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Abstract

This study examined selected aspects of the exercise of influence
in educational organizations. Power motivation, characteristics of the
exefcise of influence and influence effectiveness were studied. A
sumple of elementary school principals indicated their perceptions and
behavioral intentions relevant to the exercise of upward influence in
scveral common decision situations. The results of the study suggest
that prineipals who were rated high in influence activity can be character-
1zed by both high instrumental and intrinsic power motivation, as well as

high self-perceptions of power. Several situational factors surrounding

[{re]

the excreise of influence were found to be related to choices among
alternative influence targets and the likelihood of using various methods
of infiuence. The likeliheood of using "manipulation' as a method of
intluence was found o most consistently differentiate between principals
roted hich and low in influence ef fectiveness, with high effvetiveness

principals indicating they were more likely to use this method.
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The Exercise of Influence in Educaticnal Drganizationsl

Power, influence and political behavior are ubiquitous phenomena
in formal organizaticns.g It is commonly recognized, however, that the
study of power and influence is a relatively neglected area of organiza-
tional research. Since Cartwright (1959) first chided social psychologists
for being ''soft' on power, numerous writers at fairly regular intervals
have commented on the seeming ''dearth" of research on power and rclated
phenomena in organizations (e.g., Kahn, 1964; P@llaré & Mitchell, 1972;

schopler, 1965; Thompson, 1959; Porter, 1974). Tedeschi (1972: vii) began

]

a recent volume of research on ﬁuwer by noting: ''the current status of
theory and research in the area of social power and influence is clearly
inadequate from almost anybody's point of view."

The importance of.studying power and influence is derived from the
growing recognition that relations among organizational participants are
governed by on informal power structure as well as the formal authority
structure prescribed by the organization (March, 1962; Thompson, 1959).

In studying intra-orgarizational behavior it is useful to recognize that
competing sets of interests (e.g., arising from goal differentiation)

exist both within and between subunits in the orpanization. Such competing
sets of interests arc thought to contribute to. the level of informal
political behavior (Zalenznik, 1970).

Ovganizational decisions can be viewed as the outcomes of ﬂaruuining
processes in which various individuals, subunits or coalitions attempt to
advance their own sel(-interests. The simple observation that all individ-
wads in the orpanization are unlikely to be equally powerful or equally skill-

ful in exercising the power they have available thercfore has fuportant
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implications for understanding organizational behavior and decision
processes within the organization. Furthermore, such a view highlights
power and influence as critical variables of study in organizations
(Pollard § Mitchell, 1972).

When power and influence have been studied in organizational
settings, a great deal of research attention has been focused on the
bases and distribution of power. Following French and Raven (1959), a -
considerable amount of rescarch has examined the implications of various
pases of power for subordinate satisfaction and performance, and leadership
effectivenees (e.g., Bachman, Slesinger § Smith, 1966; Hill § French, 1967;

Ivancevich, 1970).
Research examining the distribution and bases of power appears to
overlook several issues that are important to a comprehensive understanding

of the role of power in organizational processes. For example, while
rescarch demonstrating that individuals or subunits high in power generally
receive a relatively high proportion of organizidtional resources is us&ful
(e.g., Pfeffer § Salancik, 1974), it provides little information concerning

the process by which a given base or amount of power is translated into

organizational outcomes. Pollard and Mitchell (1972) make an important
distinction between the power an individual is capable of using in a given
situation ("possible' power) und the amount of power actually excrciscd
("'effective' power). The process of exercising power involves the transla-
tion of "possible' power i: 7o Ueffective' power to accomplish particular
goals. The effectiveness wi which this process is accomplished is 1likely
to be an important determinant of successful influence. Unfortunately,
research incorporating testable propositions concerning characteristics of

the ecxercise of power in organizations is rare and thus our understanding



of this process remains limited. Research examining specific character-
istics of the exercise of power and relating such characteristics to
influence effectiveness should therefore contribute to our understanding
of political phenomena in organizations.

This study reports a portion of the results from a larger research
investigation (Mowday, 1975) designed to examine selected aspects of
the exercise of influence in an organizational setting. The study speci-
fically examined the exercise of upward‘influcncé by managers in organi-
zutions. It was felt that such a focus would more closely tie together
the study of power and leadership in terms of a somewhat neglected aspect
of the manager's role (i.e., the exercise of upward influence). Three
aspects of the exercise of influence were studied: (1) power motivation;
(2) characteristics of the influence attempt; (3) effectiveness in

exercising influence.

Power Motivation

Cartwright (1965) and Kipnis (1974) have discussed decisions concerning
whether or not to exercise influence in a given situation in terms of power

motivation. The research question of central importance involves the

active in attempting to exercise influence (high power motivation) from
those who are not. At lcast three considerations appear important with
resnect to power motivation: (1) intrinsic motivation; (2) instrumental
métivatlung (3) self-perceptions of power.

