 'y
hheme°bf an assertion made by Wrong, discussed earlier“fn the thesis

péwera Wrong (Ibid 7) explains that beth cases of latent and manifest

—

fpower seem to " indicate essential attributes of all power

l telationships - In this»sense Robert Bierstedt-is entirely correct in
j'maintaining that 'it may seem redundant .to say so, but powef is dlways:
potential‘. , “. . | , A .
The'knowledge of holding or having access to‘power can be
sufficient to satisfy the pOWer holder Power, as an end in itself, can
give one avsense of security in knowing the kinds of reactions that one

'could‘produce in otners. By way of exolanation, Metcalf and Urwick

(1965:96) suggest that- "...there is a univefsalifendency to produce

e A oo ) . : ; . \
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‘reactlons in others.”™ Power:enables one to“elicit'reactions in others.

= :‘Loya#ty,,for example -is often directed to,where‘the power liesisimply

=because the power lies there ’vLOYalty canﬁencourageffeelingsfof"

: security:that may lead'to'innovative and inspired methods of engaging in

~

bf-the exercise of power

The recognltion of ‘the dlsposltlonal in addltion to the eplSOdlc o

- nature of power:then' appears to be of some-import; Bierstedt (Wrong;a.vv“

"'Ibid 21) supports this notion 1n his assertion ‘"'Power is. the ability

.».g:i . . B . . . .. . ~

bhto employ force not its attual employment the ability to apply

’””sanctions not their actual application f‘In light of thislidea Wrong‘d

e (Ibld 220 defines power as-f.;.the;capac1ty o produce 1ntended effects,:vf_

‘\

tregardless of the phvslcal}or psychological facts on. whlch t6:>capac1ty g

: .actual;productlon af effects- f“

. / 2

There appears to be another feature of acquirlng power w1thout

) u51ng1it»v Recognltionoof even potential power by the power assenter can’ |

-

expand the power holder s scope of power The 1nd1v1dual accepts that

the pOWer holder could actualize that potential in a, t1me of need
: . . . S : R '
_'achieve'some~goal; and. that knowledge alone may be sufficient to do SG .

-

s

the animal who puts on the more intimldating shoy. ™ ;Ihat”isftohsaYa;7
- that although sacte ol power may be thought of as direct force or -

energy, most often power exists as a“potential force that is only/rarely“

oo used ' The observatlon and memory of the display of an exercise of /d‘

‘<.T/

R : R L NP a R ) Tt T

- S B R .
: o Y b
R i ; : ’ 1
PR Sl , |

fesponses may be”éithertsubmissive'orﬂinSpired:reactionsa R

*Brown‘(Winter Ibid 125) suggests that The»v1ct0r_is ordlnarilyﬂ.“"”

o restsq Thug» the capac1ty or Potentlallty 1s stressed rather than the'-}“



L
“‘p0wer cénJpe rn£imid$ting5enodgh ﬁo;substitﬁ;ebfér»tﬁe'actualnuse,of"
e R A RRE I TR R IR =1
...cognitive:processes such as/ g

‘,difeét;fofcé}1 Therngre;.f

representation aﬁdfpémory;arejthe basis of poténtial powerdg:

”
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 Value Theoriesfand Eower;Patterué-

.'lnfaddition'to‘ﬁotivation as-a deterninantbinlpower behaviour theb - ﬂ*%f
Lfvalueﬂorientationvheld”by?an'individual may also'haveva@ inpact upon}the:
_p;faay:ih which poWer'iS”exercised, Kaplan (Kahn and Boulding, 1964 21)
i outlines three kinds of value theory and the type of" powtr assoc1aoed
‘;With'eacht EER

f'f~(l)v:The Subject1v1st Approach
The values of the subJectivist are’ grounded in purely

personal orlentations Therefore, he tends to personalize the'”

power relationship : He tries tOvCOHVlnce-OthérS'tO accept his
L’féu LA values and in that way, get others to do something that he thinks

tthey will like too. : Charismatic power is relied upon here ":n.f .;b_hf;:

(2) :The Absolutist Approach
S The values of the absolutist are grounded in purely L h e el
SENC T : Y : '

R : : o

‘ ;’imperSOQal.systems He lS logical and rational and dec1510ns are -

@bbased nothon7the‘"whatll want" but.on the ,what;I showﬁy
behe-power used here.is coerciv; - he does not sell himself as rﬁ;'f;,g; o
},rsubjectivistvdoes but sells ‘his 1deology hoping that others will 'dlglk
: B QT
-deduce similar values from it." .

(3) The Relativ’ist Approach T TR e e

Tme values of the relativist are obJective but grounded in i,ﬁ."

j.thé,situa ion.: His approach is contextual and varies from case to

'case.”vHi base of power is expertness As Kaplan (op cit) describes, ?“V

SRR F'r the absolutist it is 51mp1e you ‘must abandon your

. Cjust dead wrono For the subJectivist 'the resolution of o
fvyalue conflict is quite different.v It is a matter df V't\f'dfw?

B
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" horse trading and back scratching, 81nce you are entitled to your‘ h

IR

- values just zs ‘much. as he is’ entitled to his (. which 15 to say thatf;'ﬂa"”

neither of you. really has any title at all) ;;;.

. As in the case of the power motlve, dlscovering the administratqrfs‘“

B | . . l
| v .

f:a value orientation can 1ead to a clearer understandlng of the powar B

‘ e patterns an admlnistrator will tend to exerc1se in the organization.f-"
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’Sumnaryxand/Discussiong

: ) , | |
" In examining the 1mpulse to- power it was noted that the.
i

: acquisition of power is more often than not: accompanied by a deliberate'

) effort to:do sb% Manv,authorthold.that the main,inSpiration inﬁ )

i)

' acquiring power 1s’ to affect some changes or results Therefore

although both 1nstrumental and intrinSic values of power act as motives,v?

4

S

. 1n acquiring power,_the instrumental value of power was viewed as. the

ER 3 L ~

most'common motivator;;f

The potentiality of powe_ﬂis atpOSSiblefcataIVSt in bringing‘about

2

behaviour change, in that the knowledge of potential power can be -

o sufficient in elic1ting compliance without actually requiring the
.'-.empIOVmentfof pOWerw .

Kaplan ‘s, value thgories ‘were Outlined and presented as having an

. S . k . v ,
impact on power patterns exhibited.f Many factors determine the way in ——
'which-an“administrator will‘exercise powerw_ The value theory held and i‘

the indiv1dual s power motive are two of those factors

In the organﬁzation, determining the power motive as. an -

,5_ 3 e
P g L.

1nstrumental one, may only be discovering half of the picture _~The

' other half becomes clear when it is determlned whether the administrator o

intends to address his,own personal goals or the organizational goals

(which may or may no'

L
e

be similar or even condusive to each other), in
",eXercising_powerr The intentionality of power is examined in a; 1ater

" chapter. -



CHAPTER VI

»

THE NATURE OF POWER -BEHAVIOUR

In the preceding chapter the:pbwer motivevand‘value theory were

Videntified as two factors influencing the way in which an administrator~
jexercises power. Perception can also play a very important vble in
" determinlng the nature of power behaviour, both perceptlons of self and

4"perception5'of others.- Seven perceptual 51tuations are briefly examined

'in this chapser and the way Ain which they relate to- power behaviour

"U‘

' The flrst five of these are. presented in Cartwright s book Studies in

~

”Social.Poweri and are thebresults of studies undertaken by varlous‘ .
'5authors; The.first deals with the anount‘of.power one perceives himself
'djksvhoia,‘theﬁsecond‘with.the notidn of threat the third with Peer group
-,;infiuéﬁces, the fourth study w1th the concept of soc1al adJustment and“
thevfifth w1th group perceptions. ;-: o R | |
Two additional perceptual situations‘are examined these arehthe f‘
‘,legitimation of power by the group relevant to the power holder .andfa\t“
'}concept described hy‘kotter as JOb related dependence | P
v“It should be-noted'here.thatlthis chapter 1s in no‘way"intended to p
‘_represent the flndings of studies undertaken of power in the entirelarea

':of social psychology ‘ In‘thisvthesis theﬂinterestuis:in powerqin X

'organizations as. it concerns administrators An organizdtion is a - . -




63

‘;“' ' social entity and is defined, to a large extent, by many soéral—
,j_«fi pSychological chﬁracteristig%wc In view of this ésseftion,.:he inténtion.
.#7 - in this chapter is to recogn%Ze aﬁd‘reflect_the social-psychological

. . . - . . . . t ! . ; . N
T compong@t-of»powef behaviour in -6rganizations.. Y
v & . : .

-
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Studies in Soclal Power .

Perceived Power

ACCbrding'to Zaﬁd?;@ Cohen and Stotland (Cartwright, 1965:17) -

' power. is a function of "perceived relative power” which they define as
} \ ' ‘ o S o :

- e v . .
‘the ‘amount which an individual (P) believes he can successfully
‘influence another individual (0) minus_tﬁe'amount»he believes O can

influence him. ' The basic asumption is that a - )
.-.person's power relations with members of another group will have .
important consequences for the perceptions and behaviours he
directs’ toward them, primarily because the amount of power he’

: poqsesses'helps'to»determine the degree of. security he feels when
interacting with them. We define security as that state of the
individual in which he believes that 'his professional needs and

' other more ypersonal needs which are linked to them can or will be
satisfied in a given relationship with others. '

‘what Zandér et al’are proposiﬁg is that the ﬁorevppwer a persén-
'pgr;eives that:hé.has,vthe'more'SeCuré ﬂelwili’féelfiﬁ'ﬁis in}eréétions;>,‘
aiph othersf. An admiﬁistrdtoriwho‘is;awére df this ié'bétterveq;iﬁped
téiasseés hiépo@ef r%l;tidnships wiﬁh éfhérs ana; from that poihﬁ,’

'iﬁpfqvelhiS'powef ékiils,'.;‘ .

[
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Threatf

P

.According to Cohen, selffesteen and situation‘structure are'two
conditions.that'are important in determining the degree of threat a %.
perSdn;feelsvwhen‘relating to a person of highjpower'(or‘higher power).
Cohen (Ibld 38) defines self- esteem as "t;.the-evaluation that a person
places on whatener aspects of his self: are relevant to ‘him at a given
‘time It is’dependent upon his success and railure in the past«
Structure of the situation is .defined (op cit) as the ;5;,degree of
lclarity of the. paths to goals; and degree of consistency ‘of the power
figure‘s behaviour.“' fwé may'define power, for our purposes, as.the f
.ahilitp.ofxone party of awrelationship to.determine whether or@é%ﬁ~the
other party“is carried.toward his goals_oriawayifrom'them; overfand
‘above the second‘partyls OWn,efforts." ~” - e

Cohen s, research findings indicate that ttie lower the self -esteem
of the power assenter vaccompanied by unclear goals and perceived incon—‘
Sistency in power behaniour, then the hioher the degree of threat that
‘inll be experienced by the 1ndiv1dual Cohen (Ibid 36) defines threat

vas'érf.that state of theiindividual in which he feelS'inadequate'to deal -
.with a gigen situationpand to-satisfy his:needs,m i
. The feeling’oftthreat may cause’a power assenter to.either turn'

against the power holder 0r4withdraw'from a relationship completely and -
S

seek another means of securing the support that . is needed. Any of_thes

reactions could hinder the’ administrator in undertaking his“ 's

o organizational respon51bilities Recognlzing the signs and the factors

which could create feelings of threat in subordinates can be a useful

«

"'management tool in maintaining a power relationship effective for: the

‘undertaking of - organizational goals
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‘Peer Group Influences

Stotlandv(Ibid:SA) defines power as "...the authority that one

person has to prevent anothef from.reaching his goal.” Although

©

some exception- is taken to the «dse of the word "authdfity"\ig\g

‘definitiqn of power since the two concepts are qualitatively different, .
A . N - » .
\ : . _ e C .

it can nevertheless be-seen that Stotland is adopting a punitive.rather

ﬁhan supportive concept of power. It could eVen‘bé\viewed as a:

. threatening conception of power.

