Part

Focus on
the Leader

Struativn

Part 2 focuses on the leader. The elfecliveness of leadership, good or bad, i 1ypically
autribored w the leader nuch roore thian 1o Hie other elements of ihe Tramework. Some-
times the Jeuder is the only element of leadership we even think of, One grent lesder's
Views were Clear enotgh aboul (he reliive imperiance of leaders bind followens:

Men are poiling i i8 the suan whis is svérvthing ... 1 was oot Hhe Resya ary

thal congliered Gaal, bul Caesar; i wos ot The Carthuginian annv thal inade Rame

treimbie in her guies, bul Hannibal, i was nioi the Mucegonian aymy ihat rwoached

the Iikhes, i Alexitnder,

Napuleon

Because 1he leader plays such an important role in the Ieadership process, 1he
next three chapiees of ihis book review ressareh related (o e characterisiios of
leaders wnl what wnakes leaders eifective. Part 2 begins wilh (his chapior o
power dnd influence beciunse those Convepis provide the most fundamental Way o
understand the provess of leadership, Chapier § looks a1 the closely melated issues
of Jeadurship valises, ethics, and eharacier, In Chapter & we consider what aspecs
ol peesonality are related 1o feadership and in Clapter 7 we examinie how all these
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Chapter

Introduction

Power and Influence

We begin Part 2 by examining the phenomenon of power. Some of history’s earli-
est characterizations of leaders concerned their use of power. Shakespeare's plays
were concerned with the acquisition and failing of power,' and Machiavelli's The
Prince has been described as the “classic handbook on power politics.”? Current
scholars have also emphasized the need to conceptualize leadership as a power
phenomenon.>* Power may be the single most important concept in all the social
sciences,’ though scholars today disagree over precisely how to define power or
influence. But it's not just scholars who have different ideas about power. The con-
cept of power is so pervasive and complex that each of us probably thinks about it
a little differently.

What comes to your mind when you think about power? Do you think of & per-
son wielding enormous authority over others? Do you think of high office? Do you
think of making others do things against their will? Is power ethically neutral, or is
it inherently dangerous, as Lord Acton said? (“Power tends to corrupt and absolute
power corrupts absolutely.”) Do you think a leader’s real power is always obvious
to others? What sorts of things might enhance or detract from a leader’s power?
What are the pros and cons of different ways of trying to influence people? These
are the kinds of issues we explore in this chapter.

Some Important Distinctions

10

Power has been defined as the capacity 1o produce effects on others® or the
potential to influence others.” Although we usually think of power as belonging to
the leader, it is actually a function of the leader, the followers, and the situation.
Leaders have the potential to influence their followers’ behaviors and attitudes.
However, followers also can affect the leader’s behavior and attitudes. Even the
situation itself can affect a leader’s capacity to influence followers (and vice versa).
For example, leaders who can reward and punish followers may have a greater
capacity to inflnence followers than leaders who cannot use rewards or punishments.
Similarly, follower or situational characteristics may diminish a leader’s potential to
influence followers, such as when the latier belong to a strong, active union.
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The fact that power is not merely a function of leaders is reflected in the con-
tinuing research on the use of power in organizations. In addition to ongoing re-
search examining the negotiation of power dynamics within and across
organizations,® other research has examined power relationships between share-
holders and governance boards® and power related to gender (a topic we examine
in more detail later in this chapter) in entreprencurial relationships.10

Several other aspects of power are worth noting. Leaders do not need to actu-
ally exercise power in order to bring about its effects. (See Profiles in
Leadership 4.1.) Thus merely having the capacity to exert influence can often
bring about intended effects, even though the leader may not take any action It

Michael Dell
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The problem of having power you didn't know you
hadt and might not even want.

It's hard to Imagine anyone not recognizing the
name Michael Dell. As founder of the computer
company Dell, Inc., he created one of the most prof-
ltable computer companles in the world, with annual
sales of up to $50 billion. Michael Dell has also be-
come one of the weaithlest people In the world with
a 25th place listing on the Forbes rich Amerlcans list
In 2013 and an estimated worth of $15.9 billlon. In
July 2007 USA Today published Its ranking of the 25
most influential business leaders In the last 25 years,
humber 17 on this list was Michael Dell

Wilh Just $1,000 In his pocket, Dell started PC's
Limited In 1984. From his university dorm room Dell
started building and selling personal computers from
stock computer parts. In 1988 PC's Limlted changed
its name to Dell Comjsuter Corporation and had an
Inltlal pubilc offering (IPO) that valued the company at
roughly $80 million. By 1992 Dell Computer Corpora-
tlon was listed on the Fortune 500 list of the largest
companles in the world, making Dell the youngest
CEO ever to head a Fortune 500 company.

One of this book’s authors worked with Michael
Dell In the early 1990s {and wishes he had bought
stock). He was chatting with Michael and describing
the problems that can happen In large organlzations
when the leader has a lot of personal or referent
power. Michael sald, “Oh, I'm learning about that,
we've even got a name for that problem. We call
them, 'Michael saids"”

Here's an example of a *Michael sald.” One after-
noon, Michael was walking around the plant and
stopped to ask one of the assembly employees how
things were going and what could be done to make
things better. The assembler said that things were
great but that occaslonally there was some confu-
slon with a particular electronic component (let's call
It & resistor). Sometimes the reslstors were red and
sometimes they were green, and the red ones
looked like another component. The assembter sug-
gested that this problem could be eliminated If this
particular resistor came only in green. Michael sald
that seemed Iike a reasonable solution and passed
that Information along to the people who bought re-
slstors from the suppliers.

SIx months later, Michael was having a meeting
In hig office when someone knocked on the door. It
was a frazzled person who sald he was terrlbly sory
to Interrupt but there was a crisls down in manufac-
turing and production was about to stop. “Why?"
asked Michael. The messenger sald that the sup-
plier of green resistors had a problem and the onby
reslstors they could get were red and they couldn't
use the red resistors, "Why not?" asked Michael.
The messenger looked sheepishly at his feet and
passed along the bad news. They couldn't use the
red ones because “Michael sald we could only use
green reslistors.”

While referent and expert power may be good 1o
use, as Dell and others have found out, there can be
a potentlal downside «f which you might not ewen
be aware.
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The true leader must
submerge himself in the
Jountain of the people.
V. l. Lenin, Leader of
ihe 1917 Bolshevik
Revolutlon

influence his or her followers. For example, some months after the end of his term,
President Dwight Eisenhower was asked if leaving the White House had affected
his golf game. “Yes,” he replied, “a lot more people beat me now.” Alternatively,
power represents an inference or attribution made on the basis of an agent’s ob-
servable acts of influence.!! From this perspective, power is never directly observed
but rather attributed to others on the basis and frequency of influence tactics they
use and on their outcomes.

Many people use the terms power, influence, and influence tactics synony-
mously,? but it is useful to distinguish among them. Influence can be defined as
the change in a target agent’s attitudes, values, beliefs, or behaviors as the result of
influence tactics. Influence tactics refer to one person’s actual behaviors
designed to change another person’s attitudes, beliefs, values, or behaviors. Although
these concepts are typically examined from the leader’s perspective (such as howa
leader influences followers), we should remember that followers can also wield
power and influence over leaders as well as over each other. Leadership
practi-tioners can improve their effectiveness by reflecting on the types of power
they and their followers have and the types of influence tactics that they may use
or that may be used on them.

Whereas power is the capacity to canse change, influence is the degree of actual
change in a target person's attitudes, values, beliefs, or behaviors. Influence can be
measured by the behaviors or attitudes manifested by followers as the result of a
leader’s influence tactics. For example, a leader may ask a follower to accomplish a
particular task, and whether or not the task is accomplished is partly a functicn of
the leader's request. (The follower’s ability and skill as well as access to the neces-
sary equipment and resources are also important factors.) Such things as subordi-
nates’ satisfaction or motivation, group cohesiveness and climate, or unit
performance measures can be used to assess the effectiveness of leaders’ influence
attempts. The degree to which leaders can change the level of satisfaction, motiva-
tion, or cohesiveness among followers is a function of the amount of power avail-
able to both leaders and followers. On one hand, leaders with relatively high
amounts of power can cause fairly substantial changes in subordinates’ attitudes
and behaviors; for example, a new and respected leader who uses rewards and pun-
ishments judiciously may cause a dramatic change in followers’ perceptions about
organizational climate and the amount of time followers spend on work-related
behaviors. On the other hand, the amount of power followers have in work situa-
tions can also vary dramatically, and in some situations particular followers may
exert relatively more influence over the rest of the group than the leader does. For
example, a follower with a high level of knowledge and experience may have more
influence on the attitudes, opinions, and behaviors of the rest of the followers than
a brand-new leader. Thus the amount of change in the attitudes or behaviors of the
targets of influence is a function of the agent’s capacity to exert influence and the
targets’ capacity to resist this influence.

Leaders and followers typically use a variety of tactics to influence each other’s
attitudes or behaviors (see Highlight 4.1 for a description of some nonverbal power
cues common to humans). Influence tactics are the overt behaviors exhibited by
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Vi can often get clues about relative power just by
paying attentlon to behaviors between two pecple.
There are a number of nonverbal cues we might
want to pay attentfon to. The phrase pecking order
refers to the status differential between members
of a group. It reminds us that many aspects of hu-
man soclal organlization have roots, or at least par-
allels, In the behavlor of other specles. The animal
kingdem presents diverse and fascinating exam-
ples of styllzed behaviors by which one member of
a species shows Its relatlve domlinance or submis-
slveness to another. There Is adaptive significance
to such behavloral mechanisms because they tend
to minimize actual physical struggle and maintaln a
stable soclal order. For example, lower-ranking ba-
boons step aside to let a higher-status male pass;
they become nervous if he stares at them. The
highest-status male can choose where he wants to
sleep and whom he wants to mate with, Baboons
“know thelr place.” As with humans, rank has s
privileges.

Our own stylized power rituals are usually so In-
grained that we aren't consclous of them, Yet there
is & "dance” of power relations among humans just
&s among other animals. The following are some of
the ways power Is expressed nonverbally in
humans:

Staring: In American soclety, It Is disrespectful
for & person of lower status to stare at a supe-
rior, though superlors are not bound by a similar
restriction, Chlldren, for example, are taught not
to stare at parents. And It's an interesting com-
ment on the power relatlonship between sexes

that women are more likely to avert thelr gaze
from men than vice versa.