Intrinsic motivation to exert influence is thought to be related to
the satisfaction derived from the process of exercising influcnce itsclf.

For purposes of this study, intrinsic motivation was conceptualized in

O 8 .
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terms of need theory (Murray, 1938). Two needs appear particularly
relevant to the study of power motivation in organizational settings:

need for power and need for achievement.

environment and influence and direct other people (Jackson, 1967;
McClelland § Watson, 1973; Winter, 1973). Previous reseafch has found
that individuals with a high need fcr power are more likely to prefer
jobs where leadership is pnssible and actively attempt to influence others
in small groups (Birch § Veroff, 1966; Winter, 1973). Individuals with a
high need for power can be expected to take an activist role with respect
to their work environment and thus would be expected to more frequently
initiate influence attempts directed toward influencing the outcome of
important decisions.

Individuals with a high need for achievement are generally described
in terms of task orientation, aspirations to achieve difficult goals and
a positive response to competition (Jackson, 1967; Steers, 1975). Tedeschi,
Schlenker & Lindskold (1972) view the need for achievement as related to the
more general concept of self-confidence in power transactions. These
authors suggest that high need achievers are generally more confident that
influence attempts they initiate will be successful. As a consequence, it
was predicted that individuals with a high need for achievement will more
frequently initiate influence attempts (i.e., oxhibit a high power motivation)
in tﬁc work situation. Such a'relutionship may be particularly likely where
the excrcise of influence is believed by the individual to be instrumental
to task accomplishment. Where the exercise of influence facilitates the

accomplishment of a given work task (which may frequently be the case for

managers), the high neced achiever may gain intrinsic satisfaction from th

9
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influence attempt itself as well as from subsequent task accomplishment.
Instrumental motivation to exert influence can be viewed as the

influence attempt (Cartwright, 1965). In other words, the exercise of

of influence is a behavioral act directed toward the attainment of

particular goals. A nﬁmber of writers have conceptualized the process

of exercising power in terms of a expectancy theory or subjective expected

utility model (e.g., Cartwright, 1965; Harsanyi, 1962; Nagel, 1968;

Pollard & Mitchell, 1972; Tedeschi, et al., 1972). Despite the theoretical

popularity of such approaches in cxplaining power related behavior, it

appears that few studies (e.g., French, Morrison and Levinger, 1960;

Zipf, 1960) havé operationalized measures designed to test expectancy

predictions related to the cxercise of influence. Instrumental motiva-

tion in this study was conceptualized in’terms of a simplified expectancy

theory approach incorporating two variables} (1) perceived probability

of successfully exercising influence; (2) anticipated value of the outcome

of successful influence. When these two components are multiplicatively

combined to form a measure of motivational force to exert influence, it was
predicted such o measure would be positively related to power motivation.

Power motivation has also been found to be rclated to self-perceptions
of power (Cartwright, 1965; Levinger, 1959; Tedeschi et al., 1972).
Levinger (1959), for example, induced high self-perceptions of power in
experimental subjicects and found moderate relationships between such
perceptions and a measure of number of influence attempts. Consequently,
it was predicted that individuals with high self-perceptions of power

arc more likely to exhibit high power motivation in the work place.
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It is important to recognize that =he three components of power
motivation discussed above are conceptually related. For example, high
self-perceptions of power are likely to affect the percéivgd probability
of successfully exertiﬁg influence. In addition, the needs for power and
achievement may be related to the valence attached to the outcomes of

successful influence attempts.

Characteristics of the Influence Attempt

The exercise of influence can be viewed as a purposeful act in which

the individual exerting influence (i.e., the influence agent) must make

calculated choices among alternative influence targets in the organization

and methods of influence to utilize in the influence attempt. Factors
affecting both of these'decisicns were examined in this study.

The choice of a target of influence is a relatively neglected aspect
of the exercise of power in organizations. Most studies examining
characteristics of the exercise of influence hold constant the target
of influence (e.g., Kipnis § Cosentino, 1969; Rosenberg § Pearlin, 1962),
Organizational decision making, however, is a process characterized by
a large nunber of participants who may differ with respect to their

potential influence over the decision outcome (Patchen, 1974)., 1In

to have some discretion in the choice of a target even though the formal
decision making channels are specified. One study by Filley and Grimes
(1967) found little agreement among respondents concerning who they would
approach to influence th. outcome of eight hypothetical decisions.