‘Stotland.proposes that with the influence of strong beer'support, ,
an individual sometimes tends to attribute this type of powér»tovthé..

power holder. . The'greater the support of peer groups, the more members
¢ 2 . ‘ I
~“will pursue a goal despite obstructiveness of the power figure and the

’

‘more thé§/§111 undermine the power figuré's §ow¢r.. Sfotiand»(ibidf66):'.,’
.  maintaiﬁs thétV"éuﬁportiVé péef gréuﬁs setve to heightén persisgénce:

ftowafd one'5r9wh-goai§ and aggress;venesé in thé'plaée'of.a threatéﬁing' -
power.f |

Without peef support, maintains Stétland (i%id;67),'an,individual

' éée§ the "...power figure much more as a,ﬁgjsbn"aand is "more positive :

o o , : e ” S o e
in [his] p?iVatebeYaluation‘gf the supervisor's behaViour,,attribuFing '
vmo;e-cooperatiggness and reasonak}énéés to him.f’ An administ;atof might

consider the "divide and conquer” approach to "them against'us” ways of .
. vi quer : ooon g .

thiﬁkihg as a tactic in maintaining effective power relafidnships with

grdhpS“of subordiﬁates. ¢‘
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’

Social Adjustment s ) ‘ - - o

a4

| Rosen (Ibid: 80) contends that a person who "is maladjusted in his
1nterpersonal skills (has" failed to develop adequate perceptual and
- behaviodral‘skills fOr‘dealing with others; deficient in his abillty to
perceive his relatioda Qith others and beﬁaflourlapproprlately with
regard to them) has'a reduced caoacity.for influencing others. In*the
achievement of goals,.this reddced capacity is a major llaoility;'and

means a considerable.reddction in power.

- Results of experiments reported by Rosen (Ibid:80) indicate that
individuals who are

.better adjusted in previous social env1ronments are more likely,
in a new group context, to perceive accurately their own relative
power, to perceive accurately the power p051tions of others, to:
agree with.each other about. who holds wiat™® position of power in the
group, to achieve greater success in influencing other group
‘members, and .to be percelved by other group members as having

greater power. ) - , ‘ ‘ //f”

The implications‘regarding administrators in organizations appear
to be for the recruitment and selection personnel. In accepting Rosen's

flndlngs, soclal adJustment according to-Rosen‘s description, could be

adopted as one criterion in the selectlon of adminlstrators
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Gréup ?erceptionsi

Levingerj(IbidE83) defines social power as the ability (and

: potentiaLity)-to‘exeft intérpersonal influence. Levinger (Ibid:84) o

descriﬁes group perceptions in a newvgroup in the”following way: . ;
In a newly formed group of relative strangers the prospectivé ;
..he brings with him merely his [

member has no rank or status.
properties such as his persomal characteristics; his

|
individual ’
,kﬁowledge, information and skills; his material possessions; and
his social-emotional capacities. These properties may become ' 1
resources which he can .use in his dealings with others. i
: |
‘1
\

ty relevant to a group's

Levinger defines resource as a proper
r is perceivéd'as controlling - i

goaiwafd locoﬁotidn; bThé more a ﬁembe
gféupfréleyanﬁ fgsouréés, $he more.pbﬁei hg'is perceived to posséég.
For the‘administratof in. the Qrgaﬁization the implicatioﬁs are éyident} X
Té'Be perceivéd és aApOQer‘holder ﬁy his sgﬁordinatgé; an administrator f
must either-éaiﬁ‘acéess'to.drganizatiopélfresources or appear to héve

such access.



Legitimation of Power

The need for legitimation is introduced as a criterion in the
effectiveness of the power relationship. Wrong (1979: 103) p01nts out

that power holder’s also want to belleve that their exercise of power is
grounded in some morality.
The powerful are — usually, at least - neither psychopaths nor
ruthless egoists: they have been socialized, they have super-
egos. They experience, accordingly, a néed to believe that the
power they possess is morally justified, that they are servants of
a larger collectlve goal or system of values surpassing mere
' determination to perpetuate themselves in power, that their
exerclise of power is not. 1nescapab1y at odds with hallowed
standards of morality. :

Accordlng to Wrong, Gaetano M0sca (Ihld 104) "..hattributes to both
rulers and ruled the need to believe that they act - whether in
commanding or‘in obeying_~ on the basis of a moral principle.™ Peoplev'
are not COntent to,accept power as an arbitrary whim, whether'they‘be
power holders or power assenters. Power must be groundedrin‘some

morality to be considered'legitimate. Kaplan (Kahn and Boulding,
: ’ . \

1964:51) submits that coercive power, when,perceived as legitimate, will.

arpuse much less resistance than when it is not perceived as legitimate..

uFurther on the subject'of legitimation, attractionito the
supervisor is considered to be an.imoortant sOurce-of influence.
N Kaplan (op cit) reports that
.. the use of coercive power affects attraction. adversely. The use of
1egit1mate power also .affects attraction, each in its own way. K

Furthermore, every experiment yet performed on these matters shows that
attraction to other people is an important source of influence.
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For the ddministrator in the Qrgénizéﬁipn; thiS'meag% that

legitimation of power is important both to himself and to subordinates
; / :

and could make a difference to adfiiinistrative effec:iveneés.

i
i
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Kotter s concept of power rests on the idea of the dependence that

‘a manager has upon the other various elements in the org;%lzation._‘ﬂe ﬂbm_-%
refers to thls concept as Job related dependence Kotter (1979 53)

- .

‘proposes that The greater the‘amount of gob re%ated dependence, thebf

\ -

,more time and energy the manager tends to put 1nto pOWer oriented

o

lfbehaviour in order te-cope with that dependence.'
© o Ketter. (Ibid 57) maintains that | |
REEC Iméé, . _ \. - S €,
NE _Furthe sre, the type of pOWer oriented behav1our seems to vary
SRR '>systemat1cally with ' Job—related dependence...Specifically, as .

v : Job—related dependence increases, ‘the -relative’ frequency w1th which
[‘_3T o managers engage in the more negative ~and - riskier- forms of
' power—oriented behaviour tends to increase as we}l

An example of this form of pQWer mlght be coercion.b Figure l

'

””(Ibld 65) demonstrates the variation in~Job related dependence -hl' ";'d‘t

varelative to JOb factors aﬁd organizational contextual factors.Q,‘

g

With respect to JQb related Jependence, Kotter (Ibld 66) suggests i:'wf

h»*that in addition to the Job and the organizatlonal context ‘bif-i','1h ‘f\_

I

(RN K . & E - oo »
Lo vLan, number of other factors are. also relevant such as the
: ”'fdﬁ'manager S style,‘the type of" people upon whom” the _manager 1is B
f_dependent vthe kind of resources’ available in- the organization, and- o
: o t,the climate 0L tone ‘set by top. management.",_ o S
= L T S T e i ‘ A &
"*It 1s p0851ble that Job related dependence could become a source of L

‘r"

: frustration for the manager. The management of resources is a- key

i v 2 R : B ' i N
. . . .

," factor in organizational effectiveness and‘a degree of control is




o L AR B

. - _ S ST ,/
<t . . : i | . . R
B B X N
X . - e
s

R AT e B THE ORGANIZATIONAL CONTEXT

.:.THE JOB F; R R I The larger the organization
. R ERR ~ .7 |v The more uncertain dts
. The more responsibilities B ' . environment : S
inherent in the job . ). - |- The more environmental depen-
. The more people;who report ~l. . | dencies : o
'\dlrectly oT’ indireetly to. “1- - ’]. The more ambltious its goals | . o
the position SR ST PR S The' scarcer 1ts resources o s
. ‘The more difficult 1t is to | e The more complex and sophis—J
replace ‘those people .~ e o 'ticated its technology
. The less emphasis there is on} “ - ]. The more consolidated it is e
: gself comtained tasks R o *geographlcally g Yoz Ly
. The more formal. authority | 7|+ The more. dlffused the fotmal“--_g R
[ higher level JObS have ‘fﬁ"n : 1 authority ' SR SRR L
IEEE T R o . The less mea:urement systems I R
R oo v?'ify"lclearly measure ind1v1dual
o o R AR SRR L RELEN R . The less the" reward system
R AN 3 S S S i .| rewards indlvidual perform—
LN R el . R - anCe g e .3 . . '
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Lo

iﬁ'THE POWER-ORIENTED BEHAVIOUR OF A SUCCESSFUlJ
K L JOB INCUMBENT ' ' '

"H. The more tlme and energy put into power—

oriented behaviour e N SR

R K The greater the relative frequency of the
: ©. 7} more: negative and riskier»forms of
power oriented behav1our

d

b

"Figure ‘1: . Relationship between the: pOWer oriented behaviOur of an
SRS S “effective manager and &ey situational contingencleS'

\

. S . g S . : « 3
] L B - ~ : < . S N 4 .
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‘necessary‘in resource management,ube the reSOurces human or materlal

!

The inevitabllty of hav1ng to rely on others in the organization

wdecreases a manager s degree of control and can 1ead to frustration.-

. ,(<1\

S An administrator must r cognlze this function as; 1nherent in thet'
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.1seven perceptual contingencies.

;controlled to some extent

"holder'if that contlfé

-inﬁluence on the power assenter s goals.r

~';administrator in ex anding his power base.,

| N
‘psummaryvand'Discugaion"d‘_i'f. .,'fr“;‘”f-. f S ",v.’~:} IS
' S M , S R , S o £

o o o R

The’nature of power behaviour~has.been>examined in}the'light‘of

s'\

The amount of power an’ adminlstrator perceives himself as hav1ng«- e

.bw1ll in, part determine the level of security he experiences in

\ 8 : : . S

'Vforganizational 1nteract10n._ The level of s0c1al adjustment as defined

b.
<

rby Rosen, in addition to the way in which he copes w1th Job related

dependence ; will also 1nfluence an admihistrator s power behaviouru-.ﬁ.‘

S

bp The perceptions of subondinates w1 l also have some influence on’

f;the power behaviour of the administrat :' AE' level of threat ": ‘}f"

vf;‘experienced by the power assenter in. th’ power relationship can be o

g in?the«pOWer figure's?

3

ey

" “Peer groupéinfluencea:'ayfinvturn.threatenﬁthe control of the power.
7is'viewediasua punitive neasurefor‘afnegative

o

'

In afnew group context the administrator is obliged to: prove

':himself as; power holder. Knowing that the group will perceive him as

~‘a power holder if h has control over relevant resourdes, can aid the:»n'

V IVT‘ o e ' . . ’ . ) ‘

a

Finally, the way in which both”the power holder and the power

'assenters legitimize”ihe power holder s power, will influence the naturec} fhﬂit\ff
'of the power behavdour exhibited by the holder._ For an administrator to'

ﬁeffectively exercise power both entities in the relationship have a': )

;need to feel that the power 1s grounded in some morality,.acceptable to‘v[maﬂ”

o ‘bothfpartieSA "f.‘”:'*, ;~W'¥'f 5 35:c.7- .fgh‘f,;an .