Pointing: Children are also taught that it's not nice
to polnt. However, adults rarely correct each other
for pointing because, more than mere etiquette,
polnting seems to be a behavior that Is acceptable
for high-status figures or those attempting to as-
sert dominance. An angry boss may polnt an Index
finger accusingly at an employee; few employees
who wantted to keep thelr jobs would respond in
kind. The same restrictions apply to frowning,

Touching: Invading another person's space by
touching the person without Invitation Is accept-
able when one Is of superlor status but not when
one Is of subordinate status. It's acceptable, for
example, for bosses or teachers to put a hand on
an employee’s or a student's shoulder, respec-
tively, but not vice versa. The disparlty also ap-
plles to socloeconomic status; someone with
higher socloeconomic status Is more likely to
touch a person of lower socloeconomic status
than vice versa.

Interrupting: Virtually all of us have Interrupted
others, and we have all been interrupted
ourselves. Again, however, the Issue Is who
Interrupted whom. Higher-power or status
persons interrupt; lower-power or status persons
are [nterrupted. A vast difference In the
frequency of this behavlor also exlsts between
the sexes In Amerlcan soclety. Men Interrupt
much more frequently than women do.

Source: D. A Karp and W. C. Yoels, Symbals, Selves, and
Society (New York: Lippincott, 1979),

one person to influence another. They range from emotional appeals, tc the ex-
change of favors, to threats. The particular tactic used in a leadership situation is
probably a function of the power possessed by both parties. Individuals with & rela-
tively large amount of power may successfully employ a wider variety of influence
tactics than indjviduals with little power. For example, a well-respected leader
could make an emotional appeal, a rational appeal, a personal appeal, a legitimate
request, or a threat to try to modify a follower's behavior. The follower in this
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situation may be able to use only ingratiation or personal gppeals to change the
leader’s attitude or behavior.

At the same time, because the formal leader is not always the person who pos-
sesses the most power in a leadership situation, followers often can use & wider
variety of influence tactics than the leader to modify the attitudes and behaviors of
others. This would be the case if a new leader were brought into an organization in
which one of his or her subordinates was extremely well liked and respected. In
this situation, the subordinate may be able to make personal appeals, emotional
appeals, or even threats to change the attitudes or behaviors of the leader, whereas
the new leader may be limited to making only legitimate requests to change the at-
titudes and behaviors of the followers. And finally, as if figuring out relative status
isn't enough of a problem, when working globally, the various rules and customs of
cultures often clash. Michelle Obama discovered this in 2009 when attending a
social function at Buckingham Palace for the G20 conference. While posing for
pictures, Obama reached out and patted Queen Elizabeth on the back, a nonverbal
message that was unheard of and apparently seen as inappropriate to many. For
further insights into the complexity of exercising power when working globally
across cultures, see Highlight 4.4, later in this chapter.

Power and Leadership

And when we think we

lead, we are most led
Lord Byron,
Brltlsh poet

We began ihis chapter by noting how un understanding of power has long been
seen as an integral pavi of leadership, Several perspectives und theories Rave been
developed fo exphain the acquisition and exercise of power. In this section we first
exiing various sernes of power. Then we look at how individuals vary in their
personal need for power.

Sources of Leader Power
Where does a leader’s power come from? De leaders have it, or do followers give it
to them? As we will see, the answer may be both . . . and more.

Something as seemingly trivial as the arrangement of furniture in an office can
affect perceptions of another person’s power. One vivid example comes from John
Ehrlichman’s book Witness fo Power.* Ehrlichman described his first visit to J.
Edgar Hoover's office at the Department of Justice. The legendary director of the
FBI had long been one of the most powerful men in Washington, D.C.. and as
Ehrlichman’s impressions reveal, Hoover used every opportunity to reinforce that
image. Ehrlichman was first led through double doors into & room replete with
plaques, citations, trophies, medals, and certificates jamming every wall. He was
then led through a second similarly decorated room into a third trophy room, and
finally to a large but bare desk backed by several flags and still no J. Edgar Hoover.
The guide opened a door behind the desk, and Ehrlichman went into a smaller
office, which Hoover dominated from an impressive chair and desk that stood on
a dais about six inches high. Erhlichman was instructed to take a seat on a lower
couch, and Hoover peered down on Ehrlichman from his own loftier and
intimidating place.




He who has great power
should use it lighth.
Seneca, Roman
phllosopher
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On a more mundane level, many people have experienced a time when they
were called in to talk to a boss and left standing while the boss sat behind the desk.
Probably few people in that situation misunderstand the power message there. In
addition to the factors just described, other aspects of office atrangements also can
affect a leader’s or follower’s power. One factor is the shape of the table used for
meetings. Individuals sitting at the ends of rectangular tables often wield more
power, whereas circular tables facilitate communication and minimize status dif
ferentials. However, specific seating arrangements even at circular tables can affect
participants’ interactions; often individuals belonging to the same cliques and co-
alitions will sit next to each other. By sitting next to each other, members of the
same coalition may exert more power as a collective group than they would sitting
apart from each other. Also, having a private or more open office may not only
reflect but also gffect power differentials between people, Individuals with private
offices can dictate to a greater degree when they want to interact with others by
opening or closing their doors or by giving instructions about interruptions. Indi-
viduals with more open offices have much less power to control access to them. By
being aware of dynamics like these, leaders can somewhat influence others’ per-
ceptions of their power relationship.

Prominently displaying symbols like diplomas, awards, and titles also can in-
crease one’s power, This was shown in an experiment in a college sefting where a
guest lecturer to several different classes was introduced in a different way to each.
'lo one group he was introduced as a student; to other groups he was introduced as
a lecturer, senior lecturer, or professor, respectively. After the presentation, when
he was no longer in the room, the class estimated his height. Interestingly, the
fame mean was perceived by different groups as increasingly taller with each in-
crease in academic status. The “professor” was remembered as being several inches
taller than the “student.”™

This finding demonstrates the generalized impact a seemingly minor matter like
one’s title can have on others. Another study points out more dramatically how
dangerous it can be when followers are overly responsive to the appearances of title
and authority. This study took place in a medical setting and arose from concern
among medical staff that nurses were responding mechanically to doctors’ orders,
A researcher made telephone calls to nurses’ stations in numerous different medi-
cal wards. In each, he identified himself as a hospital physician and directed the
nurse answering the phone to administer a particular medication to a patient in
that ward, Many nurses complied with the request even though it was against hos-
pital policy to transmit prescriptions by phone, Many did so despite never even
having talked to the particular “physician™ before the call. In fact, 95 percent of the
nurses complied with the request made by the most easily falsifiable symbol of a:-
thority, a bare title.!s (See also Highlight 4.2.)

Even choice of clothing can affect one’s power and influence. Uniforms and
other specialized clothing have long been associated with authority and status, in-
cluding their use by the military, police, hospital staffs, clergy, and so on. In one
experiment, people walking along a city sidewalk were stopped by someone dressed
either in regular clothes or in the uniform of a security guard and told this: “You
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HIGHLIGHT 4.2

One intrigulng way to understand powet, Influence,
and Influence tactlcs Is to read a synopsis of Stanley
Milgram’s classic work on obedlence and to think
about how this work relates to the concepts and
theories dlscussed In this chapter. Milgram’s
research explored how far people will go when
directed by an authority flgure to do something
that might injure another person. Mare specificalty,
Mligram wanted to know what happens when the
dictates of authorlty and the dictates of one's
conscience seem Incompatible.

The particlpants were men from the communities
surrounding Yale Unlversity. They were led to be-
lieve they were helping In a study concerning the
effect of punishment on learning; the study's legiti-
macy was enhanced by the study being conducted
on the Yale campus. Two subjects at a time particl-
pated In the study—one as & teacher and the cther
as a learner. The roles apparently were assigned
randomly. The teacher’s task was to help the learner
wemorlze a set of word palrs by providing electric
shocks whenever the learner (who would be In an
adjacent room} made a mistake.

A stern experimenter described procedures and
showed participants the equipment for administer-
Ing punishment. This “shock generator” looked oml-
nous, with rows of switches, lights, and warnings
labeled In 15-volt Increments all the way to 450
volts. Varlous points along the array were marked
with Increasingly dire warnings such as exireme in-
tensity and danger: severe, The switch at the high-
ast level of shock was simply marked XXX, Every
time the learner made a mistake, the teacher was

ordered by the experimenter to administer the next
higher leve! of electrlc shock,

In actuality, there was only one true subject in the
experlment—the teacher. The learner was really a
confecerate of the experimenter. The supposed ran-
dom assignment of particlpants to teacher and
learner conditions had been rigged In advance. The
real purpose of the experiment was to assess how
much electric shock the teachers would administer to
the leamers In the face of the latter's Increasingly ad-
amant protestations to stop. This Included numerous
reallstic crles of agony and complaints of a heart
condition—ell standardized, predetermined, tape-
recorded messages delivered via the Intercom from
the learner's room to the teacher’s room. If the sub-
Ject {that Is, the teacher} refused to dellver any further
shocks, the experimenter prodded him with com-
ments such as "The experiment requires that you go
on" and “You have no other cholce; you must go on.”

Before Milgram conducted his experiment, he
asked mental health professionals what proportion
of the subjects would administer apparently danger-
ous levels of shock. The consensus was that oniy a
negliglble percentage would do sc—perhaps 1 of
2 percent of the population. Milgram’s actual results
were dramatlcally inconslstent with what any ex-
perts had predicted. Fully 70 percent of the subjects
carrled through with their orders, albelt sometimes
wlth great personal angulsh, and dellvered the max-
imum shock possible—450 volts!

Source: S. Mllgram, "Behavioral Study of Obedlence,”
Journai of Abnormal and Socla! Psychology 67 (1263),
pp. 371-78.

see that guy over there by the meter? He’s overparked but doesn’t have any change.
Give him a dime!” Whereas fewer than half complied when the requestor was
dressed in regular clothes, over 90 percent did when he was in uniform. !

This same rationale is given for having personnel in certain occupations (such
g8 girline crew members) wear uniforms. Besides identifying them to others, the
uniforms increase the likelihood that in emergency situations their instructions
will be followed. Similarly, even the presence of something as trivial as tattoos can
affect the amount of power wielded in a group. One of the authors of this text had
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Sources of Leader
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Framework
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a friend named Del who was a manager in an international book publishing com-
pany. Del was a former merchant marine whose forearms were adorned with tat-
toos. Del would often take off his suit coat and roll up his sleeves when meetings
were not going his way, and he often exerted considerably more influence by
merely exposing his tattoos to the rest of the group.