Tedeschi et al. (1972) indicate that the major consideration in the

choice of an influence target is the expectation that the tavget controls

i
; -
.
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access to the impart;ntrvalues desived. Further, they hypothesize that
people have a natﬁral tendency to go through the 'channels of authority."
This is presumably the path of lecast resistance in selecting a target and
involves lower potential costs in exercising influence. The probability of
successfully influencing a decision, however, may increase in certain sit-
uations by choosing a target outside the ''chain of command" with respect
to the decision to pe influenced. For example, it may be necessary to go
over the head of your immediate superior in situations where he or she is
believed to be unsympathectic to your goals. -
The propensity of influence agents to choose an influence target
cither inside or outside the '"chain of command" was examined in this study.
Two fuctors were hypothesized to affect such a choice. First, the naturc
of the decision to L influenced may affect the choice of an influence
target. Influence agents are likely to approach different indiv;duals in .
attempting to influence decisions of various types even when the formal
"chain of command" with respect to these different decisions is the same.
This choice may be highly dependent on perceptions concerning the ability
of others to influence the decision outcome (Tedeschi et al., 1972) and
informal interaction patterns .hat develop in the workplace. Second, the
timing of the influence attempt was predicted to affect the choice of a
target. Decision making in organi:ations is frequently a process that takes
place over a period of time (c.g., budgeting decisions). More importantly, |
the role of various individuals in the decision process may change as the
decizion moves through the organization. Individuals who are influential
during the carly stages of a decision process muay not be influential during
the late stages. In cxumining the timing of the influence attempt in rel-

ation zo the choice of an influence target, the nature of the decision to

ERIC | 12
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be influenced was held constant so the two predictions concerning this
choice were not confounded.

The second characteristic of the exercise of influence investigated
~in this study concerned the choice of a method of influence. Raven and
Kruhlanski (1970) have reviewed a number of criteria that may be used in
choosing among alternative methods of influence. Previous research has
found the choice of a method of influence to be related to the nature of
1969), Rotter's (1966) internal-external control orientation (Goodstadt §
Hjelle, 1973) and professional norms (Rosenberg § Périin, 1962). 1In addition,
such a chnice has been hypothesized to depend upon the differential in
influence between the influence agent and target of the influence attempt
(Kipnis, 1974; Tedeschi et al., 1972, 1973).

Two factors were predicted to influence the choice of a method of
influence. First, the choice of a method was predicted to be related to
the target of influcnce (holding decision situation constant). Influence
agents may select the method of influence which is believed to be most
appropriate and potentially effective given the person to be influenced.

Second, the choicc of a method was hypothesized to depend upon the timing of

get constant). Methods of influence likely to be effective during the early
stages of a decision process may not be successful dufing‘thé late stages.
For ecxample, individuals may be more likely to use threats during the late

stages of a decision pruocess.

pensity of the influence agent to use different methods of influence

13
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depending upon the choice of a target and the timing of the attempt. No

specific predictions were made concerning which of the several methods of

influence studied were most likely to be used in various situations.

Determinants of Influence Effectiveness

Very little is known concerning ‘the determinants of effectiveness

ious bases of social power (Stogdill, 1974). An example of this last

type of research is provided by Bachman, Smith and Slesinger (1965).

They found that managers of high effectiveness sales offices were more likely
to place reliance on referent and éxperf power as opposed to legitimate,
coercive or reward power.' Such research appears to provid= only indirect
clues concerning effectiveness in the exercise of influrc e,

Unlike previous investigations, this study utilizc a criterion that
was specifically designed to measure effectiveness ir exercising influence
{as opposed to overall leadership or group effecti- :ess). In addition,
attention was directed toward éﬁéracteristics of the process of exercising
influence as possible determinants of effectiveness.

The results presented here examine the relationship between the rated
effectiveness of managers in exercising influence and the 1ikclihcéd they
would use varigug methods of influence in given decision situations. The
intent of this analysis was to determine whether managers rated cffective use
characteristically different methods of influence than individuals who are less
elfective. This analysis wuas purcely exploratory in nature and thus no

specific predictions were made concerning the nature of the relationships

14
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likely to be found.
Method of Study

Sample and Research Site

The sample for this study was composed on 65 elementary school prin-
cipals from th?ee West Coast school districts. Sampling only elementary
school principals allowed formal pdsition power énd role requirements to be
held relatively constant in the study. In addition, studying elementary
school principals provided a sample of managers occupying intra-organizational
boundary spanning roles. The principals were clearly recognized as tge spokes
men for their organizational subunits and thus in a position to exercise
upward influence in the organization.