.

:that’pérceptions‘are hpt'ektepnal, measufable behaviours énd, therefore,

“behaviour in the drgaanatpqp,v'v

-

 Berceptions.play'a>more iﬁpoqtaﬁt role in theynécufe.of power

behéyiouritﬁan’is oftgn“reaiizedf _This‘day be partly due to the fact

]

~ . B

aré not as 0bvious aé‘o;her factdrs‘influenéiqg‘béhavip@rt The'.

® S ,

‘,édministfator*whdyis,é@are:pf the subtleties of peréébﬁﬁal ihflﬁencesfg'

BN

. has one more tool-at his diSpoSéi‘inv&eterminfng'théfﬁgturefdf power

';‘_—‘-—-’2-“' s, . L L S B




.. CHAPTER VII

Q

W

The concentration of this thesis is in“the area of power as it

relates to admlnistrators in organizations
. "

'isolat16n7would-be»meaningless.f Any 1ndiv1dual 1n North Amerlcan 2

‘society may be "a member of one o{ more organlzatlons at any gi

&

Wy

2 . L e

' Therefore, in orderqto understand human behaviOur one must hav*

‘understandlng of organizations.. e

K

POWER AND ORGANIZATIONS

c e

To study social man 1n

'

WY, their members 1s albo dlsCassed ) Both“personal and .-

'pos1tion power are reviewed followed by a brlef examlnation of-

'different organizational power patterns-

&
S5
) Y.
=

i

I

Flnally, the p-w r holder ls"'

4 E . E .
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L i u
o unambiguous logical relations to other concepts in hoth theor%es of
‘v-oroanizations and of human behaviour.v He stresses that,vonly in»thisnk

khway, can the two kinds of. theories be -1linked together unamblguOusly

: Cartwright (March 1965 1) defines it as ™...an arrangement of

.

- The Congéﬁt of Organization }.

According to Hall (Ibld 127) ..processeSJare the'dynanics'of

: g8 ,
organizations and contribute to organizatiOnal effectiveness " He (op

cit) affirms that " each process 1s a critial component for -

~understanding organizations.' One of thede ptod@Sses is power . It 17

in this context that a study of organiaations is crucial to an

W,,pnderstanding‘of power.

R
e

Cartwright describes the 1ink between power and organ zations.

‘.ﬁgclaiming that there is a need for power to be deflned S0 asxto have

@ “::;J\iw Qh

<

Dornbusch and Scott (1975 30) define organization»as.". .a network%%gg

A
L

of social relations which orlents and regulates the behaviours of a

1:limited set of individuals in the pursuit of relatively specific goals

v

o -

'1nterdependent parts each having a special function With respect to the

dwhole'

. : = . A , L
Other authorities consider an organizatiOn to be greater than the

3

sum. of the: parts identified by Cartwright.: An organization is seen by

Cq l

;some as an organism with a life of - its Own -a tendency to growth and R

PR

decay. The organizational wheel contlnues to. turn sometimes in spite .

‘”;oﬁs rather than because of the people in it S It gathers momentum as it

EY . r_\ gt - '

&oes and often seems tO' set the pace for its keepers rather than the

other way~aroun&.'- e ﬂ N :;h' o PR T
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Bertrand Russell (1938 83) maintains that o \
Organizations that have a long career of power pass as a rule .
through three phases: first, that of fanatical but not~traditional
~ bellef, leading to conquest, then, that of general acquieSCEnce in
> the new.power, which rapidly becomes traditional; and finally, that

_ in which power, being now used against those who. reject tradition,
e has again become naked
e T

. : o . By
Russell 1dentifies "naked power” as that power "...likened unto a

buﬁcher over 2 sheep.’ ‘ S ’
, W
o~y

Russell»(ogécitb?fuither distinguishes between traditional and

ey v~,~

T 1"’\

ﬂnewly&acquired or naked power by describing traditional power as,.

fOllOWS' it has the force of habit on its side, it does not have to
;continuallv Justify 1tself it ‘is almost invariably asSociated With some

v
w.;,

religious belief ‘such .as’ the notion of resistance being wicked \ nd
lastly, itucan'rely on public opinion." SRR - : bf.‘..‘
Where there is a change of power structure an 1nd1v1dnal may also
;go throughfsimilar‘stages qf development. The socialization process
.thrOugh whichlall“societal nenbers mustvpass, is - 11fe—longvprocessd

o ,
beglnning at birth Organizations'play an-inportar; role 1in this

Mg«g 0 -

cess; different organizations becoming more prevalent at different
-,'stages in human development..

According to. Bertrand Russell (Ibid 204), _
Organizations, both public and private, affect ‘an individual “in . -two
ways. There are those that are designed to fac1litate the
'realization of his own wishes or of what are considered to be his
interests. [which may not be the’ same], and there are ‘thése” intended
to prevent him from thwarting the legitimate interests of othe:s
: The distinction is not clear cut. : .
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Here Russell (op cit)'quotes the example of the police who "...exist to

further the ‘interests of honest men, as well as to thwart burglars,

although their impact on the lives of the latter is much more emphatic

than their impact on the lives of the former.

The orgahizational setting ideally results‘in}a predictable flow

of organizational behaviour. Ratz andvkahn (1966:199) describe this as

',output ‘ As Hall (1982 7) points out,

“the reduction of humah variability." - As Ca;twright (March, 1965:1) :

ThEdkegularity ‘of behav1our and coordinaton of activities are
remarkable in view of the heterogeneity of:. the organlzation s human
elements - Participan* .vary greatly in ability, training,
knowledge,# cultural bapkground and needs. v :

-“Problems can"often arise:when an organizational member acts too

Nl

much like‘an:individual and not enoogh like an integrated membet»of’the

whole.’ Since predictability and efficiency are 1mportant 1n the

B

' organization and uniformity and consistency of behaviour ensure these

:c\

o organizational characteristics, an individual is not always encouraged

g W :
to express his creatlvity or indiv1dua11ty, speCifically in terms of

-there are limits to: the variation podsible in organizational
characteristics, given the constraints of size, the, technology
employed, the market conditions, and other environmental factors.
Organizations caunot change simply to be more pleasant places in
which to work. ,

i iz
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. Personal and Position Power

Cartwright_(lbid;é) points out that early theories of

organizational control .generally assumed that organizational control

& uxf)\}

is, or. should be, exercised by authority vested in designated

positions}” ‘As early as 1938 Barnard made the distinction between
. . \ . L
“"authority of position“ and "authority of leadership,” acxnowledging

‘that personal ability also carries with it some influence. In 1960 Bass
‘wg\ called these concepts "pOSitionlpower" and “personal power.”

,5- - . . .

Etzioni discusses the difference between "position power” and

'personal pOWer.', P031tion power which is defined ~in this thesis_as. o
"legitimized authority, -and is identified by Vrench and Raven .as
"legitimate power,"is derived from-an,organizational office, while

"personal power 1s described by EtZioni as personal influence Etzioni

ﬁ. (Hersev and Blanchard 1972 92) postulates that the best position for- air
leader to be in, is one where he has both personal and p051tion power

Dornbusch discusses: formal and informal power systeums, maintaininO'

o that'the.former are more stablebthan the. latter because formal power isy

attached to relationships between positions and persists despite the ‘
¥ ok

particular occupant Informal power systems, on the other hand - are’

P,

‘ attached to relationships between particlpants and change with the

individuals Also, formal power is strengthened by the use of formal

organizational sanctions whereas informal power is not.

' Dornbusch (1975 57) similarly points out that authority or positiOn -

< N

power is subject to normative constraints while personal power is

S

~_not. He also distinguishes between authorized and endorsed power

E

-

£y .
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Authorized power, Dornbusch'maintéins, is'legitimized from-above és:is v
position poﬁer; while endorséd power is'légitimizegfﬁy the follo@ers and
’can bévéa1led pé%sonal p6Wer._ Onevof:tﬁe basic teﬁeﬁs,of the concépt of
power 1s that;it 1s recognized by the followers. Therefpre unless power

is legitimized from below it is not power at all. And as Cartyright

(1965:5) @aintains,>"The gu#horityvof a position must be sdnctioned by

others i1f it is to possess power.':
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v

Power in'the‘Organization

Orgahizations are social entities§ therefore, organizational
behaviour is in patt explainable by sociél psychology. Cartwright
maintains that all theories of sociél psyehology must involve the

concept of power - or else they are deficlent.
: ¥ | , ) | _
In order to understand power in the organization it is necessary

to examine the distribution as well as the amount of power. The

:

distribution of power’is.an area of some concern in the field of social

psychology. The pattern of distribution'mey change from'organization:to

organization and may therefore:be considered a defining characteristic
o~ , : . - - :

of an organization. The kind of power may also differ and in’ that way

distinguish ofganizations‘ftom each other. Tussell (Ibid:37) out1iAes

this concept: : . . o \'
The most important organizations are approximately distinguishable
by the kind of power that ‘they exert. The army and police exercise.
—'.+ ,cbercive power over body; economic organizations in the maln, use
'v rewards and punishments as incentives and detetrents- schools, jp
~ churches and political parties ‘aim at influencing opinion. But-
these distinctions are not very clear-cut, since every organlzﬁ% ion
“uses "other forms of power in addltlon to the one whiech is most
chanacterlstic»

P

Onvthe'topic of sanctiOns as a characteristic pertinent to power,

Kaplan (Ibid:13) distinguisheg power in o}ganizations from other types

.of‘bohet by'".}.the severitﬁ-of the‘sanctions which are available_to the

.person exercising the power in &rder to meﬁe-his power efféctive;*,fit'

might be argued however, that rother than_being more severe;, sepotions.

: ' AT

in organizations are, more\structufed than in other social settings.l‘%g
. 4 \\! -



= 1 . . . . X . . )
Efficlency and effectiveness are important in organizations, and it is
4 R : yl -

- organizational behéviour ghat largely determines these concerns. Control
ovér that behaviour‘might be seen as more necessary t?an in other areas
of sociFty. The ofganizational'mandate of predictgbility féstérs a more
structured appro§ch to sanctions regarding behaviour. .
..R;sseli (Ibid:37-38),éoncludesibjlstressing the imperativeness of

legitimation.  Although “...the ultimatevpower of the law 1is the

coercive power of the stater ...the law is almost pbwetiess’ﬁﬁgg/;t is

-

" not supported by puBliC Eentiment.7 One of’the key élements‘of pdwer~inh

1organizations is the legitimation of power by the orgdnizational members

regardless of the type of power which is exércised,.

R
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Administrative Responsibility o =8

B The way in which administrative responsibility is recognized and

‘ executed is 1mportant in the evaluation of effectiveness Shartle

‘g(1956 132) maintains that "In terms of leadership performance
effectiveness is Judged in terms of what the organization does ‘ -
v o L e
Whether an executive “ig loved or hated 1f\he is a competent member'of o

t

the brganization, states Shartle, he must be evaluated as effective.

' Barnard (Blau and Scott, 1962 165) maintains that the essernce of "

' administrative responsibility is the ability to bind the wills of men .

/

oy -
together for the acc0mplishment of purposes beyond ‘their immediate ends

and beyond their tlmes The administrator,,aecording to Barnard, must

.

be able to assess organizational needs in relation to long—term

i

.situational factors and then rally his resouices to’ anticipate and meet ’

1 .- » '-\,': .