A final situational factor that can affect one’s potential to influence others is
the presence or absence of a crisis. Leaders usually can exert more power during a
crisis than during periods of relative calm. Perhaps this is becanse during a crisig
leaders are willing to draw on bases of power they normally forgo. For example, a
leader who has developed close interpersonal relationships with followers gener-
ally uses her referent power to influence them. During crises or emergency situa-
tions, however, leaders may be more apt to draw on their legitimate and coercive
bases of power to influence subordinates. That was precisely the finding in a study
of bank managers’ actions; the bank managers were more apt to use legitimate and
coercive power during crises than during noncrisis situations.”” This same phe-
nomenon is observable in many dramatizations. In the television series Blue
Bloods, for example, Police Commissioner Frank Reagan (played by Tom Selleck)
normally uses his referent and expert power to influence subordinates. During
emergencies, however, he will often rely on his legitimate and, occasionally, his
coercive power. Another factor may be that during crises followers are more willing
to accept greater direction, control, and structure from leaders, whatever power
base may be involved.

A Taxonomy of Social Power

French and Raven identified five sources, or bases, of power by which an individ-
ual can potentially influence others.l® As shown in Figure 4.1, these five sources
include one that is primarily a function of the leader; one that is a function of the

Followers




118 Part Two Focus on the Leader

relationship between the leader and followers; one that is primarily a function of
the Jeader and the situation; one that is primarily a function of the situation; and
finally, one that involves aspects of all three elements. Understanding these bases
of power can give leadership practitioners greater insight about the predictable
effects—positive or negative—of various sorts of influence attempts. Following is a
more detailed discussion of French and Raven’s five bases of social power.”

Expert Power

Expert power is the power of knowledge. Some people can influence others
through their relative expertise in particular areas. A surgeon may wield consider-
able influence in a hospital because others depend on her knowledge, skill, and
judgment, even though she may have no formal authority over them. A mechanic
may be influential among his peers because he is widely recognized as the best in
the city. A longtime employee may be influential because her corporate memory
provides a useful historical perspective to newer personnel. Legislators who are
experts in the intricacies of parliamentary procedure, athletes who have played in
championship games, and soldiers who have been in combat are valued for the les-
sons learned and the wisdom they can share with others,

Because expert power is a function of the amount of knowledge one possesses
relative to the rest of the members of the group, it is possible for followers to have
considerably more expert power than leaders in certain situations. For example,
new leaders often know less about the jobs and tasks performed in a particular
work unit than the followers do, and in this case the followers can potentially wield
considerable influence when decisions are made regarding work procedures, new
equipment, or the hiring of additional workers. Probably the best advice for leaders
in this situation is to ask a lot of questions and perhaps seek additional training t¢
help fill this knowledge gap. So long as different followers have considerably
greater amounts of expert power, it will be difficult for a leader to influence the
work unit on the basis of expert power alone.

Referent Power

One way to counteract the problems stemming from a lack of expertise is to build
strong interpersonal ties with subordinates. Referent power refers to the poten-
tial influence one has due to the strength of the relationship between the leader
and the followers. When people admire a leader and see her as a role model, we say
she has referent power. For example, students may respond positively to advice or
requests from teachers who are well liked and respected, while the same students
might be unresponsive to less popular teachers. This relative degree of responsive-
pess is primarily a function of the strength of the relationship between the students
and the different teachers. We knew one young lieutenant who had enormous refer-
ent power with the military security guards working for him due to his gelfless
concern for them, evident in such habits as bringing them hot chocolate and home-
made cookies on their late-night shifts. The guards, sometimes taken for granted by
other superiors, understood and valued the extra effort and sacrifice this young
gupervisor put forth for them. Wher Buddy Ryan was fired as head coack of the




FPower in an organization
Is the capacity generated
by relationships.
Margaret A.
Wheetley, futurlst
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Philadelphia Eagles football team, many of the players expressed fierce loyalty to
him. One said, “We'd do things for Buddy that we wouldn’t do for another coach.
I'd sell my body for Buddy.”?® That is referent power.

Another way to look at referent power is in terms of the role friendships play in
making things happen. It is frequently said, for example, that many people get jobs
based on whom they know, not what they know. This is true. But we think the best
perspective on this issue was offered by David Campbell, who said, “It’s not who
you know that counts. It's what who you know knows about you that counts!” (per-
sonal communication).

Referent power often takes time to develop, but it can be lost quickly—just ask
Tiger Woods, Furthermore, it can have a downside in that a desire to malntain
referent power may limit a leader’s actions in particular situations. For example, a
leader who has developed a strong relationship with a follower may be reluctant to
discipline the follower for poor work or chronic tardiness because such actions
could disrupt the nature of the relationship between the leader and the follower,
Thus referent power is a two-way street; the stronger the relationship, the more in-
fluence leaders and followers exert over each other. Moreover, just as it is possibie
for leaders to develop strong relationships with followers and, in turn, acquire
more referent power, it is also possible for followers to develop strong relationships
with other followers and acquire more referent power. Followers with relatively
more referent power than their peers are often the spokespersons for their work
units and generally have more latitude to deviate from work unit norms. Followers
with little referent power have little opportunity to deviate from group norms. For
example, in an episode of the television show The Simpsons, Homer Simpson was
fired for wearing a pink shirt to work (everybody else at the Springfield nuclear
power plant had always worn white shirts). Homer was fired partly because he
“was not popular enough to be different.”

Legitimate Power

Legltimate power depends on a person’s organizational role. It can be thought of
s one's formal or official authority. Some people make things happen because
they have the power or authority to do so. The boss assigns projects; the coach
decides who plays; the colonel orders compliance with uniform standards; the
teacher assigns homework and awards grades. Individuals with legitimate power
exert influence through requests or demands deemed appropriate by virtue of their
role and position. In other words, legitimate power means a leader has authority
because she or he has been assigned a particular role in an organization. Note that
the leader has this authority only while occupying that position and operating
within the proper bounds of that role,

Legitimate authority and leadership are not the same thing. Holding a position
and being a leader are not synonymous, despite the relatively common practice of
calling position holders in bureaucracies the leaders. The head of an organization
may be a true leader, but he or she also may not be. Effective leaders often intui-
tively realize they need more than legitimate power to be successful. Before he be-
came president, Dwight Eisenhower commanded &ll Allied troops in Eurepe
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Unreviewabie power is the
most likely to seffinduige
itself and the least likely
o engage in dispassionate
selfranalysis.
Warren E. Burger,
U.S. Supreme Court
chlef Justice,
1969-19586

during World War II. In a meeting with his staff before the Normandy invasion,
Eisenhower pulled a string across a table to make a point about leadership, He was
demonstrating that just as you can pull a string, not push it, officers must lead
soldiers and not push them from the rear.

It is also possible for followers to use their legitimate power to influence lead-
ers. In these cases, followers can actively resist a leader’s influence attempt by do-
ing only work specifically prescribed in job descriptions, bureaucratic rules, or
union policies. For example, many organizations have job descriptions that limit
both the time spent at work and the types of tasks and activities performed. Simi-
larly, bureaucratic rules and union policies can be invoked by followers to resist a
leader’s influence attempts. Often the leader will need to change the nature of his
or her request or find another way to resolve the problem if these rules and policies
are invoked by followers. If this is the case, the followers will have successfully used
legitimate power to influence their leader.

Reward Power

Reward power involves the potential to influence others due to one's control over
desired resources. This can include the power to give raises, bonuses, and promo-
tions; to grant tenure; to select people for special assignments or desirable activi-
ties; to distribute desired resources like computers, offices, parking places, or travel
money; to intercede positively on another’s behalf; to recognize with awards and
praise; and so on. Many corporations use rewards extensively to motivate employ-
ees. At McDonald’s, for example, great status is accorded the All-American Ham-
burger Maker—the cook who makes the fastest, highest-quality hamburgers in the
country. At individual fast-food restaurants, managers may reward salespeople who
handle the most customers during rush periods. Tapperware holds rallies for its
salespeople. Almost everyone wins something, ranging from pins and badges fo
lucrative prizes for top performers.?! Schools pick teachers of the year, and profes-
gional wihietes are rewarded by selection to all-star teams for their superior
performance.

The potential to influence others through the ability to administer rewards is a
joint function of the leader, the followers, and the situation. Leaders vary consider-
ably in the types and frequency with which they give rewards, but the position they
fill also helps determine the frequency and types of rewards administered. For ex-
ample, employees of the month at Kentucky Fried Chicken are not given new cars,
the managers of these franchises do not have the resources to offer such awards.
Similarly, leaders in other organizations are limited to some extent in the types of
awards they can administer and the frequency with which they can do so. Never-
theless, leaders can enhance their reward power by spending some time reflecting
on the followers and the situation. Often a number of alternative or innovative re-
wards can be created, and these rewards, along with ample doses of praise, can
help a leader overcome the constraints his or her position puts on reward power.

Although using reward power can be an effective way to change the attitucdes
and behaviors of others, in several situations it can be problematic. For example,
the perception that a company’s monetary bonus policy is handled equitably may



You do not lead by hitting
people over the head—
that's assault, not leader-

Ship.

Dwight D.
Elsenhower, U.S,
president,
1953-1961
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be as important in motivating good work (or avoiding morale problems) as the
amounts of the bonuses. Moreover, a superior may mistakenly assume that a par-
ticular reward is valued when it is not. This would be the case if a particular subor
dinate were publicly recognized for her good work when she actually disliked
public recognition. Leadership practitioners can avoid the latter problem by devel-
oping good relationships with subordinates and adminisiering rewards that they,
not the leader, value. Another potential problem with reward power is that it may
produce compliance but not other desirable outcomes like commitment.?? In other
words, subordinates may perform only at the level necessary to receive a reward
and may not be willing to put forth the extra effort needed to make the organiza-
tion better. An overemphasis on rewards as payoff for performance may also lead
to resentment and feelings by workers of being manipulated, especially if it occurs
in the context of relatively cold and distant superior-subordinate relationships.
Extrinsic rewards like praise, compensation, promotion, privileges, and time off
may not have the same effects on behavior as intrinsic rewards such as feelings of
accomplishment, personal growth, and development, There is evidence that under
some conditions extringic rewards can decrease intrinsic motivation toward a task
and make the desired behavior less likely to persist when extrinsic rewards are not
available.”>?* Qveremphasis on extrinsic rewards may instill an essentially contrac-
tual or economic relationship between superiors and subordinates, diluting impor-
tant aspects of the relationship like mutunal loyalty or shared commitment to higher
ideals.?* These cautions about reward power should not cloud its real usefulness
and effectiveness, As noted previously, top organizations make extensive use of
both tangible and symbolic rewards in motivating their workers. Furthermore, all
leaders can use some of the most important rewards—sincere praise and thanks to
others for their loyalty and work. The bottom line is that leaders can enhance their
ability to influence others based on reward power if they determine what rewards
are available, determine what rewards are valued by their subordinates, and estab-
lish clear policies for the equitable and consistent administration of rewards for
good performance.