The three school districts studied were composed of an approximately
equal number of elementary schools and had somewhat similar organi.zational
structures. In each district the principals reported to an assistant or

deputy superintendent of instruction. No major differences were found

- between the principals ‘sampled from the three districts in terms of age,

tenure in the district or tenure on the job of principal. For this reason,

principals from the three districts were combined for purposes of analysis,

Research Instruments

Respondents completed a questionnaire specifically designed for this
study that asked them to indicate their perceptions and behavioral inten-
tions with respect to three decisions commonly faced by managers in or-
ganizations: (1) the allocation of budgetary resources; (2) reclassification
or promotion of a subordinate in the absence of currently available bud-

getary resources; (3) securing resources to undertake a special project
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(rescurces in addition to the basic budget allocation). In addition,

‘principals were asked to distinguish between the early and late stages of

the Eudgetary process in answering several questions to introduce the con-
sideration of timing in the study. These decisions were chosen for study
because they were felt to be commonly faced by most managers and the
determination of the decision outcome is outside the authority of the prin-
cipal. The exercise of upward influence is therefore necessary to affect the
decision outcome.

For each decision situation and both stages of the budgeting process,

principals were usked to indicate: (1) the perceived probability of suc-

scale rePTESEQtiﬁg the number of chances out of 100 of being successful);

(2) the anticipated.value (valence) of the outcamé of successful influence

(9 point scale ranging from 'not valuable" to "extremely valuable'); (3)

the name of the individual they would be most likely t@*agpiéach in attempting
to influence the decision and the name of the individual they ﬁauld be next
most likely to approach; (4) the likelihood of using fiveemethods of in- . L
fluence with respect to each potential influence target (5 point scale

ranging from "very unlikely to use method" to "very likely to use method").
The five methods of influence studied were: (1) threats (e.g., to go to the
board); (2) appeals to legitimate authority (e.g., szhcollboard policies);

(3) persuasive arpuments; (4) rewords or exchange of favors; (5) providing
information to the individual in such a way they arc not aware you are

trying to influence them. Following Gilman (19uv2), thé last mcthod of
influcnce was interpreted as "manipulation." The defining characteristic of
"manipulatién" appears to be the lack of awareness on the part of the influence

turget that an individual is trying to influence them.

16 - L e u“.iifflqii;%
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In addition, each respondent was asked to provide ratings of the
overall influence of principals and administrators in the school districts,
including themself. The self-rating of influence was of partirular inter-
est in the study. Influence was defined as the '"general ability to get
others to do something they might not otherwise do." Ratings of influence
were made on a 9 point scale ranging form "almost no influence" to "veffv
high influence." To insure variance in the ratings and establish anchor
points on the scale, principals were asked to use the following procedure:

(1) first rate the individual they believed had the most influence in the dis-
trict; (2) next rate the individual they believed had the least influence;

(3) complete the remaining ratings. This procedure appears to have suc-
cessfully insured an adequate level of variance in the ratings.

The needs for power and achievement were measured using the Manifest
Needs Questionnaire developed by Steers and Braunstein (in PTESS); This in-
strument utilizes behaviorally anchored preferences in the work situation
to measure need strengths. The developers of the instrument report acceptable

levels of reliability and good convergent and discriminant validity of the

_scales,

Independent ratings were obtained for each principal concerning their:
(1) overall infiﬁenﬁe activity in the district; (2) cvefall effectiveness
in exercising influence. The ratings were made by the immediate superior
of cach principal on a 9 point scale ranging from "well below peers' to
"well above. pcers." For purposes of analysis the ratings were staﬁdardi;cd
for each rater (mean zero and standard deviation equal to one) to eliminate

the influence of rater response tendencies.

17
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Data Collection

Questionnaires were distributed by the rescarcher and returned
directly to the university by mail. Principals were told that the
purposc of the study was to examine the use of influence by managers to
achieve goals associated with the performance of their job. >Questicnnaires
were individually coded so that responses could later be matched with the
independent behavioral ratinés. A great deal of emphasis was placed on the
anonymity of responses and confidentiality of the study iesults in explaining
the study due to the petentially sensitive nature of the topic. The
averape response rate ucross the three districts of éS% which was judged

to be quite good given the use.of o mail survey.
Results

Power Motivation

A necasure of motivational force to exert influence was caleculated

scparately for the budget, reclassification and special projects decision

-

situations by multiplicatively combining the perceived probability of
successfully exerting influence and the anticipated value of the outcome of
successful influence associated with each decision. The independent

rating of overuall influence activity was examined in relation to the
motivational force to exert influence (three mecasures), need for power,
need for achievement and self-perceptions of power. Since the "predictor!
variab}és cannot be ussume% to be indepeﬂd%ﬂt; a multivariate smethod of
anualysis was utilized. Multiple discriminant analysis w.z the method of
analysis chosen duc to its ability to provide more extensive information
concerning relationships in the data. Respondents were divided into high,

medium and low influence activity groups by trichotomizing the distribution

18
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of stsniarﬁized ratings based on scores one standard deviation above and below
the mean. The results of this analysis are reported in Table 1. The reduced
sample size in this analysis was due to the féilure of several respondents to

provide self-ratings of influence.