-those needs, utilizing sound,planning strategy. “Power is. one tool used

in carrying out this responsibility C -

Dornbusch (lbid 51) points out another element of adf;nistr”tive o

responsibility ‘The distinguishingeieature of administr%tive i

responsibility is more than conformance to-a complex cofe of. ‘morals| but AV

also encompasses the creation of those codes for othejé‘;gzngorder ‘to-"

.
/

-effectively administer this organizational respons1bility, the, admin*

. : - ]
’~-fistrator must have a good understanding of the socigl relations among

|
e

. . | )
his subordinates as well as of his own relations with them o / PR

. ‘ o =, :
g 0 A s pn oo

Cohal e



he Baver BOMEE
~In examining the pature Of the-power holder in the organization,
:{Russell'(Ibid’azb'ﬁdintsﬂout”thatf“.;.différent:tY?ééfof Orééﬁizatiohs'"

;1 bring different types of 1ndiv1duals ‘to the top.A The reverse may Q%so :

,be argued, leferent tvpes of leaders create dlfferent types of

.;'organlzations The naturc of the powEr holder reflects the type of\

I 3
e d

o organization to which he belongs. R

Russell (Ibld 43) laments that a change has taken place in

,«-. a0

leaders. The intellectual as ‘we know him, is a splrltual descendent 5

of the priest, but the spread of education has robbed hin of power 'Lihe7 i

-‘, "r,

educated intellectuals of today lnspire no awe, are not mysterious, are - -

"-net Olamourous,as 1n'the past.v Russell (Ibld 44) maintains that tnere"
ex1sts no; corresponding power among those who possess the new
knowledge i such as sc1ence Eor Russell power does not 11e in deeds or

. Lo

'accomplishments but in the personal virtue‘of the power holder.»»ivf.”

~Russell (op c1t) contends that frtf

”“While ‘a typical v1rtue of ‘a . gentleman 1s honor, that of the man who"";

s ‘achieves power. through learningﬁis w1sdom .To gain ar. reputatlon
el fom wisdom a man must seem: to. have ‘a store of recondite knowledge
B mastery over his passions, and a long experlence in the ways of
According to Russell a new type of power holder now exists, an
individual who has been produced by the growth in large economic

:_gfﬁrganizations.‘ Russell (Ibld 46) desribes him



- The typical executive impresses others as a man of rapid S
f\\decisions, quick: insight into ‘cha cter, and iron will he must ;EaV
have\a\firm jaw, tightly closed 1i \; and a-. habit of brief and ‘
incdsive’ speech ‘He must be able 'to 1nspire reSpect in equals, and
: confidence in', subordinates who - are by NO ‘means - non—entities. He
" must; combine the. qualities of. a’ great general :and a /great diplomat
,3ruthless Ain battle, but .a . capacity for skillful concession in.
’,negotiation. It is by guch. qualities that nen acquire control of
;important economic organizations. R A0 : W_NA S

Argyris (1957 125) paints a more technical picture of the competent
power holder . : -
: : Vs , L o .
' An important plllaT‘Of most. management policy is to develop
;'.competent executives. who among other things:, (l) are-able :to.
needle oot drive - sell"‘~ ‘push, pressure , ."persuade”,:
urge , "coerce’, ‘win™: employees to increase productivity
: loyalty, and 1nterest ‘for ‘the organization and for their- JOb
‘.(2) .are’ able to get all the facts, weigh them correctly, and -
. :make effective dec1sions, (3) know clearly management objectives,f3f
’fgpolicies and- practices, (4) - communicate these. policies ‘and X R
,practices elearly to the. employees ~dnd (5) evaluate the ";__ . ,';u_;,/%*f””
‘;Jhperformance of the employee strictly:and honestly accordieg to T '
”‘fthese policies and practices..b'nx SRR '

/ib‘ The administrators Will/iarQEly de&ermine eff1c1ency and»’?

Hllgeffectiveness in the organlzation Therefore recruitment and selection
R of administrators is a pertlnent issue in organizations and criteria

*;used in this selection process are based ‘on the need o achieve certain ?f,‘yff$\jgf



Summary- and Discussion o4 . I

- ?’. i S : EE T N ' . . T . ‘, . . @ﬂ?
TR o _ . o - LS S

..iﬂhe conceptS‘of organrhttign_gnd human_behaviour‘are inextricably;

'ﬂlinked in the study of power in a social context : Complete definitions

g'of organizations include a human behavioura% element. >Some authors view
. organizations as entities unto themselves, as organisms which can grow

Ty e

"stagnate or decay

N LT : k Lo . o ) i G .
P RPN i e . . .. R . e . i

-

The impact of organizations on human lives appears 'to. be almost as

s
wq
i

R great the influence indiViduals have on organizations Both influence
T i L . R A

~

-

’Sthe‘others develogment D g

”dﬁ: The dichotomy of personal and position power ‘as tefmed by

Etzioni, reflects the dichotomy between power and authority vin‘this""
: S BREREE S e
ftheSis;" Both power and authority, however aregequally subgectlto‘tkf . ;_; 54’;

o 5 e ; P . i
R et T : .. P

legitimation to be effective

Organizations differ in nature and this difference is reflected

L 2. R B : Sl e
v l_ both in the nature of the power behaviour which is exercised in that : '

R

setting and in the nature of the power holders which administer the

7'organization. Administrative responsibility in the organization is_;wf-g"

\\\rganizational goals. p"” '

§\J-VA assessed according to organizational effectiveness or the realization of

-

S

The\definition of organizati n ‘:s been argued at length by

V\

h students in all disciplines

’oncerning administrative theory. A popular‘:}

conc1u51on is that an organization consists of people and is thereby S
P e ot : R ot

defined by its members. There appears to be something missing from this S i

definition, however ?n organization.is more than simply the product of £

a combination of human efforts" Just as a whole is greater than the sum:j'

R
-
A

FPSE



of its parts, an organization is -an entity unto itgglf 1t is an y

;
v

output has ceased to do so7 It may be

N B
[ -

the societal need for_
-' \ 1 X ,‘ .‘ L T ' .:“

becauee the organlzatlonal purpoae has become one of self perpetuationr“

the organization still exists‘to exist
. | \'f, :>f\o'ze.. CJ' EHLA.- ‘fe:t' ';»=i'-

F

ses as well as tangible elements. While an'~

and requlres no other reason to

A T B S R o




S CEp e e E T T ;
Y. % 7 DYNAMICS OF POWER v
.'; - I _f%. »»: - I : t
Inlreviewing and analysing the concept of power(in organizations o o ;ﬁ
.For‘administrators,lfour factors related to the exercise of power have - E
sbeen 1dentified -“the entities; the process, the: outcomes and the social' é
l,;context.n In this chapter ‘a study of the process is undertaken ﬁy,g’“ ;
fhexploring the dynamics of power or the forces at<work in the field hi""*',l. 0?
In this chapter much of the information discussed 1in the previous L ) igj
jlchapters is tie%&together.: The concepts of 1eadership and influence are{r“
".oconsidered as.: they pertain to the exercise of power in organizations“ -
rSpecifically, .ower in’management‘is examined in addition to)the tactics? :
' ;of acquiring power in controlling human resources | The misuse of powerr O ;f
“fliis.then dlscussed followed by‘an eXamination of the‘concepts of. 5 | ;ﬁ
- g X ‘ :
» ”f*‘conflict and change in the organizatiohal setting Although a separate>§lfr" ;
,ﬂsection is devoted to the politics of power, it must be acknowledged | :
, v P .
&that the dynamics of pOWeD involve politics in nearly every respect.'k _ : :
SR SRR B RETR ilj’ e r.j? : ',"‘;ﬂ::‘kiillvyif ;}
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A

Leadership - <\~ : :l‘:' x ,o | o T 7

As discusséd earlier in‘the thesiS,:an*administrator has three . i

r" o]

B areas of responsibility in the.oréanization.; One‘of these ‘

responsibilities is management of resources/,including manpOWer

%

3
: . 5
¢ . \

1ereadership is a basic skill in effective management i In this respect\ X
,leadership may‘be viewed as an organizational function |

"~" The exercise‘of power is an important tool in leadership and is }
bﬂjinherent in.the.concept of leadership. As Cartwright (1965 4) claimé{~

M~ N -

' Any theéry of leadership which ignores power cannot be yj;

T

‘ viewed,.ffavourablyi Kaplan (Kahn and Boulding, 1964 27) asserts that

s ; in any organitation; Ve leadership must be exerc1sed and this

J'-'involves“the use. of power " }' g o ; 'f“v : IR | 3 o ‘ -
An administrator wears many different hats ‘in one day, his S I R C‘;;
_vfunctions and roles overlapping and interrelating Bavelas (Hollander, . ‘f"f

'.“1964 204) explains that Leadership acts are those which help the group

' achieve its obJectives Hollander (Ibid 238) cautions that

TR Goal attainment by itself [however] is not a’ sufficient condition

U for: effective leadership.i A significant concommitant is - the: N
' - process, the relationship along the way,: by which group members are '

~able to fulfill their needs for a meaningful social participation.

‘f_fAccording to Hollander in addition to fac1litating the

@

organizational goals an administrator must also ensure that the

. .
N ¢

‘t subordlnates are satisfied that they have input in the translation and .

;direction‘of those-goals. “i - S :"p"~r ’f o ; ¢

rl



“ Kahn (Ibid:29)'points-OUt that leadership has;peenpdefined‘as'iﬁ
r, - “'& o .

. B 0N :
...the skill of 1etting other people have yopi b Y a?nﬁ) Whether real

l«a"L.

or. apparent, the Subordinate must believe gt ;f%ymmeﬁiigt% are being

¢ Aty
; \4}% Ly

channelled in a. direction with which he tﬁo agrees (
The impulse to power is reflected in the ieader/follower relation—

ship. Russell (Ibid 16) writes that' Thevpower impulse has two forms:

explic1t, in leaders, 1mplic1t in their followersa" ,Essential to 3

'leadership is’ the respon51veness of the followers and their: willingness]w

hto comply Hollander (1964:13) contends_that'v:‘,

"«...the maintenanCe of leadership requires a regard for the
‘working relationships which are affected by assertions of power _
[which explains why] ...power 1is not an instrument of successful
leada;ship in its own right. .

Leadershfp is largely a function of group interaction and is B

legitlmized by group interrelationships.v According to French and Snyder

a

.leadership/is a property of the group and ‘a charaeﬁeristic of the

V4

’individual.b L /i

In addition to the entities, the‘social conteéext is another'main ,

factor related to leadership. One cannot be a. leader in isolation.-d

e

Hollander (Ibid 14) maintains that ".. neither ﬁan ‘mor the situation 5
exists independently of the other j He (Ibid 1) explains that
»leadership is a relationship between a person exerting influence and
those'who are'influenced “and this relationship is seen within the

framew0rk of group prpcess. JA"'-I

- A

.

: Many current theories of’ leadership deal almost exclusively in
"terms of personal abilities : Earlier theories approached leadership in

~ o

La. similar way and 1t is only recently that the dlstinction has been made .

- Lt

o0

:‘ \\ <



A ' - R . » .

"between "leadership as a personal duality," (the tralt approach to ,

leadersﬁip} and - leadership as an organizational function, (the

situational‘approach to leadership) . Using Alex Bavelas (Ibid;ZOO)
, ; ) e bl
words,, oo : S ‘ L -
. The first refers to a special combination of personal
\characteristics, the second refers to the distribution throughout
© an organization of decision~making powers. The first leads us to
look, at the qualities -and abilities of individuals; the serdﬁd e,
‘leads us to look at the patterns of power and authority in
: organizations.

’

i .