Finally, because reward power is partly determined by one’s position in the orge-
nization, some people may believe followers have little, if any, reward power. This
may not be the casge, If followers control scarce resources, they may use the adminis-
tration of these resources to get leaders to act as they want. Moreover, followers may
reward their leader by putting out a high level of effort when they feel their leader is
doing a good job, and they may put forth less effort when they feel their leader is do-
ing a poor job. By modifying their level of effort, followers may in turn modify a
leader’s attitudes and behaviors. And when followers compliment their leader (such
as for running a constructive meeting), it is no less an example of reward power than
when a leader compliments a follower. Thus leadership practitioners should be aware
that followers can also use reward power to influence leaders.

Coercive Power

Coerclve power, the opposite of reward power, is the potential to influence oth-
ers through the administration of negative sanctions or the removal of positive
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events. In other words, it is the ability to control others through the fear of punish-
ment or the loss of valued outcomes. Like reward power, coercive power is partly a
function of the leader, but the situation often limits or enhances the coercive ac-
tions a leader can take (see Highlight 4.3). Examples of coercive power include
police giving tickets for speeding, the army court-martialing AWOL soldiers, a

HIGHLIGHT 4.3

Almost nowhere Is power as unequally distribuied
as In a prlson. The administration and guards have
both freedom and conirol while the prisoners have
nelther, at least officlally. But there are Important
leadership lessons to be learned here as well.

A short review of the history of leadership might
be helpful. If your grandparents happened to study
leadership anytime from 1900 untll about 1950, they
would have read case studies of famous leaders.
This “great man™ theory of leadership hoped Lo un-
earth the tralts that differentiated great leaders from
lesser leaders. For the most part, this quest to iden-
tify underlylng innate leadership ablllties stopped in
the late 1940s when Ralph Stogdill published his
findings that there was no clear set of tralts respon-
sibie for grest leaders.

From the 1950s to the 1980s, we decided that
because leadershlp could not be comprehended by
focusing solely on the leader, we should look at the
relationshlp between the leader and the followers.
As you will iearn In Part 3 of this book, as the matu-
rity and skllls of the followers changs, so should the
behavior of the leader.

In the mid-1980s we started to consider the lead-
ership Implicatlons of research done about 25 years
earller. We began to acknowledge that even f It
were possible to know everything about a leader
and everything about her or his followers, another
variable powerfully affected leadership and perfor-
mance: the situation (the focus of Part 4).

Two troubling studles clearly demonstrated this
sltuational Impact. The first, conducted by Stanley
Milgram, was described In Highlight 4.2, The lesson
learned was that reasenable, normal people, when
put In a sttuation where authority told them to behave
in & nefarlous mannet, for the most part did just that.

Leadership Lessons from the Stanford Prison Experiment

Ten years ofter Milgram's research, Philllp
Zimbardo at Stanford University recrulted students
to serve as either “prisoners” or “"guards” in a
“prison® that was simulated'in the basement of &
campus bullding. Nelther the guards nor the prison-
ers were given any instructions about how to be-
have. The experiment was to have lasted for
approximately two weeks but was canceled after
only six days because the “guards™ were abusing
thelr fellow student “prisoners” both physically and
emotionally. Ii's not that the student guards were
had people; rather, they were put In a power slua-
tion that overcame thelr own beliefs and values.

Fortunately an occasional noble hero rtises to
stand on higher moral ground. But as leaders, we
cannot rely on that. For the masses, the situation is a
powerful determinant of behavior. Incidentally, the
Stanford Prison Experiment has Its own website at
www.prisonexp.org should you care to learn more
about it, and the experiment Is described in more
detall in Chapter 11.

Knowing what Milgram and 2imbarde demon-
strated, It Is at least possible to comprehend how
someone like Pfc. Lynndle England, who according
to her family would not even shoot a deer, could
have become caught up In clearly Inappropriste be-
havlor In her role as a U.S. Army guard In the notor-
ous Abu Ghralb prison debacle In Irag. This is nottc
axcuse her behavior but to help us understand It
And If we should not excuse the behavlor of an
undertrained soldier, we should be even less willing
to excuse the leadership that put her and others In
this sttuation without clear behavioral guldelines. After
all, we've known about these studles for over
50 years!

Whether under the directlon of authorlty as n the
Milgram study, or under role assignments as In the

continued
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Zimbardo study, the Abu Ghralb case showed a
leadership vacuum that should not be tolerated.
And what about the business world? Leaders can-
not clalm they want and expect teamwork and col-
laboration from thelr subordinates If they place them
In a sttuatlon that fosters competition and enmity. Nel-
ther can leaders clalm that they want creatlvity from
their subordinates if they have created a sltuation
where the slightest deviation from rigld rules brings
punishment. And perhaps most Important, leaders
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can not expect egalltarian behaviors If people are put
In highly differentlated power situations. People in or-
ganizatlons are smart. They are iess likely to give you
the behaviors you espouse In your speeches and
more likely to give you the behavior demanded by
the sltuatlon in which you place them. The leader's
Job Is to create the condttions for the team to be suc-
cessful, and the situation Is one of the most important
variables. What to conslder In the situatio! Is dis-
cussed In more detall In Chapter 13.

Nearly qil men can stand
adversity, but {f you want
fo test a man’s characier,
give him power.
Abraham Lincoln,
U.S. president,
1961-1965

teacher detaining disruptive students after school, employers firing lazy workers,
and parents reprimanding children.?s Even presidents resort to their coercive pow-
ers. Historian Arthur Schlesinger Jr., for example, described Lyndon Johnson as
having a “devastating instinct for the weaknesses of others.” Lyndon Johnson was
familiar and comfortable with the use of coercion; he once told a White House
staif member, “Just you remember this, There’s only two kinds at the White House.
There’s elephants and there’s ants. And I'm the only elephant.”?

Coercive power, like reward power, can be used appropriately or inappropri-
ately. It is carried to its extreme in repressive totalitarian societies. One of the most
tragic instances of coercive power was the cult led by Jim Jones, which unbeliev-
ably self-exterminated in an incident known as the Jonestown massacre.?® Virtually
all of the 912 people who died there drank, at Jones's direction, from large vats of
a flavored drink containing cyanide. The submissiveness and suicidal obedience of
Jones’s followers during the massacre were due largely to the long history of ruie
by fear that Jones had practiced. For example, teenagers caught holding hands
were beaten, and adults judged slacking in their work were forced to box for hours
in marathon public matches against as many as three or four bigger and stronger
opponents. Jim Jones ruled by fear, and his followers became self-destructively
compliant.

Perhaps the preceding example is so extreme that we can dismiss its relevance
to our own lives and leadership activities. Yet abuses of power, especially abuses of
coercive power, continue to make the news, whether we are seeing reporis of U.S,
ilitary abuse in Iraq or Taliban abuse in Afghanistan. However, such examples
provide a dramatic reminder that reliance on coercive power has inherent limita-
tions and drawbacks. But this is not to say disciplinary sanctions are never neces-
sary; sometimes they are. Informal coercion, as opposed to the threat of formal
punishment, can also change the attitudes and behaviors of others. Informal coer-
cion is usually expressed implicitly, and often nonverbally, rather than explicitly. It
may be the pressure employees feel to donate to the boss’s favorite charity, or it
may be his or her glare when they bring up an unpopular idea. One of the most
common forms of coercion is simply a superior’s temperamental outbursts. The
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intimidation caused by a leader’s poorly controlled anger is usually, in its long-term
effects, a dysfunctional style of behavior for leaders.

Tt is also possible for followers to use coercive power to influence their leader’s
behavior. For example, a leader may be hesitant to take disciplinary action against
a large, emotionally unstable follower. Followers can threaten leaders with physical
assaults, industrial sabotage, or work slowdowns and strikes, and these threats can
modify a leader’s behavior. Followers are more likely to use coercive power to
change their leader’s behavior if they have a relatively high amount of referent
power with their fellow coworkers. This may be particularly true for threats of work
slowdowns or strikes.

Concluding Thoughts about French

and Raven'’s Power Taxonomy

Can we reach any conclusions about what base of power is best for a leader to use?
As you might have anticipated, we must say that’s an unanswerable question with-
out knowing more facts about a particular situation. For example, consider the
single factor of whether a group is facing a crisis. This might affect the leader's ex-
ercise of power simply because leaders usually can exert more power during crises
than during periods of relative calm. Furthermore, during crises followers may be
more eager to receive direction and control from leaders.

Can we make any generalizations about using various sources of power? Actu-
ally, considerable research has examined French and Raven's ideas, and generally
the findings indicate that leaders who rely primarily on referent and expert power
have subordinates who are more motivated and satisfied, are absent less, and per-
form better.? However, Yukl®® and Podsakoff and Schriesheim® have criticized
these findings, and much of their criticism centers on the instrument used to as
sess & leader’s bases of power. Hinkin and Schriesheim developed an instrument
that overcomes many of the criticisms,*? and future research should more clearly
delineate the relationship between the five bases of power and various leadership
effectiveness criteria.