Insert Table 1 Abaut Here

Thelresults of the analysis indicate that influence activity was
significantly related to the measures of motivational force, need strengths
and self-perceptions of power. The strength of the multivariate relationship
as measured by omega-squared corrected for small samples (Tatsuoka, 1973) indi-
cates that 12% of the variance in the "predictor' measures was explainable
by reference to the grouping of principals based on the level of influence activity.
fn examination of the means and discriminant weights in Table 1 suggest

that high influence act1V1ty pr;nc1pals can be described as hav1ng both high

1nstrumental and iﬁsirlns;c matlvatlan t@ exert 1ﬂfluence, as well as high self-
percepiions of influence. The finding that the motivational force measure associ-
ated with the budget decision and, to a lesser extent, the special projects decision
discriminated between high and low influence activity groups provides support for
decision theory approaches to power motivation. The results indicate that principals
who are active in attempting to influence the outcome of decisions in the school

district are more likely to perceive a high probability that such activity will

m
o

lead to valued outcomes. In addition, it was found that the need for power and self-
perceptions of influence also tended to discriminate between influence activity

groups. Thesc findings are congruent with the results of previous rescarch in which

‘such measures have been found to be related to the propensity te exert influence in

ERIC
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various situations.

Characteristics of the Influence Attempt

The first characteristic of the influence attempt examined concerned the

choice of a target of influence (i.e., individual most likely to be approached

19 - .
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in an attempt to influence a decision) for the three decisions studied and
the two stages of the budgeting process. It was predicted that the choice of
a influence target would be related to nature of the decision to be
influenced and the timing of the influence attempt. These predictions were
examined in rclation to the assertion of Tedeschi et al. (1972) that
we-—individuals—are more-}ikely-to stay within the organizationally specified

"chain of command" in selecting influence targets.

?}1 Interviews conducted with administrative personnel within each school
district revealed that the ''chain of command" was the same for euch of the
decisions studied and for the two stages of the budgeting process. In
other words, within each school district the principal should go to the
same individual in an attempt to influence each of these decisions.

Because the 'chain of command" was the same for each decision, the choice
of different influence targets across the decision situations constitutes
evidence of the propensity to deviate from the organizationally specified
"chain of command' in exercising influence. A simple frequency count found
that 59% of the principals choose different influence targets with respect
to the three decisions and 27% choose a different target during the carly
and late stapges of the budgeting de:isioﬁl
To examine tﬁé relaiianséip between the choice of a target and the
nature of the decision situation, the choice of a target for each decision
was divided into two classes: (1) target inside the 'chain dF comma#d";
(2) target outside the 'chain of command." Cochran's Q Test (Sicgel, 1956)
wis used to test whether the prine¥pal’s chdize of a target was systematically
related to the natu;e of the decision to be influenced. This test provides
a method of testing whether three or more sets of frequencies differ among
~thamselves when subjects are "matched” or repeated measures are used.  The

results of this analysis are reported im Table 2.
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Insert Table 2 Abaut Hére

As the results in Table 2 indicate, there was a significant relationship
betwveen the choice of a target amd the type of decision to be influenced.
Although there was a marked tendency for prircipals to stay within the
"chain of command" for the budget and special projects decision, this was
not found to be the case with respect to the reclassification decision.
Closer analysis of the data indicated that principals who deviated from
the 'chain of command'' were likely to approach a staff personnel officer
to influence this decision. | |

A similar analysis was performed to examine the relationship between
the choice of a target and the timing of the influence attempt. As-before,
responses were divided intoltwc classes refleeting the choice of a
target inside or outside the "chain of command." McNemar's test for
the significance of Ehanges (Slegel 1956) was used to test the relationship.

The results urc reported in Table 3.

The results in Table 3 demonstrate that the timing of the influence
attempt was significantly related to the choice of a target. Principals
were most likely to go outside the '"chain of command" during the late
stages of the ﬁudgeting process. Analysis of the responses suggests that

during the late stages of the process principals 1'dicated they were likely

to go over the head of their immediate superior“to the superintendent in
making an influence attempt. Such a finding probably closely reflects
the movement of the budgeting decision through the organization from lower

levels during the carly stages to the highest levels during the late stages

21
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of the process.

The second characteristic of the exercisé of influence examined
in the study concerned the likelihood of using five methods of influence
in the three decision situations and both stages of the -budgeting process.
It was predicted that the choice of a method of influence would be related
to the target of influence (holding decision situation constant) and the
timing of the influencemattempt (holding both decision situation and
target of influence constant).