While for many. years attempts were made to define\leadership
. abilities in terms of what a 1eader should possess modern trait
research begins from the opposite directlon Carefully designed and

administered tests attempt to discover and _measure the traits of :.
[ : : ‘ YA
Tleaders."'"From‘that«analYSis,a'more general.1eadersh1p_theory has been. ..

postulated

Hollander (Ibid 225) pOints out that’ “While there may not ‘be

'universal traits of leadership, it is p0351ble to speak of requ151tes ?

for effective leadership The maJor criticism of the trait approach is » .

that both the characteristics of the 1nd1v1dual and the situation
‘influence the degree of leadership behaviour a person exhibits Winter\\\\

(1973 13) oétlines five’ situational factors which determine the

allocation of powar. .

“\

(1) certain professional positions are associated with
being a?lEader°

(2) the/socio~economic status of indiv1dual members and

! .

of the group affects the. ch01ce of leader and

distribution,of"influence,
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\ . . . .
\ . R . '

(3) personality characteristics of group members;
(4) size and degreedof organization of the group;*

(5) and nature of task‘or'purpose of the group,

o . - L w
All five factors will influence the outcome of who will emerge as

the leader in a.given‘situation. o 2 . ‘ o

. «

As Winter (op cit) pOints out, the effects of these factors are not
varbitrary "All of thESL variables can be expressed as different bases

of power whigh are’ allocated according to particular norms and values

and perhaps also structural 'laws of human interaction.

v

“There is, then, a certain degree of predictability and’ consistency

between groups‘even though the indivxduals 1nvolved differ.- ..

AThe administrator who can'recognize the potential for power that
ex1sts, understand the s1tuational factors involved and change the

'situation can create power As Winter (Ibid 14) explalns,

FISkill 1n definlng situations, in conv1nc1ng others of these
‘definitions, and in portraying one 's own role as important or

' indispensable to the achievement of these redefined group goals
would thus permit a person to have power within the constraints of
a situation.

Hersey and Blanchard (l972 94) discuss Bass's distinction between
successful and effective leadership or management

~ If A's leader style is not compatible with the. expectations of B,

. and if B is antagonized and does the job only because of A's
position power, then we can say that A has been successful but not

. effective. B has responded as A intended because A has’ control of
rewards and punishment, and not because B sees his own needs being
accomplished by satisfying the goals of the manager Or the
organization.f : . .

On. the other hand if A's attempted leadership leads to a
successful response, and B does the job because he wants to do
it and finds it rewarding, then we consider A as having not-

- only: position power but also personal- power. B respects A and
is willing to cooperate with him, realizing that A’s- request: is

/



) A 94
consistent with his own personal goals In fact, B sees his
"~ own goals as being accomplished by this activity. This 1is what

is meant by effective leadership, keeping in mind that
effectiveness also appears as a continuum which can range from

very effective to very in~effective.

According to the definitions proposed in this thesis, Bass s

successful 1eadership" could be viewed as the result of exercising

’ autho:ify while "effective leadership would-be the result of exercising

,.powéf’- \ ’ - e gy “‘:\\ ‘ .




‘Power in Hanagement )
>
Thé emphasis of the study of power in.organirations 1n the
managerial role of administrators, is addressed by Kotter (1979 9):
".;.power is a relevant managerial toplc because power is always an
important variable in‘complexvsocial-systems." B
Kotter (1979 9) ehplains the 1mportance of power to managers

reporting that "Psychologists who have studied managers haVe said that

-
«

’ power is relevant and important because managers tend to have a high
fpower motivation';f The need to employ.power in the management of
: hnman resources 1§ related'to‘this 'power;motiwation':lb
dne.runction of management is‘the dependenee:a manager has npon t

resonrceS‘at'his disposal'to do his own job effectively- 4Managing_thi

<
¢

dependence necessitates having control over resources With reference
to the human elements in the organizational structure, Cartwright

'(Ibid*S) acknowledges that
. |
.The whole organizational structure acquires power over the member
"apd consequently certain other people have power over "him, .the

95

\

he

s

1 .

/o

~ specific persons depending upon hHis position in the organization.‘

;Kotter (Ibid 15) describes the managerlal role and the need to
' extend one's power beyond the formal authorlty inherent in the

organizational structure. :

e i
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méﬁagerial positipn;

»)Kot;gr (Ibid:16—17) concludes,

K 96’

13

To. be able to plan, organize, budget, staff, control, and evaluate,
managers need)some control over the many people on whom they are
dependent. Ygt managerial jobs do not automatically provide
managers with' that control. ‘ ' of

-

Trying to.control others solely on the basis of the power
associated with one's poéition simply will not work...because
managers are always dependent on some people ovexr whom

they have no formal authority and (who] will not passively
accept and completely obey a constant stream of orders from
someone just because he or she 1s the "boss” .

Kotter is\arguing‘that organizational effectiveness requires more than

formal authority for a.manager to have the necessary control over ‘his
subordinates. ‘The 'power motivation’ becomes meaningful here. The
‘distfnction between réSpect for the position and respect for the - -

individual‘iS'made'more clear.

In other words, the primary reason power dynamics emergé and play
an important role in organizations is not necessarily because
managers are power; hungry, or because they want desperately to get
ahead, oq_becausé-there is an interest conflict between managers
who have authority and workers who do not. It is, pecause. the
dependence inherént‘in'maﬁagerial_jobs is greater that the power or
control given to the people in those jobs. FPower dynamics, under
these circumstances, are inevitable and are needed to make,

organizations function well. .-

Kotter (Ibid:88) outlines the importance of adapting to a '

4

Ironically, although the naive and the cynical probadbly sée
themselves as at opposite ends of 'a continuum, they oftéh‘suffer
very -similar problems in adapting to new positions and in other
aspects.of their careers. -The one characteristic they have in

" common - the lack of realistic understanding of power — proves to
be more important than their differences. e ‘
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Kotter (Iﬁid:97) suggests six gui@elines that "woyld be in the best
intereét of mo;t mahagers to.follow" regarding power 1n drgaﬁizétionﬁ.
| 1. Identify yqﬁr own poyé? gkills agd‘agilitieﬂ- ‘
Explicitly take into«atcount.power and dependence
wheh planning your caréer or seeking a job.
. 3. Before s;arting'a new job, carefully congider what
sequence of activities can hzlp you develop tﬁe
power you will need.
4. If you are less effective at yourvcurrent job than 
you desirg, check to see 1f it is a powér/dependénce
‘problem. |
5. . If you find yourself }A 5 job whose dapepdencies are
signgfiéantly greater théQ your powel skills aAd you
- are dnablehto change the situation withdyt misusing
power, GET ouT! | ’. | ;o
6. Whenever you have the ppportunityi ﬁry to influence
.educators and ﬁanagement development DPergonnel to
focus’ more on power and influencel
| The fbrmal étrucéﬁre of an organization elimjnates many areas of

Pncertainty5 Blaﬁ and Sdott (1962:175) declare that "Power accrues to

thosé who can control the remaining areas pf uncertainty.”

«




Power is often connected wifh the strategic,_calculating‘art of

o

i

politiCS-. Kaplan (Kahn and Bouldlng) alleges that the acquisition and
exercise of pOWer in every personal relationship is politics Leavitt

’?:fand Pondy (1964) also hold that politics is’ concerned with relationshlpsf_'(

s \ . YY B
: of control of influence, or power relationships y Adminlstrators thEn

A
., :

h insofar as they have power and use it, can be called pOllthianS

R
s
v

There appears to be a certain amOunt of politics 1nvolved in any

v

managerial capacity To some extent an administrator 1s required to . j3‘1*’

o

adapt bOth leadership style and the forms of power used to the situatlon:;f‘5

L

and uhe 1ndividuals COncerned Basic to effectlve leadersnlp is the,"

assessmeﬂt dfja s1tuatlon and the awareness of others As*Leavitt'and .

‘?

Pondv (Ibid 319) polnt Out the constant monitoring of both
T i L L

lf organizatioﬂal and 1ndividual change 1s necessary The human being

resists being treated as a constant.“'

N
Y

Both formal and informal power sources exist and it is’ wise for thenf

.:i'administrator to recognize both; Support staff for example' may hOld
:i little fOrmgL authorlty in the organlzation but can impede or(contributer““
h:l‘to'an administrator s effectiveness f‘Both sources of. power influeﬂcer
the adminisgrator 'S - base of contr01 and, as Leavitt and Pondy (Ibid 218)p‘f
{ipf remind the feader, Men can‘only exercise that'power which they are"?if

“'f.allowed by other men



~An under@tanding of the political aspects of power dgnamics can"

'f_ assist administrdébrs in choosing the right 30b for them, adapting to.

‘ that JOb, understandlng organlzational behaviour and making effective o

'1organizationa1 deciéions V _\._f;'“ fbf~i‘“o»‘5

°,
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' “Thg‘TacticsvpffAcduiring ?owerf 1; S

Kotter claims that whether they are aware of i@ or not \allf

bmanagers attept to acquire power even if it is intuitively, for example,
-' ¥ A 6 L »
~‘they may not be aware of the methods they use. He (Ibid 26) explains

that Acquiring poWer means acqu1r1ng potential 1nfluence - that is the
: o W : . _ R ;
‘fpotentlal for getting Others to do what you want or. for preventing them

f;;from forcing you to do something.r, One way to acquire power is by
' B L SR
: securing direct control over tanglble resources such as budgets, -

'1bu11dings or. equipment.; Power over resources usually leads to greater

power over subordinates because they recognize the 1nf1uence a§§ociated
:with resource control

Another way of gaining pOWer over people is. to gain comtrol of ;: 3
. ; Sl :
5 useful 1nformation (this eﬁbraces the concepts of expert and

,ﬁinformational power as already dlSCussed), and of information channels.'

=In hlS book entitled The Polltics of Expertise, Benvenlste (1977)

"»stresses the importance of both the formal and 1nforma1 networks o
?of communication. Russell (1938), too, proposes that the acquisitlon of
c‘:power can be accomplished in many ways ineluding the use of

'»?communication network s propaganda and education processes., Hef?
B T e ¥ ’

-,malntains that news must travel faster than human belngs for the

”icommunlcation network to be effective and contribute to one 3 power M

"\fsource-” In this way, communicatlon can be verv 1mportant to power.



Cartwright (Ibid 7) suggests that ".. communication 1is the
"mechanism by which interpersonal influence is exerted Psychologists

Festinger and Barnard hold that all communications carry some degree of

‘ . .
_aUChoritativenessw An administrator recognizing this feature of v

"7communications, could deliberately give authority to communications and
. S e ; :

thEreby Create powera‘ }djaf .:;‘ ’
Winter (Ibid 15) proposes that the position ln a communicatlon P

z%.§ ) 2

2‘_network is related to power and leadership Knowing thiﬁ

*~w>;xadministrat0r could size Up the situation and then chzosejhis position
"%;so as to maximize his power.‘ Associated with his Position in the
g communioation network the administrator shOuld also be aware tth
h;conmunicatlonvis abtwo—oay orocess; that is, there 1s.Value in
'o{conmunications comingrfrom the- subordinates as well as in”eommunications
:going to them | Upward communlcatiOns can significantly increase anv;v'
ﬁmiadminlstrator s informational.base of’ poWer' The . lateral direction of
jfupOWer should alsovbe noted here as a1method.of keeping informed :‘It is;
'fihoften‘saidgthat_the’connunication netuorklis thes pulse of the

- ‘organization. ‘




'fr]‘ aifew of whichuarevmentioned~below,j (T 'A.l:];f'l
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Kotter (1979) suggests further ways‘in which to acquire power. The:

establishment of relationships, and thus credibility, is an aid to

gaining power. Creating a sense of obligation in people (as already
discussed) can. help 1in establishing favourable (to the acquisition of

power) relationships.' Building a- reputation as an expert in certain
areas through such means ‘as highly Visible achievements “can also help;
“an administrator to garn power. B R R

| .

