Chapter 12 – Power, Politics and Ethics

What Is Power?
· Power: the capacity to influence others who are in a state of dependence 
· Capacity aka the ability to do it
· Does not imply a poor relationship between the power holder and other person
· Power can flow in any direction in an organization 
· Power applies to both individuals and groups

The Bases of Individual Power
· Power can be found in the position you occupy in an organization or the resources that you are able to command
· Legitimate power: power derived from a persons position or job in an organization
· As you move up in an organization you find that members possess more and more legitimate power
· Legitimate power works because people have been socialized to accept its influence 
· Produces compliance with the boss’s wishes
· Reward power: power derived from the ability to provide positive outcomes and prevent negative outcomes
· Often backs up legitimate power 
· People with legitimate power often have the ability to give out rewards however anyone can have reward power by giving out compliments
· Produces compliance with the boss’s wishes
· Coercive power: power derived from the use of punishment and threat
· A support for legitimate power
· Lower level organizational members can also have coercive power
· When managers use coercive power it is generally ineffective and can provoke considerable employee resistance
· Produces resistance and lack of cooperation
· Referent power: power derived from being well liked by others
· Potent because it stems from identification with the power holder and anyone in the organization can have it 
· Produces true commitment and enthusiasm for the managers agenda
· Expert power: power derived from having special information or expertise that is valued by an organization
· The more crucial and unusual the expertise, the greater is the expert power available
· Produces true commitment and enthusiasm for the managers agenda 


How Do People Obtain Power?
· Do the right things
· Extraordinary activities – excel in unusual or non routine activities
· Visible activities – have to identify and publicizes visible activities
· Relevant activities – people have to care about what you are doing
· Cultivating the right people
· Outsiders – establish good relationships with key people outside of ones organization
· Subordinates – shows that the manager is backed by a cohesive team
· Peers – ensuring that nothing gets in the way of ones future power
· Superiors – mentors can provide special information and useful introductions to other right people

Empowerment – Putting Power Where It Is Needed
· Empowerment: giving people the authority, opportunity and motivation to take initiative and solve organizational problems
· Having opportunity means freedom of bureaucratic barriers 
· Includes any relevant training and information about the impact of ones actions on other parts of the organization 
· Motivation suggests hiring people who will be intrinsically motivated by power and opportunity and aligning extrinsic rewards with successful performance 
· People who are empowered have a strong sense of self efficacy 
· Means they believe they are capable of doing their job well and making things happen 
· Empowerment fosters job satisfaction, organizational commitment, organizational citizenship behaviour and high performance 
· Puts power where its needed and makes the organization effective 
· Excessive power can lead to abuse and ineffective performance

Influence Tactics – Putting Power To Work
· Influence tactics: tactics that are used to convert power into actual influence over others 
· Assertiveness – ordering, nagging, setting deadlines
· Ingratiation – using flattery and friendliness 
· Rationality – logic, reason, planning and compromise 
· Exchange – doing favours or offering to trade favours 
· Upward appeal – making formal or informal appeals to organizational superiors 
· Coalition formation – united support from organizational members
· The bases of power that you have can determine what influence tactics you use
· Referent  integration
· Expert  rationality
· Rationality is highly prized in organizations and most people try to use this 
· Use of tactics is also dependent on whom you are trying to influence


Who Wants Power?
· Not everyone who has power wants it
· Power is often seen negatively
· Some power seekers feel weak and resort primarily to coercive power to substitute for the weakness they feel
· The need for power is the need to have strong influence over others
· The most effective managers:
· Have a high need for power
· Use their power to achieve organizational goals
· Adopt a participative or coaching leadership style
· Are relatively unconcerned with how much others like them
· These managers are referred to as institutional managers
· Institutional managers are more effective than personal power managers and affiliative managers 
· The need for power is a useful asset as long as it is not a neurotic expression of perceived weakness 

Controlling Strategic Contingencies – How Subunits Obtain Power
· Subunit power: the degree of power held by various organizational subunits
· Subunits control strategic contingencies
· Strategic contingencies: critical factors affecting organizational effectiveness that are controlled by a key subunit 
· The work that others perform are critical on a subunit
· There are certain conditions under which subunits can control strategic contingencies 
· Scarcity – subunits gain power when they secure scarce resources
· Uncertainty – subunits that are most capable of coping with uncertainty will gain power
· Centrality  - subunits whose work is more central to the organization will have more power
· Substitutability – if a subunits staff cannot be substituted it will acquire power