Four generalizations about power and influence seem warranted. First, effective
leaders typically take advantage of alf their sources of power. Effective leaders un-
derstand the relative advantages and disadvantages of different sources of power,
and they selectively emphasize one or another depending on their objectives ina
given situation. Second, whereas leaders in well-functioning organizations have
strong influence over their subordinates, they are also open o being influenced by
them. High degrees of reciprocal influence between leaders and followers charac-
terize the most effective organizations.3? Third, leaders vary in the extent to which
they share power with subordinates. Some leaders seem to view their power as a
fixed resource that, when shared with others (like cutting a pie into pieces), re-
duces their own portion. They see power in zero-sum terms. Other leaders see
power as an expandable pie. They see the possibility of increasing a subordinate's
power without reducing their own. Needless to say, which view a leader subscribes
to can have a major impact on the leader’s support for powersharing sctivities like
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HIGHLIGHT 4.4

Dutch soclologlst Geert Hofstede and his colleagues
have quantified the business culture In more than
100 countries on six parameters: Indlvidualism, mas-
culinity, uncertalnty evoidance, long-term orlenta-
tlon, Indulgence, and of Importance In this chapter,
power distance. They define power distance as the
degree to which the less powerful members of &
soclety accept and expect that power Is distributed
unequally. The fundamental Issue here Is how a
soclety handles inequalities among people. People
in socletles exhiblting a large degree of power dis-
tance accept a hlerarchical order in which every-
body has a place and that needs no further
Justification. In socletles with low power distance,
people strive to equalize the distribution of power
and demand Justification for Inequallties of power, A
few examples will help demonstrate the Power Dis-
iznce Index.

At the low end of the Power Distance Index Is a
country like Austria. Austrla scores very low on this
dimension (score of 1), which means that the follow-
ing characteristics typify the Austrlan style: belng in-
dependent, hlerarchy for convenlence only, equal
rights, superlors accesslble, coaching leader, man-
agement facllitates and empowers. Power Is decen-
tralized and managers count on the experience of
their team members. Employees expect to be con-
sulted. Control Is disliked. Communication is direct
and particlpative.

In contrast are countries with high scores on the
Power Distance Index. it Is Important to note here that
although low scores can usually be generallzed as
above, high scores tend to be more culturally specific
and can be Influenced not only by tradition but also
by geography. Agaln, a few examples will help,

Saudi Arabla scores high on this dimension
(score of 95), which means that people accept a
hierarchical order In which everybody has a place and
that needs no further Justification. Hierarchy In an
organlzation is seen as reflecting Inherent inequall-
tles, centralizatlon is popular, subordinates expect to
be told what to do, and the Ideal boss Is a benevo-
lent autocrat.

Russlg, scoring 93, Is a natlon where power hold-
ers are very distant In soclety. This Is underlined by
the fact that the largest country In the world Is ex-
tremely centrallized. Roughly two-thirds of all foreign
investments go into Moscow, where 80 percent of
all financlal potentlal Is concentrated. The huge dis-
crepancy between the less and the more powerful
people leads to a great Importance of status sym-
bols. Behavior has to reflect and represent the sta-
tus roles In all areas of business interactions,
whether In visits, negotiatlons, or cooperatlon; the
approach should be top-down and provide clear
mandates for any task.

Although we are focusing on the power distance
factor here, Hofstede polnts out that It Is Important
to conslder the potential interactlon with other cul-
tural Indices. The United States provides a useful
example of these Interactions. The fairly low score
on power distance (40) In combination with one of
the most Individuallist {91) cultures In the world plays
out In the following ways:

¢ The American premise of "liberty and Justice for
all” This Is evidenced by an explicit emphasls on
equal rights In all aspects of American soclety
and government.

® WIithin American organlzations, hlerarchy Is es-
tablished for convenience, superiors are acces-
slble, and managers rely on individual employees
and teams for thelr expertise.

¢« Both managers and employees expect to be
consulted, and Informatlon Is shared frequently.
At the same time, communication Is Informal, dl-
rect, and participative to a degree.

* The soclety Is loosely knlt; the expectation is that
people look after themselves and their immedi-
ate familles only and should not rely {too much}
on authorlities for support.

* There Is also a high degree of geographic mobl!-
ity In the Unlted States.

+ Americans are the best jolners In the world; how-
ever, it Is often difficult, especially among men, to
develop deep frlendships.

continued
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continued

s Amerlcans are accustomed to dolng business or
Interacting with peopie they don't know well. Con-
sequently, Americans are not shy about approach-
Ing thelr prospective counterparts In order to
obtain or seek Information. In the business world,
employees are expected to be self-reliant and dis-
play Initlative. Also, within the exchange-based
world of work, we see that hiring, premotlon, and
asslgnment decisions are based on merit or evl-
dence of what one has done or can do.

Finally, Hofstede polnts out that his indices are
most useful when used to compare two cultures. To
the degree the cultures are simllar, work across and
between the two countrles will be easler with little
need for specific conslderation of the differences.
But when the differences are great, leaders are well
advised to consider the differences and adjust their
behaviors to be most effective.

One of your authors falled to recognize this
power difference when conducting a workshop with
both American and Russian participants. (Partially In
his defense, this event occurred prior to the publica-
tlon of Hofstede's first book). In setting the stage for
the workshop, he presented a tentatlve agenda and
asked the participants what they would Ilke to add,
delete, or change. This seemed perfectly reason-
able io 1ne Amerlcan participants, but the Russlans

completely disapproved and rejected this effort. As
It turns out, your author misjudged two critical fac-
tors. First, he considered himself a “facllitator” for
the workshop, whereas the Russlans, who saw him
standing in front of the room and addressing the
participants, consldered him the “leader.” This error
contributed to the second problem, related direcily
to Hofstede's power difference. In the Unlted States,
It Is reasonable and even expected that the agenda
will be developed Informally and In a participative
manner Including the facliitetor and all participants.
Not so much In Russla. The Russlan leader Is
expected to provide clear mandates for the task al
hand. Not only did It take a while to discover this
error had been made, but It took even longer to
recover from It. Though not of dramatic international
consequences, this was certalnly a fallure to recog-
nize the leadershlp impact of Inattention to cross-
cultural power expectations. One can only imagine
how these differences Influence our perceptlons of
leadership effectiveness between the Unlted States
and Russia.

Sources: G. Hofstede, Culture’s Consequences: Compar-
Ing Violues, Behaviors, Institutions, and Orgonizations
across Nations, 2nd ed. (Thousand Oaks CA: Sage Pubili-
cations, 2001); G. Hofstede, G. J. Hofstede, and M. Minkov,

Cultures and Crganizations: Software of the Mind, revised
and expanded 3rd ed. (New York: McGraw-HIll, 2010).

delegation and participative management. A leader’s support for power-sharing
activities (or in today’s popular language, empowerment) is also affected by the
practice of holding leaders responsible for subordinates’ decisions and actions as
well as their own. It is, after all, the coach or manager who often gets fired when
the team loses.?¥ Fourth, effective leaders generally work to increase their vari-
ous power bases (whether expert, referent, reward, or legitimate) or become more
willing to use their coercive powet.

Leader Motives

Thus far we have been looking at how different sources of power can affect others,
but that's only one perspective. Another way of looking at the relationship between
power and leadership involves focusing on the individuat leader’s personality. We
will look most closely at the role personality plays in leadership in an upcoming
chapter, but it will be nonetheless useful now to briefly examine how all people
(including leaders) vary in their personal motivation to have or wield power.
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People vary in their motivation to influence or control others. McClelland called
this the need for power,* and individuals with a high need for power derive psy-
chological satisfaction from influencing others. They seek positions where they
can influence others, and they are often involved concurrently in influencing peo-
ple in many different organizations or decision-making bodies. In such activities
they readily offer ideas, suggestions, and opinions, and also seek information they
can use in influencing others. They are often astute at building trusting relation-
ships and assessing power networks, though they can also be quite outspoken and
forceful. They value the tangible signs of their authority and status as well as the
more intangible indications of others’ deference to them. Two different ways of
expressing the need for power have been identified: personalized power and
socialized power. Individuats who have a high need for personalized power are
relatively selfish, impulsive, uninhibited, and lacking in self-control, These individ-
uals exercise power for their own needs, not for the good of the group or the orga-
nization. Socialized power, by contrast, implies a more emotionally mature
expression of the motive. Socialized power is exercised in the service of higher
goals to others or organizations and often involves self-sacrifice toward those ends.
It often involves an empowering, rather than an autocratic, style of management
and leadership,

Although the need for power his been measured using guestionnaires and more
traditional personality inventories. MeClellund and his associntes have nsed the
Thematic Apperception Test (TAT) to assess need for power. The TAT is a projec-
tive personality test consisting of pictures such as a woman staring out a window
or a boy holding a violin. Subjects are asked to make up a story about each picture,
and the stories are then interpreted in tetms of the strengths of various needs im-
puted to the characters, one of which is the need for power. Because the pictures
are somewhat ambiguous, the sorts of needs projected onto the characters are
presumed to reflect needs (perhaps at an unconscious level) of the storyteller.
Stories concerned with influencing or controlling others would receive high scores
for the need for power,

The need for power is positively related to various leadership effectiveness crite-
ria. For example, McClelland and Boyatzis found the need for power to be posi-
tively related to success for nontechnical managers at AT&T,” and Stahl found
that the need for power was positively related to managers’ performance ratings
and promotion rates.*® In addition, Fodor reported that small groups of ROTC
students were more likely to successfully solve a subarctic survival situation if their
leader had a strong need for power.*® Although these findings appear promising,
several cautions should be kept in mind, First, McClelland and Boyatzis also re-
ported that the need for power was unrelated to the success of technical managers
at AT&T.* Apparently the level of knowledge (that is, expert power) played a more
important role in the success of the technical managers versus that of the nontech-
nical managers. Second, McClelland concluded that although some need for
power was necessary for leadership potential, successful leaders also have the abil-
ity to inhibit their manifestation of this need.* Leaders who are relatively uninhib-
ited in their need for power will act like dictators; such individuals use power
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impulsively, to manipulate or control others, or to achieve at another's expense.
Leaders with a high need for power but low activity inhibition may be successful in
the short term, but their followers, as well as the remainder of the organization,
may pay high costs for this success. Some of these costs may include perceptions
by fellow members of the organization that they are untrustworthy, uncooperative,
overly competitive, and looking out primarily for themselves. Finally, some foliow-
ers have a high need for power, too. This can lead to tension between leader and
follower when a follower with a high need for power is directed to do something.