Encouraging subordinates to 1dentify Wlth the power holder can
elicit a charismaticvallegiance to him._.Aniindividual can.relate-to the - -

~ ol E ’:‘,_ S A

g

power holder both consciously and unconsciously

“Kotter (Ibid 32) explains that\\
’People generally need to. 1ook up to someone who can make them feel
- strong- and confident despite all the problems that they face, and
”Qwho can -help they’ feel they are dOing ‘som thing meaningful -

‘especially if their, JObS seem trivial’ or p01\'less Managers who
'can fill these needs can become very powerful B

i

his':

- Ane administrator can use his organlzatlonal dependency
advantage in acquiring power in relationships by making others belféve
P i .

o that he is dependent upon their help and support

" Kotter (Ibid 34 36) outlines 3 list of keys to Success in Power ;gf

,lf}Administrators«tend toibe]%frylsensitivevto“where'poWer-existsfinl
}f:their organizations.‘
"ilﬁafThey take calculated risks in which they invest some of»theirxpowerff‘

: din the hopes of gaining i\\back with interest.



3 ifhey recoénize that ali'of“their:actione can affect‘theiripovgr én@
they avoid actions that will accidentally decrease it ”%%Lﬁ
~f4 In their career development they try to move both up the hierarchy
‘: and toward positions where they can control ‘some strategic
Lcontingency for their organization-_eh ‘
It w0u1d seem then, that the acquisition of power ie planned and

‘ﬂplotted Thefe is little room for random action- The efforts of the

~1'successfu1 administrator are consciously directed toﬂthe gaining of

o} AR . . """: . ’ o ‘.“

g "‘pcwer il



Controeractics'A
Leav1tt and Pondy (1964 219- 222) outline nd explain nine "Tactics’

. 1
of Men Successful in Control - & A

~

a’

——

1. Taking Counsel
, The able administrator "-;.is'cautious abOUt hoh~he seeks‘and

,recedves advice. He takes cOunsel only when he asks for:it}.'He

.makes.the'decision:himself.— bows only_to»good ad ice‘and,not'to“
. ' S _):'pressure | | | | |
2i Alliances
-An administrator’needs ‘a devoted follow1ng and close alliance with

‘tother‘administrators-on_his.level andtaboye?sfor protection_and

' eommunication ’;si?ﬂv';. A_Zv_ _;.: ."iﬁ,l'-,' 'd. ‘v;'
On this toplc, Metcalf and Urwick (Ibid 112) caution that some
.power is relinquished in the act of 1ntegration or cooperation
-when we’Join with others, we deliberately give up a part of bur
power . in'order to‘get certain pr1v1leges which will issue from
. o g , S A

”h,the union.' "'i-_

3

3Ld> Maneuverabilit& .
B >fAn administrator must maintain flenlbility and not he committed to
‘i_;one positibn | He must have a w1de range of talents |
fﬁ;;viCommunication :,'. dfgf;e}".t‘li O R
”{Good’channels of.communication -are 1mnortant horizontally and both
mays vertically‘ Communlcation’channels are 1mportaht in:
P _ 'determiningibnho gets what' when 'Zunin (1972) maintalns that‘inx
-communicative 1nteraction‘the iirst'four minutes oﬁ initial contact

~

‘rare’ the most significant because lasting impressions are madejd

Ui-7during that period " For the aspiring power holder this. may be a

'useful tool in: organizational interaction.__-

Bt



apparent than real.

‘Negative Timing

* practise it .

e 105

'Cbmproﬁising

An administrator may have to compromise on (small) means to achieve

(large) clear cut goiss/ends; "Cohcessions, then, should bé more
) L N, f’ R . i . . )

. ot

-

When put undet inescapable pressure the administrator might have to

: initia}e'some‘action that can retard the process. of expedition. . =

Therefore, he is in the process of doing'something which'hé"nevet

quite does. The’qction "dies on the vine.” .

Self—Dramatizabioh

" ‘The administ:atbr»muétJacquife the skills of “artistic

e

¢ommgniéatipn.“ These skills include the'"hoV“ és well as the .

a .
o~

"what"- of communicating.v“Fipét,'he must observe What,mékes X an:. '

éffective'communibafion.ahd how. it is done.. Second, he must -
. ‘_\' .. ) . S . ) .

“

-fConfidenéé‘

. He must appear confident. Once an adminiétfa:dr "...has made a .

t

l"deCision?’he must *look and aét'decidéd;"'déspite'any lack‘of inner

.coﬁviction.' “Thus, the man who cohstantly gives the‘iﬁpreésiqn'of

knowing what he is doing = e&gn'in'he:does'nbt.— is usihg his power .
and'incféasing it‘at"the;samqitimg.f
A}QayévThejﬁqss .

[

"A;thinvline of separation,betwéen the [power holder] and

‘ squgdinaﬁe'must aiwi%sfbe'maintained." ‘He mdy be friendly but not

SOlqdmmittéd as to make objectivity impossible. Adopting an "open-
. \’ : N . " . " . . K g o

T e a e S
~door” -policy 1is acceptable but the ‘question to retain is "how far

. open?”
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The Concept of Influence

Control is attained‘through intluence. " In the organization an
administrator attemptsftb'influence subordinates in order‘to establish
a hase'of'control.h.ln turn, this base of,controldcan serve the»f
administrator in his influence attempfsf
| FrenLhana Snyder-(Cartwright; l965tll9) point out that one hasic
: assumption‘in.thebexercise‘of leadership isgthat.aff, attempts to
v,influence'others are instrumental‘acts whose occurrence is determined by
the perceived probabilitp of success in achieVing some goal lnfluence
: over ‘others- is sought for the purpose of goal achievement human
-co- operation being but one resource in that process ' Leadership ensures . .
'human co- operatlon, through the ‘exercise of power vHerbert Simon (Bell
.pét al 1969:73) describes this 1dea:' "..~1nfluence is the means .5;of
securing Values that are desired " For'the administrator in the
organization these values consist of the goals of‘the‘organization-
Similarly, Hollander (Ibld 225) defines leadership effectiveness as -
.an" influence process wherein the leader is able to muster willlng |
~group SUpport to achleve certain clearly specified group goals with ‘
‘best'advantage.to the indlviduals compris1ng.the group. f Here, both the
\organizational and the member s goals are con31dered

e In all the definitions above, 1nfluence is described in external
behayioural terms.” French,and‘Raven”approach the?concept-of influenCe

differently;l They (Cartwright 1965 155) define power in terms of

influence and influence in terms of psychological change
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The internalization of social norms ‘is. a related process of ,\
decreasing degree of dependence of behaviour on an external O and
“increasing dependence on ‘an ternal value. It 1Is usually assumed
that'internalization is’ accompanied by a decrease in the effects of

level of observability.- o . _ . \

French and Rayen stress internal;acquiescence to a norm ratner than
external compliance, as aﬁresult’of_an influenceiattempt. There are-

‘ poth external and internal responses tolinflnence attempts. Hollander
(Ibld 234) 1dentifies three. general elements which appear to be a part
i of all influence relationships
L) an influence source with attrinutES.perceived from-
raCtual'or‘implied interacbionS'
(2) some mode of 1nterpersonal act1V1ty or other communication,
(3) a reeipient (or follower) with personal.moti;ations, percep—
‘tions_and reference'groupyaffiliations.

As diSenssed.in"theAfStudiesin_Social.Powerf chapter, the
Leffectiveness a% a‘leader:is‘determined in‘part.by‘the groupfsi-
perception of him. - The primacy‘efé%et is.important neref4 that is, the
first impressions received by the, group, of the leader.

-

French and Synder report that more'influence.is attempted by a.
leader when there is: greater acceptance of him by the subordlnates,
more certainty in his_own opinion and less certainty of, the opposing

. ‘opinion in the subordinate./ They also stateEthat the effectiveness.of

ia‘leader's influence attemptjis:directly proportional to: the

s
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acceptance of him by the subordinates; therteadineeslcf-the-snbordinate
to accebt the authoritf.ofzqhgpieader's tole;’the:pe:ception.that he i
.an expert in the area of the influence‘attempt; and thé“ameunt of
influence attémpted.,i
:Cartwright diecueses,infiuence andicontrol in terms cf externai‘

. rewards and punishments, and mdtiVation. He insists'that the difference
\
between internal acceptance and behav1oura1 acquiescence must be

recognized Ideally, an administrator would like to effect both T

1

internalization and behavioural compliance din a subordinate, ‘but often
nmust be- content with the 1atter

In- the organization the’ exercise of leadership, as an attempt to
- . , ‘ f
influence members may be viewed partly as a way of managing-hnman

% .
\ kX

‘ resources toward the achievement of some organizational goal

*
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4 .

The Tactical Use of Power

»

J

:The exercise of.power is .a necessary part of effective management..
In this section‘the various aspects of exerting power are examined
- Kotter (Ibid:39) affirms that " effective/managers‘use power to
'influence‘others "  March (1967) points out’ that in deciding whether or
not to exert influence a person calculates the cost and expected value .
According to'March,,however, motivations do not tell the'vhole story in
every case._ A person influencing another may bewconsciously eserting
power but.mav alSO_unintentionallY influence‘another. |
| 'Kotter makes‘the distinction between direct:and“indirect;’,l
"influence:' Indirect influencelinvolves the‘manipulation'of another's
.env1ronment in the attempt to ultimatelv influence the person himself
" This method takes. lonoer to notice the effects Direct influence is
described by Kotter as persuasion of the indiVidual., Time 1is also’ a
‘factor here as it takes time ‘to lay the "ground worh;* |
A time constraint may necessitate the use’ of coercion- Although
results are mote readily apparent there is a chance of retaliation Wlth
“this method. Alternatively, persuasion ig time—consuming and;may be
completely ineffective ‘ Kotter (Ibid:44) suggests that‘”The key to
“ "persuasion usually lies in having and knowing how to use information

that is relevant ‘to. another person s interests and goals

Cartwright similarly 1dentifies two types of 1nfluence which he ‘

1
- H

calls “influence by persuasion,' Which parallels Kotter's "direct
. T . - ’ . 7
" influence,” and “"influence by,ec010gic§l control,‘ similar to Kotter s
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“indirect‘influence." : .

Effective communication and 1ts apparent source (Qhethér it be, for

example, credible, weighty or prestigious) determine in part, the
effectiveness)of influence by persuasion.

According to Cartwright (March, 1965:20), "“In principle, O may

v
-

influence P by ecological control. whenever P's thaviour is predictably

\

related to. some manipulable feature of ?'s physiLal or socilal

v
. ! ) ¢

environment.’. Therefore by modifying an-individual's environment, one
b

can influence a pesson toward a desired change, because, for example,:

attitudes, values and behaviours of indlviduals are determined by
.
. Cartwright (Ibid.21) identifies five;attributes or significant

properties of means of influence: .

