Fundamentals of Organizational Behaviour

Key Concepts, Skills and Best Practices


CHAPTER 10

POWER AND POLITICS 

Learning Outcomes

· Name five "soft" and four "hard" influence tactics, and summarize the practical lessons from influence research.

· Identify and briefly describe French and Raven's five bases of power.

· Define the term empowerment, and explain how to make empowerment succeed.

· Define organizational politics, explain what triggers it, and specify the three levels of political action in organizations.

· Distinguish between favourable and unfavourable impression management tactics. 

· Explain how to keep organizational politics within reasonable bounds.

I. INFLUENCING OTHERS

A. Nine Generic Influence Tactics

1. Rational persuasion - convince with reason, logic, or facts.

2. Inspirational appeals - build enthusiasm to others' emotions, ideals, or values.

3. Consultation - participate in planning, making decisions, and changes.

4. Ingratiation - getting others in good mood prior to making a request.

5. Personal appeals - friendship and loyalty when making a request.

6. Exchange - express or implied promises and trading favours.

7. Coalition tactics - getting others to support your effort to persuade someone.

8. Pressure - demanding compliance or using intimidation or threats.

9. Legitimating tactics - basing a request on one's authority 

B. Three Influence Outcomes

1. Commitment

2. Compliance

3. Resistance

C. Practical Research Insights

1. Commitment is more likely when people rely on consultation, strong rational persuasion, and inspirational appeals and do not rely on pressure and coalition tactics.

2. Ingratiation can slightly improve your performance appraisal results and make your boss like you significantly more.

3. Commitment is more likely when the influence attempt involves something important and enjoyable and is based on a friendly relationship.

4. Employees tend to view “soft” influence tactics by superiors as fair and “hard” tactics as unfair.  Unfair tactics are associated with greater resistance among employees.

5. It is important to consider not only what tactic to use but also what forms of each tactic are most appropriate for the situation.
6. Interpersonal influence is culture-bound.

7. You can’t make change; you have to sell it.  The key to selling anything is to understand where the other person is coming from.  Put yourself in the other person’s place and influence him or her from that perspective.

D. Strategic Alliances and Reciprocity

The concept of corporate strategic alliances has been extended to interpersonal influence.  Reciprocity is widespread belief that people should be paid back for their positive and negative acts.

The following four strategies can be used to turn co-workers into strategic allies.

1. Mutual respect

2. Openness

3. Trust

4. Mutual benefit

II. POWER AND EMPOWERMENT

Power is the ability to get things done with human, informational, and material resources.

A. Dimensions of Power

1. Socialized Power is directed at helping others

2. Personalized Power is directed at helping oneself. 

B. Five Bases of Power – proposed by John French & Bertram Raven
1. Reward Power is obtaining compliance with promised or actual rewards.

2. Coercive power is obtaining compliance through threatened or actual punishment.

3. Legitimate Power is obtaining compliance through formal authority.

4. Expert Power is obtaining compliance through one's knowledge or information.

5. Referent Power is obtaining compliance through charisma or personal attraction.

C. Practical Lessons from Research

Relationships between power bases and work outcomes such as job performance, job satisfaction, and turnover:

1. Expert and referent power had generally positive impact.

2. Reward and legitimate power had a slightly positive impact.

3. Coercive power had a slightly negative impact.

D. Employee Empowerment

1. Empowerment is defined as sharing varying degrees of power with lower-level employees to better serve the customer.

2. Delegation is defined as granting decision-making authority to people at lower levels.

E. Making Empowerment Work – See Figure 10-2 Randolph’s Empowerment Model – the three-pronged empowerment plan includes the following:
1. Share Information
2. Create Autonomy through Structure
3. Let Teams Become the Hierarchy

It takes tremendous courage to start sharing sensitive information, true strength to build more structure just at the point when people want more freedom of action, real growth to allow teams to take over the management decision-making process and perseverance to complete the empowerment process.

III. ORGANIZATIONAL POLITICS AND IMPRESSION MANAGEMENT

A. Definition and Domain of Organizational Politics involves intentional acts of influence to enhance or protect the self-interest of individuals or groups.

1. Political Behaviour Triggered by Uncertainty

Five common sources of uncertainty within organizations:

· Unclear objectives

· Vague performance measures

· Ill-defined decision processes

· Strong individual or group competition

· Any type of change

2. Three Levels of Political Action

· Individual level - personal self-interests are pursued by the individual.

· Coalition level - temporary groupings of people who actively pursue a single issue.

· Network level - loose associations of individuals seeking social support for their general self-interests.

3. Eight Political Tactics

· Attacking or blaming others

· Using information as a political tool

· Creating a favourable image

· Developing a base of support

· Praising others

· Forming power coalitions with strong allies

· Associating with influential people

· Creating obligations 

4. Impression Management - getting others to see us in a certain manner.

· Good Impressions - dress for success, upbeat attitude at all times, and avoid offending others.

Favourable upward impression management tactics can be job-focused, supervisor-focused, and self-focused.

· Bad Impressions – motives include: avoidance, obtain concrete rewards, exit, and power.

Unfavourable upward impressions management tactics, decreasing performance, not working to potential, withdrawing, displaying a bad attitude and broadcasting limitations.

5. Keeping Organizational Politics in Check

Organizational politics cannot be eliminated.  A moderate amount of prudent political behaviour generally is considered a survival tool in complex organizations.  See Table 10-1, page 219, for practical steps to keep organizational politics within reasonable bounds.
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