Individuals vary in their motivation to manage, just as in their need for power.
Miner described the motivation to manage in terms of six composites:*?

s Maintaining good relationships with authority figures
» Wanting to compete for recognition and advancement
» Being active and assertive

Wanting to exercise influence over subordinates
Being visibly different from followers

Being willing to do routine administrative tasks

Like McCleliand, Miner also used a projective test to measure a person's moti-
vation to manage. Miner’s Sentence Completion Scale (MSCS) consists of a series
of incomplete sentences dealing with the six components just described (such as
“My relationship with my boss . . . ”). Respondents are asked to complete the sen-
tences, which are scored according to established criteria. The overall composite
MSCS score (though not component scores) has consistently been found to pre-
dict leadership success in hierarchical or bureaucratic organizations.*® Thus indi-
viduals who maintained respect for authority figures, wanted to be recognized,
acted assertively, actively influenced subordinates, maintained “psychological dis-

tance” between themselves and their followers, and readily took on routine admin-

istrative tasks were more apt to be successful in bureaucratic organizations.
However, Miner claimed that different qualities were needed in flatter, nonbureau-
cratic organizations, and his review of the MSCS supports this view.*

Findings concerning both the need for power and the motivation to manage
have several implications for leadership practitioners. First, not all individuals like
being leaders. One reason may be that some have a relatively low need for power or
motivation to manage. Because these scores are relatively stable and fairly difficult
to change, leaders who do not enjoy their role may want to seek positions where
they have fewer supervisory responsibilities.

Second, a high need for power or motivation to manage does not guarantee lead-
ership success. The situation can play a crucial role in determining whether the need
for power or the motivation to manage is related to leadership success. For example,
McClelland and Boyatzis found the need for power to be related to leadership suc-
cess for nontechnical managers only,** and Miner found that motivation to manage
was related to leadership success only in hierarchical or bureaucratic organizations.*

Third, to be successful in the long term, leaders may require both & high need
for socialized power and a high level of activity inhibition. Leaders who impulsively
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exercise power merely to satisfy their own selfish needs will probably be ineffective
in the long term. Finally, it is important to remember that followers, as well as lead-
ers, differ in the need for power, activity inhibition, and motivation to manage.
Certain followers may have sironger needs or motives in this area. Leaders may
need to behave differently toward these followers than they might toward followers
having a low need for power or motivation to manage.

Two recent studies offer a fitting conclusion to this section about power and the
individual’s motives and a transition to our next topic. Magee and Gelinsky not
only have presented a comprehensive review of the nature of power in hierarchical
settings but also have noted that the acquisition and application of power induce
transformation of individual psychological processes, with the result being mani-
fested by actions to further increase power!*’ This is not the first time this phenom-
enon has been observed (recall Lord Acton's words about power and corruption).
‘That power actually transforms individual psychological processes as an underly-
ing cause of this phenomenon is fascinating.

But just having power, by either situation or individual transformation, does not
guarantee success, Treadway and colleagues have presented research showing that
although past work performance is a source of personal reputation and can in-
crease an individual’s power, this increase does not necessarily translate into influ-
ence over others.*® Many people fail to achieve this increased influence due to
their lack of political skills for influence, and the application of influence is our
next topic.

Influence Tactics

A leader is like a
shepherd, He stays behind
the flock, letting the most
nimble go out ahead,
whereupon the others
Jollow, not realising that
ail along they are being
directed from behind,
Nelson Mandela,
South African
president,
1994-1999

Whereas power is the capacity or potential o influence others, influence tactics
are the actnal behaviors used by an agent to change the attitudes, opinions, or be-
haviors of a target person. Kipnis and his associates accomplished much of the
early work on the types of influence tactics one person uses to influence another.%?
Various instruments have been developed to study influence tactics, but the Influ-
ence Behavior Questionnaire, or IBQ,*° seems to be the most promising. Here is 4
detailed discussion of the different influence tactics assessed by the TBQ.

Types of Influence Tactics

The IBQ is designed to asssss nine types of influence tactics, and its scales give us
a convenient overview of various methods of influencing others. Ratlonal persua-
slon occurs when an agent uses logical arguments or factual evidence to influence
others, An example of rational persuasion would be when a politician’s adviser ex-
plains how demographic changes in the politician’s district make it important for
the politician to spend relatively more time in the district sesing constituents than
she has in the recent past. Agents make inspirational appeals when they make a
request or proposal designed to arouse enthusiasm or emotions in targets. An ex-
ample here might be a minister’s impassioned plea to members of a congregation
about the good works that could be accomplished if a proposed addition to the
church were built. Consultation occurs when agents ask targets to participate in
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Don't threaten. I know its
done by some of our
people, but I don't go for it
If people are running
scared, they're not golng 1o
make the right decisions.
They'll make decisions to
please the boss rather than
recommend what has to
be done.
Charles Plllied,
American buslness
executive and
diplomat

planning an activity. An example of consultation would be if a minister established
a committee of church members to help plan the layout and use of a new church
addition. In this case the consultative work might not only lead to a better building
plan but also strengthen member commitment to the idea of a new addition. Ingra-
tlation occurs when an agent attempts to get you in a good mood before making a
request. A familiar example here would be & salesperson’s good-natured or flatter
ing banter with you before you make a decision about purchasing a product. Agents
use personal appeals when they ask another to do a favor out of friendship. A
sentence that opens with, “Bill, we’ve known each other a long time and I've never
asked anything of you before” represents the beginning of a personal appeal,
whereas influencing a target through the exchange of favors is labeled exchange.
If two politicians agree to vote for each other's pet legislation despite minor misgiv-
ings about each other's bills, that is exchange. Coalltlon tactics differ from con-
sultation in that they are used when agents seek the aid or support of others to
influence the target. A dramatic example of coalition tactics occurs when several
significant people in an alcoholic’s life (such as spouse, children, employer, or
neighbor) agree to confront the alcoholic in unison about the many dimensions of
his or her problem. Threats or persistent reminders used to influence targets are
known as pressure tactics. A judge who gives a convicted prisoner & suspended
sentence but tells him to consider the suspension a “sword hanging over his head”
if he breaks the law again is using pressure tactics. Finally, legitimizing tactics
occur when agents make requests based on their position or authority. A principal
may ask a teacher to be on the school’s curriculum committee, and the teacher
may accede to the request despite reservations because it is the principal's preroga-
tive to appoint any teacher to that role. In practice, of course, actual tactics often
combine these approaches. Rarely, for example, is an effective appeal purely inspi-
rational without any rational elements.

Influence Tactics and Power
As alluded to throughout this chapter, a strong relationship exists between the rela-
tive power of agents and targets and the types of influence tactics used. Because
leaders with high amounts of referent power have built close relationships with
followers, they may be more able to use a wide variety of influence tactics to mod-
ify the attitudes and behaviors of their followers. For example, leaders with referent
power could use inspirational appeals, consultations, ingratiation, personal ap-
peals, exchanges, and even coalition tactics to increase the amount of time a par-
ticular follower spends doing work-related activities. Note, however, that leaders
with high referent power generally do not use legitimizing or pressure tactics to
influence followers because, by threatening followers, leaders risk some loss of
referent power. Leaders who have only coercive or legitimate power may be able to
use only coalition, legitimizing, or pressure tactics to influence followers. In fact,
influence tactics can be so effective, Cialdini refers to them as “Weapons of Influ-
ence.”!

Other factors also can affect the choice of influence tactics.’ People typically
use hard tactics (that is, legitimizing or pressure tactics) when an Influencer has
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the upper hand, when they anticipate resistance, or when the other person’s behav-
for violates important norms. People typically use soft tactics (such as ingratia-
tion) when they are at a disadvantage (see Highlight 4.5 comparing football and
judo for an example of using a disadvantage to your advantage), when they expect

Power and Influence (or Football and Judo)

HIGHLIGHT 4.5

Whille great leaders use both power and Influence
effectively (see Highlight 4.8 for perhaps the quint-
essential example of using both techniques effec-
tively), It can also be instructive to compare and
contrast the two at thelr most obvious polarities. At
ieast for one of your authors, football and judo are
cases In point.

Football, and by that | mean what Is known In Eu-
rape as "Amerlcan football,” Is a game about power.
Of course, Influence can also be used and often Is
qulte effectively. But overwhelmingly, football Is a
game about slze, strength, and speed. If one com-
blnes those three concepts and then searches for a
single word to describe them, | would submit that
“power” might work. If you have ever been around
professional football players, you will dlscover this
for yourself, They are a powerful group of men.
QOulte a while back, my brother-in-law was a profes-
sional football player. He played as an offenslve end
in college but was converted to a linebacker as a
pro. | remember back In college that | thought he
was about the largest human being | had ever
known; If he was in a room with normal-slzed, non-
football-playing people, he readlly stood out, and
above, everyone else. As a result of these experl-
ences, the first time | attended a game in which he
was playing as a pro, | expected to be able to pick
him out easily. But on the field with other powerful
pro football players, he was Indistingulshable except
for his jersey humber.

This notlon of the importance of power to the
game of football was summed up once by one of my
coaches who repeatedly informed us that “a good
big man Is always better than a good small man.”

Contrast this with Judo, or lts cousin, Jujlisu (see
Robert Claldinl's excellent book entltled influence:
Sclence and Practice for more detalls ¢ using

Jujitsu as “a weapon”). Agaln, your author’s experl-
ence is clted as but one example. After a not-so-
great experience as an undersized high school
football player, | tended to blame my lack of power
(slze, strength, and speed) for my results. That no-
tion changed later in life. Having been selected to
be part of a covert operatlons group during the Viet-
nam War, | was sent to a number of preparaiory
courses, and one of these was a course In Judo. |
remember qulte vividly my first day in the dojo, as
we stood around In our ll-ltting gis. | had the sense
that most of us were engaged In the same mental
actlvity, we were sizing up our classmates hoping to
avold the most “powerful” of our peers. In this
search for the most powerful among us, there was
one small person meekly sitting over agalnst the
wall who recelved no consideratlon as a threat and
for whom | almost felt sorry. He appeared more timid
than the rest of us and was not even prone to make
eye contact with anyone. Clearly possessing the
smallest and “least powerfui® body In the room, he
Just sat quletly, thumbing through some sort of note-
book.

As the minute hand moved to the top of the
clock, we all kept an eye on the door, watching for
our instructor to enter the room at any moment. We
didn’t even notice when the small fellow put down
hls notebook and stood quletly against the wan,
Then he spoke, saying that his name was Tze Lang
Chen, and he would be our sensel. Really? This was
the Instructor? | was sure he was golng to be
crushed, especlally by some of our larger class-
mates. Let me assure you, that notion was rapldly
and completely dispelled.