Organizational Politics – Using and Abusing Power  
· Organizational politics: the pursuit of self interest in an organization, whether or not this self interest corresponds to organizational goals 
· Using means of influence that the organization does not sanction to pursue end goals that it does not sanction 
· Political activity is self conscious and intentional 
· Politics can be an individual or subunit activity
· Sometimes it can have beneficial outcomes for the organization 
· There are sanctioned means and sanctioned ends and these can be combined in any way 
· Most political maneuvering occurs at middle and upper management levels rather than lower levels
· Some subunits are more prone to politicking than others
· Some issues are more likely than others to stimulate political activity
· Scare resources, uncertainty, and important issues provoke political behaviour 
· The Facet Of Political Skill
· Political skill: the ability to understand others at work and to use that knowledge to influence others to act in ways that enhance ones personal or organizational objectives 
· 2 main points of this definition  comprehending others and translating this comprehension into influences
· There are four facets of political skill:
· Social astuteness  ability to read people 
· Interpersonal influence  having a persuasive interpersonal style
· Apparent sincerity  being genuine and having high integrity
· Networking ability  establishing good relations with key organizational members and outsider to accomplish ones goals 
· People with political skill are often less stressed out and better with coping
· Upper level managers often establish large political networks both inside and outside the organization 
· Lower level managers have a more restricted network
· There are several aspects to networking:
· Maintain contacts
· Socializing
· Engaging in professional activities
· Participating in community activities
· Increasing internal visibility 
· Engaging in professional activities and increasing internal visibility are most strongly associated with career success 
· Being central in a large network provides power because you have access to considerable resources such as knowledge 
· Machiavellianism- The Harder Side of Politics
· Machiavellianism: a set of cynical beliefs about human nature, morality and the permissibility of using various tactics to achieve ones ends 
· This is a stable personality trait 
· High Machs are more likely to use lying and deceit to achieve organizational goals 
· High Machs are likely to be enthusiastic organizational politicians 
· They are able to accurately identify situations in which their favored tactics will work 
· They can deal face to face with those they are trying to influence 
· Their interaction occurs under fairly emotional circumstances
· The situation is fairly unstructured with few guidelines for appropriate forms of interaction 
· Defensiveness – Reactive Politics
· Another form of political behaviour involves the defense or protection of self interest 
· The goal here is to reduce threats to ones own power by avoiding actions that do not suit ones own political agenda or avoiding blame for events that might threaten ones political capital
· There are a number of defensive behaviours that involve “the best action is to take no action at all”:
· Stalling – moving slowly when someone asks for your cooperation
· Over conforming – sticking to the strict letter of your job description 
· Buck passing – having someone else take action so your can avoid doing it yourself 
· Other set of defensive behaviour is oriented around the motto “ if you cant avoid action, avoid blame for its consequences”
· Buffing – having information showing that an appropriate course of action was followed
· Scapegoating – blaming others

 
Ethics in Organizations 
· Ethics: systematic thinking about the moral consequences of decisions 
· Can be framed in terms of the potential for harm to any stakeholders in the situation 
· Stakeholders: people inside or outside of an organization who have the potential to be affected by organizational decisions
· A substantial portion of managers report that they have been pressured to compromise their own ethical standards when making decisions 
· Managers often see themselves as having higher ethical standards than their peers
· Undergraduates have been found to be more ethical than MBA students 
· The Nature Of Ethical Dilemmas
· Ethical issues are often occupationally specific 
· There are however common themes that all managers may face:
· Honest communication 
· Fair treatment
· Special consideration
· Fair competition
· Responsibility to organizations
· Corporate social responsibility
· Respect for law 
· Causes of Unethical Behaviour
· Gain  - the anticipation of healthy reinforcement for following an unethical course of action, especially if no punishment is expected, should promote unethical decisions 
· Role Conflict – many ethical dilemmas are actually forms of role conflict that get resolved in an unethical way 
· Strong organizational identification – engaging in unethical activities to ‘help’ the organization
· Competition – stiff competition for scarce resources can stimulate unethical behaviour 
· Personality – those who are cynical are less tuned into ethical matters, people with strong economic values are more likely to behave unethically, 
· Organizational and industry culture – differences across organizations, upper level managers generally tend to be naïve about the extent of ethical lapses in those below them
· Whistle Blowing 
· Whistle blowing: disclosure of illegitimate practices by a current or former organizational member to some person or organization that may be able to take action to correct these practices
· Whistle can be blown inside or outside of the offending organization 
· People with power rarely blow the whistle 
· Sexual Harassment – When Power and Ethics Collide 
· Unwelcome sexual advances, requests for sexual favours, and other verbal or physical conduct of a sexual nature constitute sexual harassment
· Sexual harassment is a form of unethical behaviour that stems in part from the abuse of power and the perpetuation of a gender power imbalance
· Most frequent perpetrators are coworkers 
· Clients and customers can also engage in harassment 
· Three main reasons organizations fail to respond to allegations of sexual harassment:
· Inadequate organizational policies and procedures for managing harassment complaints
· Defensive managerial reactions
· Organizational features that contribute to inertial tendencies 
· How organizations can deal with allegations of sexual harassment and increase their responsiveness:
· Examine the characteristics of deaf ear organizations 
· Foster management support and education
· Stay vigilant 
· Take immediate action
· Create a state of the art policy
· Establish clear reporting procedures 
· Employing Ethical Guidelines:
· Identify the stakeholders that will be affected by any decision
· Identify the costs and benefits of various decision alternatives to these stakeholders
· Consider the relevant moral expectations that surround a particular decision
· Be familiar with the common ethical dilemmas that decision makers face in your specific organizational role or profession
· Discuss ethical matters with decision stakeholders and others
· Convert your ethical judgments into appropriate action 
· [bookmark: _GoBack]What this advice does is enable you to recognize ethical issues, make ethical judgments, and then convert these judgments into behaviours 
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