To examine the choice of a method of influence in relation to the
choice of an influence target, the ratings of the likelihood of using
cach of the five methods of influence were compared for the two influence
targets identified for each of the three decisions studied. In other words,
a within-decision analysis was conducted resulting in three comparisons.
By comparing the ratings for the two taigetsAnamed for each decision it
is possible to hold constant the affect of decision type on the choice of
a4 method.

The method of comparison involved the calculation of a mean absolute

difference score across the five methods for the two sets of ratings in

likelihood of using persuasion with respect to the first target and the
likelihood of using persuasion for the second target, and so forth for
cach method). If there were no differences in the likelihood of using
the methods of influence across the two targets, the mean differcnce score
would have a expected value of zero. On the other hand, if the likelihood
of using the methods ﬂiFferedbacross the two targets, the mean difference

score would have an expected value greater thuan zcero.
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The comparison for each of the three decision situations was tested
by means of a t-test to determine whether the mean difference score
significantly differed from zero. The results of the analyses indicated
that the mean difference score was significantly different from zero
in each of the three comparisons (t = 3;713 3.20, 3.33, respectively).

All t values were significant at p.<01 withvsz degrees of freedom (reduced
sample size for this analysis is due to the failure of some respondents
to indicate two different influence targets for each decision).

To determine whether the choice of a method of influence was related
to the timing of the influence attempt, a similar method of analysis was
used. The likelihood ratings for the methods of influen;e were compared
for the target of influence that was most likely to be approached during
the early and late stages of the budgeting process. In this analysis only
responses in which the same individual was chosen as the influence target
during the early and late stages of tﬂe process were examined (N = 47
responses). In this manner, it is possible to hold constant both the
target of influence and the type of decision in determining the influence
of timing on the choice of a method. The results of the analysis indicate
that the mean difference score significantly differed from zero (t = 3.33,
p<.01, 46 df). As a consequence of these analyses, it was concluded that
the choice of a method of influence was significantly related to both

the choice of an influence target and the timing of the influence attempt.

bt

1fluence Effectiveness

the ratimgs of the likelihood of using five methods of influcnce was

examined separately for the three decision situations and for the carly
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and late stages of the budgeting process. Although it is recognized that
these analyses are not independent, the relationship was examined féf
each of the five situ;tiOns to determine whether consistent relationships
woulﬁ Eé-fauﬁd. Far”egch analysis,Aﬁrincipals were divided into high,
medium and low effectivéﬂess groups based on a trichotomization of the
distribution of standardized effectiveness ratings. Trichotomization
was achieved by dividing the distiibuti@n based on scores one standard

deviation above or below the mean. A multiple discriminant analysis

relationship between influence efféctlveness and the likelihood of using

the various methods.
Insert Tables 4, 5 6 7 8 About Here

The results of the analysis for the budget decision are reported in
Table 4, the early stages of the budget in Table 5, the late 5£agcs of
the budget in Table 6, the reclassification decision in Table 7, and the
special projects decision in Table 8. As the results indicate, influence

cffectiveness was significantly rclated to the choice of a method of
influence in four of the five decision situations (no significant relation-
ship was found for the reclassification decision although the pattern of
mean scores found in thié situation was similar to that féund in the other
analyses).

An cxamination of the means and discriminant weights for cach analysis

suggests that "manipulation' was the méthcd of influence that most consistently

dif ferentiated between high and low effectiveness principals.  [n the first
three analyses, it was found that high effectiveness principals were more

ltkely to indicate they would use "manipulation' than were mediun and low
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effectiveness prinecipals. In addition, it was found that medium effectiveness

principals indicated they were relatively more likely to use rewards or
exéhgnge of favors than were either the low or high effectivenéss groups.

In the special projects decision (Tgble 8), a somewhat more complex
pattern of results were found. The likelihood of using persuasive arguments
differentiated the high and medium groups from prineipals rated low in
effectiveness. High effectiveness principals were relatively more likely to
indicate they would use '"manipulation" than were prircipals in the other
groups. The likelihood of using rewa%ds or exchange of favors disﬁinguished
low and medium effectiveness principals from the high group. Further, medium
offectiveness princpals were slightly more likely to indicate they would use a
threat. The strength of these relationships as measured by the corrected
omega-squared (Tatsuoka, 1973) ranged from a low of 12% to a high of 23%

across the analyses.

Discussion

The broad concern of this study can be summarized with reference to
Lasswell's (1951) description of the central issue in research on politics:
who gets what, when and how. More specifically, the results of the study
provide information concerning the characteristics of individuals who are
likely to be high in iﬁfluence activity within the organization and
sceveral factors that may affect the method by which they exercise influence.