In Judo, the power of your oppanent is a weapon
to be used against him. In fact, the word judo means
“the gentle way,” which is somewhat antithetical to
the football word power. According to our sensel Tze

continued
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continued

Lang Chen, the founder of Judo, Jlgoro Kanho, was
guoted as saying that “resisting a more powerful op-
ponent will result In your defeat, while acjusting to
and evading your opponent's attack wiil cause him to
lese his balance, his power will be reduced, and you
wiil defeat him. This can apply whatever the relative
values of power, thus making it possibie for weaker
opponents to beat significantly stronger ones.” | be-
lleve a paraphrase of the profound statement might
well be “the bigger they are, the harder they fall.”

We quickly learned that the more we reslisted the
force of our sensel, the sooner we would find our-
selves flat on our backs loocking up at this rather
smaii man hovering over us. Such Is the nature of
power versus Influence. Power can be used to force
mevement whereas influence may be hardly felt
at all.

Source: R. B. Claldinl, influence: Sclence and FPractice, 5th
ed. (Boston; Pearscn Education, 2009).

It is not power that cor-
rupts, but fear. Fear of
losing power corrupts
those who wiald it and
Jear of the scourge of
power corrupts those who
are subject to It.

Aung San Suu Kyl,

Burmese politiclan

andl diplomat

resistance, or when they will personally benefit if the attempt is successful. People
tend to use rational tactics (the exchange and rational appeals) when parties are
relatively equal in power, when resistance is not anticipated, and when the benefits
are organizational as well as personal. Studies have shown that influence attempts
based on factual, logical analyses are the most frequently reported method by
which middle managers exert lateral influence? and upward influence.** Other
mportant components of successful influence of one’s superiors include thor-
oughly preparing beforehand, involving others for support (coalition tactics), and
persisting through a combination of approaches.

Findings about who uses different tactics, and when, provide interesting in-
sights into the influence process. It is clear that one’s influence tactic of choice
depends on many factors, including intended outcomes and one’s power relative to
the target person. Although it may not be surprising that people select influence
tactics as a function of their power relationship with another person, it is striking
that this relationship holds true so universally across different social domains—for
business executives, for parents and children, and for spouses. There is a strong
tendency for people to resort to hard tactics whenever they have an advantage in
clout if other tactics fail to get results.’6 As the bank robber Willie Sutton once
said, “You can get more with a kind word and a gun than you can get with just a
kind word.” This sentiment is apparently familiar to bank managers, too. The latter
reported greater satisfaction in handling subordinates’ poor performance when
they were relatively more punishing.5’ Highlight 4.6 offers thoughts on how men
and women managers sometimes use different influence techniques.

Although hard tactics can be effective, relying on them can change the way we
see others. This was demonstrated in an experiment wherein leaders’ perceptions
and evaluations of subordinates were assessed after they exercised different sorts of
authority over the subordinates.® Several hundred business students acted as man-
agers of small work groups assembling model cars. Some of the students were told
to act in an authoritarian manner, exercising compiete control over the group’s
work: others were told to act as democratic leaders, letting group members partici-
pate fully in decisions about the work. As expected, authoritarian leaders used
more hard tactics, whereas democratic leaders influenced subordinates more
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Gender Differences in Managing Upward: How Male and Female

Managers Get Their Way

HIGHLIGHT 4.6

floth male and female managers In a Fortune
100 company were Interviewed and completed
surveys about how they Influence upward—that Is,
how they Influence their own bosses. The results
generally supported the Idea that female managers’
Influence attempts showed greater concern for
aihers, whereas male managers’ Influence attempts
showed greater concern for self. Female managers
were more likely to act with the organization’s broad
Interests In mind, consider how others felt about the
Influence attempt, involve others in planning, and
focus on both the task and Interpersonal aspects of
the sltuatlon. Male managers, by contrast, were
more likely to act out of self-Interest, show less
conslderation for how others might feel about the
influence attempt, work alone In developing thelr
strategy, and focus primarlly on the task.

One of the most surprising findings of the study
was that, contrary to prediction, female managers
were less llkely than male managers to compromise
or negotlate durlng thelr Influence attempts. The
female managers were actually more likely to persist
In trylng to persuade thelr superlors, even to the
feint of open opposltion. At first this may seem
Inconsistent with the Idea that the female managers’

influence style involved greater concern for thelr
relatedness to others. However, It seems conslistent
with the higher value placed by the women
managers on Involvement. Perhaps female managers
demonstrate more commitment to thelr issues, and
greater self-confidence that they are doing the “right
thing,” precisely because they have already
Interacted more with others In the organization and
know they have others’ support.

Although mate and female managers emphasized
different Influence technigques, netther group overall
was more effective than the other. Nonetheless,
there may be significant implications of the varlous
techniques for a manager's career advancement. At
Increasingly higher management levels In an
organization, effectiveness may be deflned primarily
by Its fit with the organization’s own norms and
values, Managers whose style most closely matches
that of thelr superior may have an advantage In
evaluatlons and promotion decislens. This may be a
signlficant factor for women, glven the highly
skewed representation of men in the most senlor
executive ranks.

Source: K. E. Lauterbach and B. J. Welner, “Dynamics of Up-

ward Influence; How Male and Female Managers Get Thelr
Way." Leadership Quarterly 7, no. 1(1996), pp. 87-107.

through rational methods. More interesting was the finding that subordinates were

All formg of tampering evaluated by the two types of leaders in dramatically different ways even though
with human beings, get- the subordinates of both types did equally good work. Authoritarian leaders judged
;"fm‘" m?:::i::::ﬁm their subordinates as less motivated, less skilled, and less suited for promotion,
o ;:f: pattern, all Apparently, bosses who use hard tactics to control others' behavior tend not to at-
thought control and con-  tribute any resultant good performance to the subordinates themselves. Ironically,
ditioning, Is, therefore, a the act of using hard tactics leads to negative attributions about others, which, in
denlal of that in men turn, tend to corroborate the nse of hard tactics in the first place.
which makes them men . Il .
Finally, we should remember that using influence tactics can be thought of ag a
and their vatues ultimate. . ) . . .
A. A. Berle Jr., writer social skill, Choosing the right tactic may not always be enough to ensure good
about corporations results; the behavior must be skillfully executed. We are not encouraging devious-

ness or a manipulative attitude toward others (although that has certainly been
done by some, as illustrated in Highlight 4.7 and discussed more in Chapter 5, on
ethics). Instead, we are merely recognizing the obvious fact that clumsy influence
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The Clout of Influcnce and the Big Con

HIGHLIGHT 4.7

The confidence game, or “con game” Is certainly
nothing new, although some people might argue !t
has been taken to new heights by the ilkes of Bernie
Madoff. The term confidence man was first used by
the New York press during the trial of Wililam
Thompson In 1849, What remains unchanged over
the years Is that the con game Is not about violence
or power but much more about the illiclt use of Influ-
ence. It Is about the nefarious manipulation of trust.

Amy Reading has written a detalled history of “the
big con” while wrapping it arcund a fascinating story
of one of the largest swindles In U.S. history. Reading
describes the preparstions and staging necessary to
win over the “mark” &s If it were a form of theater. The
mark In her historical account Is one J. Frank Norfleet,
a man who by hls own description Is as stralght as
they come. *| don't drink, chew tobacco, smoke, cuss,
or tell lles,” he would say. And he trusted others,
which led to his involvement In the blg con.

While not intending to glamorlze the swindlers,
wr “grifters” as they are often called, thelr use of psy-
chologlcal Influence Is quite remarkable and Instruc-
tlve. Perhaps most telling are psychologlcal traps
ohe and two In the serles of three.

In the prelude to the first psychologlcal moment,
Norfleet has graclously refused a $100 reward for

returning a wallet he found In the hotel lobby—a wallet
planted, of course, by the grifters. The swindlers
then announced they had to go conclude a business
deal Involving the use of what we would today refer
to as "Inslder trading.” Since Norfleet had refused
the reward, would he mind if they took that same
money and “invest It along with their own.” Twenty
minutes later, the swindiers return and proudly offer
Norfleet the $800 return on his declined $100 re-
ward money.

Perhaps no aspect of the blg con Is more so than
the second psychological moment. This Is also the
most telling difference between street crime, where
the engine Is power, and the confldence game.
where the engine Is Influence.

The blg con succeeds not because It forces the
mark to hand over his valuables. It succeeds he-
cause It Influences the mark to belleve that he not
enly Is acting In his own self-interest but also Is heip-
Ing others, even If It Is acknowledged to be with a
wink and a smile. Thoy« Interested In how this plays
out, both In a theatrlcal sense and In the blg con,
would find Reading's book Informative.

Sources: A. ReadIng, The Mark Inside: A Perfect Swindfe,
a Cunning Revenge, ond a Small History of the Big Con
{New York: Alfred A. Knopf, 2012).

attempts often come across as phony and may be counterproductive. See
Highlight 4.8 for a perspective of a political leader who used power appropriately
but was arguably the quintessential master of using influence effectively.

A Concluding Thought about Influence Tactics

In our discussion here, an implicit lesson for leaders is the value of being conscious
of what influence tactics one uses and what effects are typically associated with
each tactic. Knowledge of such effects can help a leader make better decisions
about her or his manner of influencing others. It might also be helpful for leaders
to think carefully about why they believe a particular influence tactic will be effec-
tive. Research indicates that some reasons for selecting among various possible
influence tactics lead to successful onicomes more frequently than others. Specifi-
cally, thinking an act would improve an employee’s self-esteem or morale was fre-
quently associated with successful influence attempts. On the other hand, choosing
an influence tactic because it followed company policy and choosing one because
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Nelson Mandela: The Master of Political Influence

HIGHLIGHT 4.8

Invictus Is both the title of the cited poem that pro-
vided Inspiration to Nelson Mandela during his 27-
year imprisonment for fighting apartheld and also
became the title of the 2009 Clint Eastwood movle,
This film takes us from Mandela's 1994 election
through South Africa’s World Cup Journey the follow-
Ing year. The poem becomes the central Inspira-
tional gift from Mandela (played by Morgan Freeman)
to Springbok rugby team captaln Frangols Plenaar
(played by Matt Damon).

Invictus
William Ernest Heniey

Out of the night that covers me,
Bruck as the pit from pole to pole,
| thank whatever gods may be
For my unconquerable soul,

In the fell clutch of circumstance

1 have not winced nor cried aloud.
Under the bludgeonings of chance
My head Is bloody, but unbowed.