1. :Reasons fer e&erting influencek— internretation'of'apparent purpose
"‘is critical in‘determining its‘eftectivenee4; ’ _';
.2. Enchenge telationshipsv;véive X to get Y; -
3. h\antingeney'in.ube of ‘a base —b"payment ie contingent upon 4

cdmpliance.ﬁithfthe terms of the contract; \ I

~ b QTeﬁﬁotél Features —‘timefine —_"X for Y"lbud when; ,

5. Change in the distribution of resources - some resources may. be

"used up" in exerting influence while others may not- (it 1is not

A

_ always an‘exchange of.resources).

|
H

Cartwrightj(op cit) also outlines seven determinentsAascertaining’a'
choice of means orhthinés‘which will decide how an individual will exert

influence:
1. anticipation of the effectiveness of a given means;
‘ e » - .

. > T . . ~
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2. evaluation of fmmediate costs;
3. assessment of delayed consequences;

A general theory of human nature;

5. ethical evaluation of means;
6. position of socin} structure; ‘“i
7. lcgal constraints.
Cartwright calls the reader's attention to the "sleeper effect”

influence may have. Immediate, overt compliance may be the initial
response but latent changes may also taking place which could influence

future responses. An examﬁle of the "sleeper effect" is the possible

negative éide effects of exercised power. People may feel threatenedcor

* T

hostile especially in the case of coercion, and may seek support from

‘ others—byjfér@ing alliances. This cohesive group may form a unified

4
! H

¢« T .
M .
influence attempts can be accomplished: exerting new forces on an

:individual (uscgiiyvresulting in a higher level of conflict than either
of'the othersss changing the direction of pre-existing forces; and
rcduc}ng che magnitdde of opposfhg forces.‘ Certain characteristics of
deividualé:can effect the-eabé)of influence attempts; fcr exanple, thg/

Stronger"the;éubordinate's need for social approval the greater the

 force that can be activated on his environment to ensure his conformity.

by



The idea‘of conformity is a. more complex‘one than may ipitially
'_jappear‘ Kelman (19535 has]underdhken study in the area. of conformity;;j
b’yyand as Cartwright reports,,identifies’three types of conformityv
y?compliance which is an. overt response motivated by an extrins1c.reward{,:
lfidentification vwhlch 1s behaviOur modelled after someone because one
b_;believes in the behaviourhor person and‘1nternaliaation,ﬂwhich is
nibehav1our\adopted asvone:s own and 1s.mot1vated intrinsically’

Kelman maintains that different types of conformity are evoked by

ﬁ;the type of power base used and the particular existing 51tuational ,

“fxconditions Compliance is evoked by power based on means control when L

- A . , 'l' P 7' ..

:izdunder surveillance by the power holder Identification is evoked by

s

"ffﬁpower based on’ attractiveness when the relationshlp to the power holder ;
.lS salient ’ Internalization is evoked b\ power based on credlbillty,

"3when the content of the attitude 1s relevant to that of the subordinate;

N

The three types of conformity identified by helman may be _seen asilz

.'3hierarchial ‘on the basis of internalization 1 COmpliance con51sts_b
:fmerely of" going through%the motions Identification involves some
J:degree of . rationalization is accompanied bv the p0551bility‘of becomingf
Qinternalized.b Internalization 1s the actual adoption of a belief or and :

v

idea. The latter is the most de51red response to the exercise of power.
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;fTheluisuse‘oproverh

There is’ very little written in the literature on the misuse of

'jpower although it is a major factor in organizational effectiveness and”

‘ ,u;pertinent to administrators Kotter recognizes the importance of giving p_i

-fattention to this topic and deals With it extenSively in his book Powerv

':in Management He (1979 67) explores the concept by stating that

P ...in mos; managerial JObS an inability or unw1llingness to
Vo wacquire and use” power reSults in ineffective performance.‘ -
- Dependence: does not. get managed ‘and’ inevitably under those:

Vibe achieved effic1ently
The misuse of power occurs whenl although indiVidual goals or
fobjectives may be met. the cost to the organization isymuch greater thanlii
»:the benefit This misuse isuthe resultbof engaging in anV,
'_power oriented behaViour thatbis not invthe best interests of the
'.iorganization;psuggests kotter | |

Kotter proposes that there are three factors relevant to the misusef

1:df”power: personal integrity, JOb related dependence and power skillsl“""

'and abilities ! Kotter (Ibid 71) stresses that
fThe misuse of power often seems. to OCCur when the dependencefﬁf
“inherent in a managerial job is significantly greater that’ the
power-: skills of - ‘the job incumbent ‘even though the incumbent has

preViously displayed a moderately high level of" personal

':{integritv SRR = v

fKotter points out that the critical impact of top management should'

B not be overlooked He (Ibid 75) explains that Many cases of powerfi.'

'3;amisuse at middle and 1OWer management levels can be traced to other,_;

'*cases of power misuse at the very top of the organizations involvedl"

.\
‘e

““circumstances, some activities Wlll not be, accomplished or Wlll not:"””
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Personal integrity could be Jeopardized in, a situation such as this :If
'_a subordinate is compelled to follow the administrator s directive even .
against his own better Judgement lt 1s likely that he will sacrifice, L

'to some degree, his personal integrity to do so. According to Kotter,'

“
RS S e

in this respect very complex organizations lend themselves to- impossiblef

N . .
: situations and are in effect unmanageable A misuse of power is bound
to’ occur because manager dependence is. so0, w1de

) Power and respon51bility are 1nextricably 1inked Kaplan (Iblf 28)n?:'

if;defines leadership as the locus of responsibility Responsibility

‘1]must be claimed for dec1sions made ’ Metcalf and Urwick agree that power‘pﬁ'p

*'_W_and responsibility go hand 1n hand and cannot be divorced As.long as /5'

L !

/s'an indiVidual hasbsome power ‘over another'human‘being, there ex1sts an'{f:f‘
” accompanying respon51bilitv notlto misuse that power. .

| A 51milar view is held in the‘case’of authority.‘ To thef
.ladministrator.vho.confers authorityiuponvaivor&er, Aetcalf and UrWick

ﬁv(Ibld 110) give the following advicetjvf

»b One thing should be borne 1n mind beyond anything else in: the
Ajconsideration of this subJect ‘and’ ‘that 1is that you should never . |

;_'dgive authority faster ‘than you can develop: methods for the worker» o

o taking responsibility for that authority.

T

e



Power and Comflict

Conflict is ‘an 1nherent part of the interaction between people and

)

»‘f;can lead to" positive as well as negative outcomes Kahn (Ibid 4)

':f‘suggests~thatv"...dlsagreement over goals and means is typical of human,lhg,

R organizations 'y kahn also v1ews power as the controlling force of

f"confllct POWer is essential to. the life of the organization, 1t

f.prevents the emergence of confllcts which would subvert organizational

'ffelt and the more ardently 1t w1ll be sought

-;,'effectiveness s Kahn (Ibid 3) claims that there is a, direct correlation f?;f.
”, between conflict and the need for power _ The more prevalent conflict

fiin an’ organization becomes,'the more keenly will the need for power be

RS N

l Dalton (Blau and Scott,_l972 175) contends that power strugOles are‘lj{-'

/“.

ﬂ”'important mechanisms of organizatlonal changev—{’a.wthey‘provide'

“7_cope with operating problems and extend the SCOpe of their 1nfluence

tbifThus, conflict leads to behavioural change 1n organizations. Q;rlnik

'QWhile power 1s necessary to control conflict, it is" the essence of

L emanagers w1th incentives for making 1nformal innovations which help them R

.r'v

N

- ;conflict whlch leads to: organizational growth Kahn (Ibld l) concurs._¢i~"”lJ'”

~

' Power and the related concepts.of control and 1nf1uence have to“do with

’1fa7bqhengegfff3nftrvl

Kahn (op cit) p01nts out that the reverse 'is also trj_'" d
"fgcan lead to conflict To say that A has the power to change B s T
ca : .

b_behaviour necessarilly implies that A exerts some force in Opposition to'»

.ff:some or’ all of the previously existing forces on B This is

v,conflicttg.- In“this respect the exerc1se of power can create conflict




;,.;}é.'

e

Kahn (Ibid:Z)vasserts}thet'some(conflict réscifg’fféﬁ'ﬁower;,‘
. Power inevitably begets conflict in“some'forn‘and‘in some degree. -

The expression of that. conflict depends in turn on ‘the, reciprocal
© power’ of” the person who is the- target of the initial influence
»'attempt. o - : ,

: Therefore,‘although "The ex1stence of conflict ..gives rise: to the '

‘exercise of power B it is also feasible for the exerc1se of power to

v

give rise\to conflict;g Hall (1982 129) cautions hlS readers to be aware Lo

"1that‘fConflictvls not the inevitable result of power. Indeed hz
P oﬁtcomerofanStfpoﬁernacts.is‘compliance w1th conflict being the

‘i:eXception:rether than the rule."

»
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-'i.Poéer and Change"/" ;“ S

Resistance to change is an organizationalfconcern because.it‘can .
;pose a maJor threat‘to orcanizational growth.v éostello andealRind
"(1963) claim that in re31stance to change skill is a mlnor factor while:hff
: motivation is a maJor factor | Change leads to " relearning, relearning to
'afrustration; frustration to escape'in the form of reSistance.‘ Since itl «l'

: S ‘ e o S R
is at the learning stage that re51stance 1s generated in\order‘to'\p
.?overcome resistance to. change, an administrator mustbconcentrate his
d'efforts at this level;‘ o ;: ”'1:‘1". R 'l‘h. |
The amount of group cohesiveness can greatly influence attitudesi»

1’tonard4change,:both positively or negatlvely, because group‘influence
2§111 in part determine‘those attltupes ' Costello and Zal 1nd,caution:;
v.l:that harsh autocratic pressure involv1ngbthreats may‘not be as effectlve
“din 1nducing change as persuasion“and enc0uragementvbv‘the ' |
:administrator;. Threats may even encourage re31stance because group‘ »V
7cohesiveness would be strengthened i]_4,ui |

.Wll Exercising power in a group setting can be an effective way to

o :_,reduce resistancea Costello and Zalkind (Ibid 241) propose that

ifIt is possible for management to modify greatly or ‘to remove L
~ completely group: resistance to changes in methods of work: This Lo
. change. can be: accomplished by the use of group meetings in which
' ‘management effectively: communicates the need for change and
":stimulates‘group participation in planning the changes..‘By
preventingfor greatly modifying resistance to. change, this:
: -concomitant to change may well be’ greatly reduced

N Costello and Zalkind admit that elic1ting change in behaviour will

'znot necessarilly result in attitude change.: In an attempt to influence

individual attitudes, the admlnistrator must first ;realize-the b

_ functions that attitudes serve (Katz prov1des four categories as a

Lo
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framework for,this‘inquiryf adjustive, egobdefensiue, ego-evaluati;e,
:'andbknowledge serving), second‘ con51der how attitudes develop
"(including influences of culture, family, group membership, class peer
vgroup and previour work 1nf1uences), third examine basic principlies of
attitude change w1th emphasis dn arou51ng -a need ‘to - change,»and fourth

describe\certain conditlons for attitude change Katz (Ibid 275)

"~ A . y ; ]

,emphasizes”that Ln~order for attltude change to occur, the needmto

Tlchange must be aroused.~: -~
. o o v ;
Kelman (Ibid P V) proposes six processes as means of affecting

”attitude change

.:lQ‘ \Changing an individual s role which w1ll emphasize both behaviOur

,and attitude change ; A
I
: i

iz; _:ﬁsing group and 1nterpersonal>1nflhences to encourage confornity, ‘
:benforcing behaviour change thr0ughuregulationvas conditions wouldl
‘ffacilitate an attitudéfch;nge ei herﬂthrough compllance (1nf1uence"”
is accepted hoping to achieve a. favourable‘reaction),d
'identification (behaviourlis adopted because it is associated'with.