The results indicate that principals who were high in influence activity
can be characterized by both instrumental and intrinsic motivation to

cxert influence, as well as high self-perceptions of power. The finding that

probability that influence attempts on their part will lead to valued out-

comes suggest strategies organizations might employ in an effort to control
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political behavior. Specifically, organizations may be able to control

~ such perceptions through careful attention to the reinforcement of behavior

in the.work setting. For example, influence activity that is followed by

negative reinforcement or a lack of reinforcement may serve to decrease the

perceived. probability that valued outcomes will result from influence
activity and, eventually, extinguish such behavior. Further, selectiﬁe
reinforcement of the consequences of political behavior may control the
extent to which the need for power is stimulated among managers in the work
cnvironment.

Alﬁhough a significant multivariate relationship was found between o
the rating of influence activity and the measures of power motivation, the
low strength of the relationship (12%) suggests that additional measures

and more sophisticated measurement techniques need to be incorporated in

future research. For cxample, Cartwright (1965) hypothesized that the role 'f

perceptions of the manager may be an important determinant in the degree to
which they engage in influence activity. Such a measure was not examined ;‘
in the pfeseﬁt investigation. In addition, more sophisticated expectancy .
measures incorporating multiple outcomes and differentiating between various

levels of effort may improve the prediction of influence activity.

The finding that principals were likely to choose influence targcts =

outside the organizationally specified '"chain of command' with respect .;%:
to important decisions provides indirect evidence of the cxistence of
political motivation in these organizations (this seems to be more plausible
than-zhg alternative explanation that principles were not aware of the 'chain
of command"). Presumably, principals who were not sensitive to political s
considerations surrounding the influence of decision outcomes would be more

likely to confine their influence attepts to prescribed channels., The finding }é

that the choice of an influence target was related to both the type of
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decision to be influenced and the timing of the influence attempt suggests
that principals made calculated choices among al%éfnativevtarget ‘n
exercising influence. More research is needed to determine the .~ for
such choices. For example, future research might test the predici.on of
Tedeschi et. al. (1973) that the choice of a target is dependent upon
perceptions that the individual controls valuable resources and can be
successfully influenced. Other factors that may influence such a choice
include informal interaction patterns and friendships that develop in the
work setting.

The results with respect to the likelihood of using various methods
of influence élso suggest that the principals made calculated choices
depending upon the individual to he influenced and the timing of the
influence attempt. These findings add to the previous research which has
found that several individual and situational factors influence the choice
of a method. Future research may follow the lead of Raven and Kruglanski
(1970) in atiempting to determine the nature of the criteria that are
used in making these choices. These results found in this study suggest
that the likelihood of using various methods of influence may be dependent
on perceptions that different methods are more appropriate and likely to
be more effective given the particular person to be influenced. In
addition, the choice of a method may be limited by formal and informal
norms that develop in the organization concerning which methods arc
legitimate to use.

The finding that influence effectiveness was most consistently related
to the likelihood of using '"manipulation'" as a method of influence appears
to have Machiavellian connotations. The use of "manipulation," however, can
be viewed as a strategic technique designed to maximize the influence agent's
flexibility in exercising influence. For example, the influence agent runs
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the risk of being turned down carly in the process when more direct methods

of influence are used (e.g., persuasive arguments). When this occurs,

the only further course of action available to the individual may involve
potentially costly attempts to go over the head of the immediate decision maker.
In the school district setting, for example, the principal may go to the

school board on a particular issue, By using more indirect methods of
influence such as "manipulation," the influence agent maintains a higher

degree of flexibility with respéct'tc future action. In Newman's (1968)

terms, he or she "avoids a decisive engagement."

When orvanizational politics is defined as the "deliberate exercise
of power for particular ends" (Porter, 1974), it can be seen that the
cxercise of upward influence by managers in organizations constitutes
onc subset of the larger study of organizational politics. The tendency

in the past to view organizational politics as an inherently negative

I't appears more resonable, however, to view organizational politics as

a neutral phenomena in organizations. Political behavior is neither
inherently positive or negative. Rather, the important consideration

is whether s chavior contributes to organizational goal attainment.
Berliner (1973) provides one interesting example in Soviet industry

where political behavior has been jnstitutionalized because of its contri-
bution to overall orpunizational effectivencss.