Beyond this place of wrath and tears
Looms but the Horror of the shade,
And yet the menace of the years
Finds and shall find me unafraid

i matters not how stralt the gate,

How charged with punishments the scroli,
! am the master of my fate:

1 am the captain of my soul,

Rugby was more than just a game In South Africa;
It was a preoccupation. Mandela had won the elec-
tlon as the African Natlonal Congress's (ANC) first
black president, wish that position came power, but

Mandela knew that his polltical victory was tenuous.
Even though the ANC dominated Parliament, whites
stlll controlied the economy. And it was the country’s
history of white-dominated apartheld that had re-
sulted in the national rugby team’s excluslon from
International sports competitions.

Against the advice of hls supporters among the
ANC, Mandela fought to retain the Springbok name
and their beloved green and gold jerseys. Mandela
recognized that this was a reminder of decades of
oppression to the now-black majority, but he also
knew that white extremist Afrlkaners posed a con-
tinuing threat. Thelr ongoing resistance to a black-
dominated government could plunge the fraglle
government Into anarchy and insurrectlon. Power
wauld not work--but Influence might.

The movle, based on John Carlin's book Playing
the Enemy: Nelson Mandela and the Game That
Mack: @ Natlon, takes us through a moving scene in
which Mandela exhiblts his dramatic abllity to Influ-
ence the struggilng rugby team. Taking the team to
vislt Robben Island, where he had been Imprisoned
for 17 years, Mandela recites “Invictus” as Plenaar
and the team Imagines the struggles of Mandela
and his fellow prisoners. The underdog Springboks
rallled to win the Rugby World Cup, hosted by South
Affica In 1995, But, as noted by Arlene Getz, *[[t was
South Africa's good fortune that Mandela opted for
reconclliation over retribution.” It was also South
Afrfca’s good fortune that Nelson Mandela was
master of Influence,

Sources: J. Carln, Playing the Enemy: Nelson Mandela
and the Game that Made a Nation, (New York: Penguin
Press, 2008); A. Getz, “The Real Story of "Invictus’”

Newsweek, December 9, 2009, hitp://www.newsweeak
comy2009/12/09/sports-polltics-and-mandela.htmi

it was a way to put a subordinate in his place were frequently mentioned as reasons
for unsuccessful influence attempts.*® In a nutshell, these results suggest that lead-
ers should pay attention not only to the actual influence tactics they use—to how
they are influencing others—but also to why they believe such methods are called
for. It is perhaps obvious that influence efforts intended to build others up more
frequently lead to positive outcomes than do influence efforts intended 1o put
others down.
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Summary

This chapter defined power as the capacity or potential to exert influence, influence
tactics as the behaviors used by one person to modify the attitndes and behaviors of
another, and inffuence as the degree of change in a person's attitudes, values, or
behaviors as the result of another’s influence tactic. Because power, influence, and
influence tactics play such important roles in the leadership process, this chapter
provided ideas to help leaders improve their effectiveness. By reflecting on their
different bases of power, leaders may better understand how they can affect follow-
ers and even expand their power. The five bases of power also offer clues to why
subordinates can influence leaders and successfully resist leaders’ influence
attempts.

Leaders also may gain insight into why they may not enjoy certain aspects of
their responsibilities by reflecting on their own need for power or motivation to
manage; they may also better understand why some leaders exercise power self-
ishly by considering McClelland's concepts of personalized power and activity in-
hibition. Leaders can improve their effectiveness by finding ways to enhance the
value of their personal contribution to their team while not permitting in-group
and out-gronp tivalries to develop in the work unil.

Although power is an extremely important concept, having powet is relatively
meaningless unless a leader is willing to exercise it. The exercise of power occurs
primarily through the influence tactics leaders and followers use to modify each
other’s attitudes and behaviors. The types of influence tactics used seem to depend
on the amount of different types of power possessed, the degree of resistance ex-
pected, and the rationale behind the different influence tactics. Because influence
tactics designed to build up others are generally more successful than those that
tear others dowr, leadership practitioners should always consider why they are us-
ing a particular influence attempt before they actually use it. By carefully consider-
ing the rationale behind the tactic, leaders may be able to avoid using pressure and
legitimizing tactics and find better ways to influence followers. Being able to use
influence tactics that modify followers’ attitudes and behaviors in the desired direc-
tion while they build up followers’ self-esteem and self-confidence is a skill all lead-
ers should strive to master.

Key Terms

power, 11 power distance, 125 inspirational appeals, /29
influence, 112 need for power, 127 consultation, 129
influence tactics, 112 personalized power, 127  ingratiation, 130
pecking order, 113 socialized power, 127 personal appeals, 130
expert power, /18 projective personality exchange, /30

referent power, 118 test, 127 coalition tactics, 130
Jegitimate power, 119 motivation to manage, pressure tactics, 131/
teward power, 120 128 legitimizing tactics, /30

coercive power, 1./ rational persuasion, 129
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1. The following questions pertain to the Milgram studies (Highlight 4.2):

a. What bases of power were available to the experimenter, and what bases of
power were available to the subjects?

&. Do you think subjects with a low need for power would act differently from
subjects with a high need for power? What about subjects with differing
levels of the motivation to manage?

¢ What sitnational factors contributed to the experimenter’s power?

+. What influence tactics did the experimenter use to change the behavior of
the subjects, and how were these tactics related to the experimenter’s power
base?

e. What actually was influenced? In other words, if influence is the change in
another’s attitudes, values, or behaviors as the result of an influence tactic,
then what changes occurred in the subjects as the result of the experiment-
er’s influence tactics?

£ Many people have eritcized the Milgram study ob ethici] grouwmds. Assunm-
g that some socially vseful informaiion was gadined rom the studies, da
you believe this experiment could or should be replicated today?

2. Some definitions of leadership exclude reliance on formal authority or coer-
cion (that is, certain actions by a person in authority may work but should not
be considered leadership). What are the pros and cons of such a view?

3. Does power, as Lord Acton suggested, tend to corrupt the power holder? If so,
what are some of the ways it happens? Is it also possible subordinates are
corrupted by a superior’s power? How? Is it possible that superiors can be
corrupted by a subordinate’s power?

4. Some people say it dilutes a leader’s authority if subordinates are allowed to
give feedback to the leader concerning their perceptions of the leader’s perfor-
mance. Do you agree?

5. Is leadership just another word for influence? Can you think of some examples
ol influence that you would not consider leadership?

This activity will demonstrate how the five bases of power are manifest in behavior.
Write the five bases of power on the board or put them on an overhead. Divide
students into five groups, and give each group a 3 x 5 card that lists one of the five
bases of power. Give the group 10 minutes to plan and practice a 1-minute skit that
will be presented to the rest of the class. The skit should demonstrate the base of
power listed on the 3 x 5 card. After the skit is presented, the remaining groups
should guess which base of power is being used in the skit. As an alternative, you
might choose a project for out-of-class work. Another variation is to assign the
groups the task of finding a 3- to 4minute segment from a movie or video zepre-
senting a base of power and bring that in to the class.
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Minicase
The Prime Minister’s Powerful Better Half

Ho Ching’s power has been recognized by many. As chief executive officer of
Temasek Holdings, she ranked number 18 on a list of Asia’s most powerful business-
people and number 24 on the Forbes list of the world’s most powerful women. How
did a shy, Stanford-educated electrical engineer end up with this kind of power? Ho
was a government scholar who started off in civil setvice and ended up working for
the Defense Ministry in Singapore. There she met and married Lee Hsien Loong,
Singapore’s current prime minister and the son of Lee Kwan Yew—one of modern
Singapore's founding fathers. Ho's experience, education, and connections led to her
appointment as chief executive of Temasek, where she oversees a portfolio worth
over $50 biltion and influences many of Singapore's leading companies.

Temasek Holdings was established in 1974 in an attempt by the Singapore govern-
ment to drive industrialization. Through Temasek Holdings the Singapore govern-
ment took stakes in a wide range of companies, including the city-state’s bestknown
companies: Singapore Airlines, Singapore Telecommunications, DBS Bank, Nep-
tune Orient Lines, and Keppel Corp. The company’s website describes Temasek's
*“humble roots during a turbulent and uncertain time” and its commitment “to build-
ing a vibrant future [for Singapore] through successful enterprise.” Ho'’s appoint-
ment to Temasek in May 2002 caused some controversy; as her prime minister
husband has a supervisory role over the firm. Ho denies any conflict of interest:

The issue of conflict does not arise because there are no vested interests.
Our goal is to do what makes sense for Singapore, [ don’t always agree with
him (Mr. Lee) and he doesn’t always agree with me. We huve a healthy
debate on issues.

In her role as CEQ, Ho is pushing for a more open policy and an aggressive
drive into the Asian market. Under Ho’s leadership Temasek has decided to pub-
licly disclose its annual report with details of its performance—details that have
formerly remained private and been known only to Temasek executives.

Ho is concentrating on broadening Temasek’s focus beyond Singapore, most
recently opening an office in India. At a conference of top Indian companies, Ho
sppealed to investors to look to India for opportunities for Asian growth:

Since the Asian financial crisis in 1997, the word 4sig had lost a bit of its
sparkle. But that sparkle is beginning to return. In the 1960s and 1970s, the
Asia economic miracle referred to East Asia, specifically Japan. The 1970s
and 1980s saw the emergence of the four Asian Tigers of Korea, Taiwan,
Hong Kong, and Singapore.

Now is India’s turn to stir, standing at an inflexion point, after 10 years of
market liberalisation and corporate restructuring. Since 1997, Singapore's
trade with India grew by 50 percent, or v respectable CAGR of about
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7.5 percent. Confidence is brimming in India, and Indian companies began
to reach out boldly to the world over the last five years.

All these waves of development have shown that Asia, with a combined
population of 3 billion, has been resilient. If Asia continues to work hard and
work smart, honing her competitive strengths and leveraging on her comple-
mentary capabilities across borders, the outlook in the next decade or two
looks very promising indeed.

- We have described power as the capacity (o cause change and influence as the

degree of actual change in a target’s behaviors. Ho Ching’s power as a leader
has been recognized by many, but would you describe Ho Ching as an influen-
tial leader? Why?

. Based on the excerpt from Ho Ching’s speech, what type of tactics does she use

to influence the behavior of others?

. Ho Ching has been named one of the most powerful leaders in Asia. What are

her major sources of power?

Sources: hitp://www fastcompany.com/oniine/13/womenofpr.htmi;
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