h;psatisfactions tied in with in the indiv1dual s self image), or
'1nternalization, (induced’hehav1our is- intrinsically rewarding),

c gf}::Using‘the effects ofvinformation and communication,.keeping in.mind fl
"the-importance‘of three.main factors:'_the needs of the 1ndividual
fhis personal characteristics; and the credxbility (trustworthiness

“vfgand expertness) of the communicator;lli : ”&

Zg_ lCreating situational changes which encourage attltude modification,
,Sﬂi"Utilizing the effects of personal contact to 1nduce favourable

attitudes; ,v;',v;.. v'i_h"' : g.a;“”‘ T .__.H./’
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N

N\

63\ Encouraging participation which will offer reinforcement for change

in both behaviour and attitudes-

French expands on the sixth process, maintaining that to overcome
resistance to change an administrator must ensure that the subordinate'
participates totally Ain the introduction of the change Communication :
e is 1mportant here both for information and cooperation vThe‘subordinate

‘ .must believe that he has had- Eome influence on . the Jointly-made
decision‘even if he has not. This approach is termed psychological .
:participation ‘as opposed to 'actual Participation' (real influence'on-‘
the decision) , French (Kahn and Boulding, 1964 38) explains that
CIf the workers think thev have had" the amount of influence on .a.
' Jointly made decision which is'"just and proper and . norwegian,
“they will. consider it legitimate and will manifest favourable.

affect, -increased motivation and production,'improved

labor-management relations,band increased satisfaction. CIf thej
workers feel that they have had anything less than what they

consider right and proper, then the particiﬁitiOn would Tiot be" IR
: legitimate, and the positive effects would t be forthcoming o

a“In choosing the participative procedure as a power tactic in
,"implementing change, the personalities of the 1ndiViduals involved must

~be considered. Some individuals Wlll be more affected by certain

£

- procedures than othersf
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Sunmary and‘Discussion‘ Lo

rd

: Leadership is one skill in which the exercise of power is utilizedv

-in the organization It is .a function of the leader and the follower,v
¢ . .

and the situational context o v'_ ,‘ - .

In order to effectively undertake the'full'rahge of managerial
S respon31b!1ity in the drganlzation an’administrator must extend his
'_l power,beyond.the formal authority inherent in the organizational
dstructure;‘ Awareness'and utiliaation of theicommunication network is'
ohe method of expanding power. ‘ | |
. Influencing subordinates can be done directly or indirectly by
manipulating their environment L - .a T B
The misuse of power can have a’51gn1ficant inpact on‘organizational
‘effectiveness. The responsibility for the proper use-of power lies with
the power holder _v' ; AR ' S » L SR -
The exercise . of power and the existence of conflict in ‘the
organization influe?ce each other reciprocally | Organizational change
. . S ~ ‘ v
is‘an ongoing process partlally controllable by power and results both
»ifrom conflict.and in conflict. . |
The.feelingsvof vulnerability an administrator can: experience as a
result of his dependency upon organizational resources can have a- if
'serious impact upon the power dynamics of that organication v:The_
functions of management that are 1nherent in that role must be
realistically assessed and the use of power addressed to enhance S
» adninistrative effectiveness In other words although an.administrator i

cannot significantlv control his dependency upon resources, he can

R

% B 1
; &
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.effectively utilize power to increase his control over those resources
and in that way, p0351bly reduce his feelings of vulnerability. In this

‘ respect the exercise of power, gives the administrator some degree of
: Yo 7 .

/
s

independence._-
A degree of managerlal psychology will most likely be necessary in
entending an - administrator s base of control . As long as an 1ncrease'in-
organizationel effectlventss is an administrative goal, tne
'administrator will hawe ‘to- deal with change on a regular basis .Pcwet ‘
. can nlayran 1mpottant‘role’in implementing organizational.change.
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' CHAPTER IX

DISCUSSION AND CONCLUSIONS

‘Discussion

‘The,object of thisﬁthesis was to review and analyse_theVCOncept of .

power in Organizations as it relates. to administrators, by'means‘of a

literature~revieW“ After ekamining much of the existing,literature, it

\

can be reiterated that'the concept of power is indeed an elusive one.
.In part this may explain why the most difficult purpose of this thesis

"was ‘found to be the establishment of a working definition of power."

Through this study a working definition of power has been arrived

A at. The exercise of power has been described as being related to four
factors: (1) the entities involved in the power relationship - in this

: studv the entities con31st of the administrator and the subordinate(s),.

(2) the process of exerc151ng power -"in this study, the power process

»reflects the administrator s capac1ty to exerclse power, and is a

function of the power relationship, (3) the outcome of. the exercise of
pOWer - in this study, the outcome conSists of changes in the
subordinate s behaviour and/or attitudes, necessary to facilitate the

organizational goals, and (4) the social .context within which power is

exercized - in this study, ‘the social context is the organizational

\ R B \

|

The concept of power as, reviewed and analyzed in . this thesis may ‘be
stated as follows power is the adninistrator -3 personal ability to

effect change in a subordinate s behaviour and/or attitude necessary

122
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to the accomplishment of the organizational goals. The administrator's
ability or capacity to exercise influence is a function of the

reldtionship between himself and the subordinate, and the exercise of

this influence occurs in-an organization 2

The more significant points of the study are highlighted below.
The definitions\of power as reviewed in the literature are mapy and

varied but for ‘the most part appear to address one or more of three
L g (

characteristics of power: the behavioural response of'the‘pOWer
assenter, the relational agpect-of power and the concept of power as a
_capacity to exercise influence.-. The concept of power is such that one

definitionrof’power should be sufficientvto describe the:exerciseiofvf"

i

rthis type of influence in any organizatio l context.

Many autnors maintain ‘a negatlve concept of‘power, holdlug that it

is a‘social'evil. This aftitude has been c1ted as one reason for

~

vreseérch'in the»areafof power'being hindered. o \;'
The concept of the power assenter is introduced in thlS study»‘ The
wsubordinate in the power relationship is viewed as a responsible awarE\\\;>

~

ventity who dellberately‘chooses to aseent to the poyer of the power_v
holder, 'This‘;oncept.of the power'essenter influenceg‘the'nature of the
'power relationéhip.‘n
| The t;rms of power.are defined by three di enSione “the attributes
§ of power "include weight = the amount of influen e,‘domain ~ the range of
:persons influenced the scope - the range of’behaviours influenced the
' beee of power 1dentifies the source of power; and the formbof power

"denotes the way in which 1nfluence is exerted vThe dimenéionsyof'pOWer

" ‘must be identified in Ordér.to derive~a complete understandin%/oﬁkpower
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organieations as it relates to administrators. The form of power, for
example, can largely netermine the type -of compliance that will be
elicited. | |

The two motives‘associated with power in the\literature are: power

as an end in itself (this motive reflects the intrinsic value of power),

and power. as a means to an end (this motive reflects the instrumental

@

v value of power) AlthOugh much of the literature examines - thef’ﬁtual

utilization of power in organizations the impact of potential power can
also be considerable. tower does not necessarilly have to be utilized
to be influenc1al - the mere recognition of the power may be sufficient
to-elicit certain.responses. |
Nonfobservahle-factors can.influencefthe exercise of power and
must_be considerenﬁin an examination of poWer in organizationsAas it
relates to administrators.‘ Three such,factors are identified_in the
literature review as: the power holder's perceptions of himself and his
Subordinates in the power relationship; the legitimation of theipower by;

N

the power assenter, and the manager s Job—related dependence ‘on

organizational elements in order to carry Out his responsibilities

" i [
' . . . .

effectively. Y

| . . o

In an organizational setting twé klnds of influence are identified

L

power, which is a function of the ind1v1dua1 or person ‘and authority,

which is'a function‘of the position- Both power and, authority require
\ -

the’ legitimation of subordinates to be effective An.administrator's

q»

primary responsibility is to facilitate the achievement of- the

”aorganiZatiOnal goals. All influence attempts must be- condusive to the

~

'undertaking of this administrative responsibility The organization as

a social context for the exercise of power determines ‘the setting of the ’

BN

- power relationship and haé a considerable impact on’ the nature. of the

a

 interaction. .. . T A .
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The authority inherent in an.administrative position is seldom

‘ sufficient\for managing.the responsibility also inherent In that
nosition. There 1s a‘neod, therefore, to expand the administrative base
of control, in order to facilitate effectively the organizational
.goals. brganizational»effectiveness is determined, in part, by the
administrator's skill in exercising power. An administrator's
job-related dependence on organizational‘elements can create feelings of
vulnerabiiity and frustration in him. The exercise of power gives the
administrator someﬂdegree ot independenee and can assuage feelings of

. frustration and vulnerability; | |

.Conelusions

'Despite“the evidence that perr is such a.pertinent aspect of

organizational effectiveness, it is surprising that so llttle

@ \
information on power can be found in ‘the literature of admiﬁistrative,

‘and organizational theory.m
Myths.surroonding the‘evillof pqyer'must be exploded. There is‘at

:need to inform peogleﬁof;tne instrumental value of power. Power is
' merely ‘a tool which can result in socially beneficial outcomes ‘in the
hands of:responsible persons. It is&hnly then that pOWer skills can
begin to.be taught as anylsotial skill is.taught. There is a demand for‘
thevanalYSiS“aﬁd syntﬁesis‘of data on pover, in order for a compilation
of power skills to be'taugnt inla systematie fashion. ‘Much of the
'educating that {s done is the result of solitary pursuit..

, " The attempt of this study has been to cull out of the existing
literature, writings on power - relevant to administrators in

4

) organizations, A theoretical review and analysis was undertaken of

o \ _ : . )



/

these writingsa

/.‘

’ !

concept of power embraced in this thesis 1s 1llustrated below This RO

e

,reflect the concept of power as it exists in the

Organliatlonal

ST

'~ Power.-|Process -

Goals f,.f'*

K / S R 126

The definition which results does not necessarily

real world';Q The k

;dréwingfdepiots one.basic»unit_in the organlzational structupe.

") Power -

~Assenter } | a

:?ﬂHo1der,:5

Organi}atlonal
Effectiveness

sk,

" ‘Organizational| "

. Context

Social

. Environment,
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: o

. Suggestions for further research include viewing this unit as a_:b
. . . : y .

(w bu11ding block in the formation of a model of power in organizations for v;.‘

4

vadministratorsv' The 1nteraction between similar units c0uld yield‘u
:theoretical model ae a’basie forvfurther theoretical and empirical .
‘.j research in the.area of power.ﬁ B | |
R ‘A useful empirical <tudy might be the analys1s of the power:
s tructnre 1n one organivationbas 1t actualiy eXists Thls might prov
:difficult for an- outsieer'ito nndertahe nay require a part1c1pant-'
'::obsernagion method of coliecting the necessary data The pOsSiblllty of
';rresearcherubias WOuld’be.of particular concern in a‘situation such as‘v
ithis,:and;wonldbhave to: be consciously avoided‘
In COﬂClUSlOn, Mills (1963 11) maintains that "neaidefigé'bdﬁéf;'fl'
"”thev are not necessarily defined by it. Power.isha‘device, an |
bleinstrument that has the potential ‘to be ueedv misnsed or. abused .Just'-h
:} like any’other tool The power holder‘determines hon poner is- defined
*L{'whether it is ascribed negative or poeltive eonnotations“ For the Jli
radministraton, the resnon51bility to utilize powar to faciligﬁie the'j;‘“

-f'organizational goals, is inherent in the acquisition of power in the

ffﬂorganization.'
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