There is Little doubt that additional rescarch is nceded to increase

our understunding of the process through which power is execrcised in

"
organizations. This study focused on aspects of the process in educational
organization:. Future research may examine the generality of thesc findings

in other institutional contexts. Of particular intercst may be the oxtent

28
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to which organizational climate influences the level of political activity
within the organization. Viewing organizational politics as a neutral

phenomena in organizations will hopefully serve to increase research interest

in this area. _ _
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“Following Dahl (1957), the terms power and influence will be used
interchangecbly. In the discussion which follows, the “exercise of
power' and the 'exercise of influence'" both refer to the same funda-

mental process.
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Table 1
Discriminant Weights and Mean Levels of
Motivational Force, Need Strengths and Self-influence Ratings
for High, Medium and Low Influence Activity Principals

Influence Activity

Low  Medium * High Discriminant
Measures . (n=7) (n=38) (n=7) Weights

Motivational Force
Budget Decision 21.0 29.9 49.9 .70
Reclassification Decision 15.0 30.6 32.6 .13
Special Projects Decision 45.0 51.8 58.1 -.36
Need for Power 3.4 3.8 4.0 .48
Need for Achlevement 2.9 3.3 3.6 .28

Sclf-influence Rating 4.0 5.3 5.7 . 39

Note: Test Statistic = 23.2 (12df), p<.05, Q7=12%
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Table 2
Choice of Influence Target in Relation
to the "Chain of Command"

S T Decision Situation

Choice of ' ~ Special *
Influence Target Budget 7Rec;§§sifi;ati§p __Project

Inside '""Chain of Command" 49 ; 33 51

Qutside "Chain of Command' 15 31 13

Note: Q = 8.6 (2df), p<.05
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Table 3
Choice of Influence Target
By Timing of the Influence Attempt

Stages of Budgetary Decision Process

Choice of

Influence Target __ Early Late

Inside '"Chain of Command" 47 40

Qutside "Chain of Command" 17 24

Note: X% = 6.8 (1df), p<.05
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Table 4
Budget Decision:
Discriminant Weights and Mean Likelihood Ratings
of Using Five Methods of Influence
For High, Medium and Low Effectiveness Principals

Influence Effectiveness
Low  Medium High Discriminant
Methods of Influence _ __(n=11) __(n=46) (n=8) _Weights

Threats 1.0 1.0 1.0 .00
Legitimate Authority 4,2 3.9 4.1 .28
Persuasive Arguments 3.9 4.6 4.6 .01
Rewards 1.2 1.6 1.0 -.73

Manipulation 1.8 2.2 3.3 1.03

Note: Test Statistic = 19.9 (10df) p<.05, 02=12%
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Table 5
Early Stages of Budget Decision:
Discriminant Weights and Mean Likelihood Ratings
of Using Five Methods of Influence
-~ For High, Medium and Low Effectiveness Principals

Influence Effectiven ss

Low Medium  High Discriminant
Methods of Influence (n=11) - (n=46)  (n=8) __Weights

Threats 1.0 1.0 1.0 .00
Legitimate Authority 4.2 4.1 4.5 .24
Persuasive Arguments 3.9 4.7 4.6 =.26
Rewards ’ 1.1 1.6 1.0 -.76

Manipulation 1.9 2.2 3.3 .83

n
Jt
T
L

Note: Test Statistic = 20.5 (10df) p<.05, 92




Table 6
Late Stages of Budget Decision:
Discriminant Weights and Mean Likelihood Ratings
of Using Five Methods of Influence
For High, Medium and Low Effective Principals

Inflggntegﬁffe;;ivenessﬁ7
Low Medium High Discriminant
Methods of Influence . (n=11) ___(n=46) _(n=8) _Weights

Threats 1.0 1.0 1.0 .00
Legitimate Authority 4.3 4.0 4.4 .41
Persuasive Arguments 3.8 4.7 4.6 -.13
Rewards ’ 1.2 1.5 1.0 =.76

Manipulation 2.0 2.0 3.3 1.06

23.4 (10df) p<.01, 92 = 16%

Note: Test Statistic
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Table 7

Reclassification Decision:
Discriminant Weights and Mean Likelihood Ratings

of Using Five Methods of Influence

For High, Medium and Low Effectiveness Principals

Methods of Influence

Influence Effectiveness

“Low ~Medium  High

Threats

Persuasive Arguments
Rewards

Manipulation

(n=11) °  (n=46)  (n=8)

-1.2 1.1 1.0

4.6 4.4 4.3
4.0 4.4 4.6
1.1 1.4 1.3

1.9 1.9 3.1

Note: Test Statistic

= 13.2 (10df) p = NS

Discriminant




Table 8
Special Projects Decision:
Discriminant Weights and Mean Likelihood Ratings
of Using Five Methods of Influence
For Low, Medium and High Effectiveness Principals

Influence Effectiveness .
Low Medium High Discriminant
Methods of Influence _ (n=11) (n=45)  (n=8) Weights

Threats 1.0 1.1 1.0 .75
Legitimate Authority 4.6 4.2 4.0 -.11
Persuasive Arguments 3.7 4.8 4.8 .97
Rewards 1.5 1.6 1.0 .56

Manipulation 1.9 1.9 3.0 -.80

Note: Test Statistic = 30.8 (10df) p<.01, Q2 = 23%
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