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2. Introduction 

Power refers to the potential or actual ability to influence others in a desired 

direction. As an exchange relationship, power occurs in transactions between an 

agent and a target. The agent is the person using the power, and the target is the 

recipient of the attempt to use power. Different individuals and groups within and 

outside the organization can exert power. Individual employees, including top and 

middle management, technical analysts and specialists, support staff, and other non-

managerial workers can influence the actions an organization takes to reach its 

goals. Formal groups of employees, such as various departments, work teams, 
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1.  Objectives 

     After studying this unit, you will be able to: 

 Define the term power and politics 

 Discuss basis of power 

 State the relevance of power tactics 

 Explain responses to organizational politics 

 Describe ethics of political behaviour 
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management councils, task forces, or employee unions, as well as informal groups 

such as those workers with offices near each other or those who see each other 

socially, can similarly exercise power. Nonemployees may also try to influence the 

behaviour of an organization and its members. Owners, suppliers’ clients, 

competitors, employee unions, the general public and directors of the organization 

may exert power that affects the organization. Thus, we may define power as the 

ability of a person (or group A) to induce another person (or group B) to behave in a 

way that the former desires. 

Because power is ability, individuals can learn to use it effectively. Influence is 

the process of affecting the thoughts, behaviour and feelings of another person. 

Authority is the right to influence another person. It is important to understand the 

subtle differences between these terms. For example, a manager may have authority 

but no power. He or she may have the right, by virtue of his or her position as boss, 

to tell someone what to do. But he or she may not have the skill or ability to influence 

other people. 

Interpersonal source of power: Interpersonal sources of power involve the 

relationship between the person who holds power and those who are influenced by 

him or her. Interpersonal sources or power are further classified as: 

1. Reward Power 

2. Coercive Power 

3. Legitimate Power 

4. Referent Power and 

5. Expert Power 
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3. Basis of Power in Organizations 

There is much more to managing than simply taking charge. Even if 

employees settled for being ordered around, attaining a competitive advantage 

depends on manager’s skills at bringing out the best in their employees. This 

enlightened view of management implies that power comes not only from having a 

job that gives you the right to issue orders, but from other Basis as well. Managers 

therefore need to recognize multiple Basis of power. These Basis may be 

interpersonal or structural. 

3.1 Structural Basis of Power 

The degree of power wielded by a particular group/individual also depends on the 

structure of work activities and communications in the organization. Figure 1 below 

shows a group’s/ individual’s power base on three variables: ability to reduce 

uncertainty, lack of substitutes and centrality of activities to achieve organization’s 

objectives. 

 

Figure 1: Structural Sources of Power (Source: David J Hickson) 

3.1.1. Uncertainty Reduction: Organizations must operate in the face of uncertainty 

about their key reBasis: Human capital, raw materials, supplies and equipment, 

money and technology. Those who are able to reduce uncertainty have power in the 

organisation. Basic ways of reducing uncertainty are: 
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(a) Resource Control: Groups or individuals gain resource control when they 

acquire hard-to-get reBasis and maintain access to them. In these cases, groups 

that have resource control can reduce uncertainty for other groups by providing 

access to the necessary reBasis. 

(b) Information Control: The organization members who can provide needed 

information have power because they can reduce uncertainty for others. Changes in 

technology and organizational structures are intensifying the importance of 

information power. Hence a person’s power may be more closely related to his or 

her ability and willingness to share information with those who can apply it toward 

maintaining a competitive advantage. 

(c) Decision-making Control: The groups and individuals who make decisions 

about the use of reBasis also have relatively great power. Logically, the decision 

makers can reduce uncertainty by making and communicating decisions affecting 

others in the organization. Those who gain the power from decision-making control 

are the ones who make decisions about basic policies and practices such as, what 

the organization will produce and who its target market will be. 

3.1.2. Substitutability: The power of an individual or group is inversely related to 

the person’s or group’s substitutability. People are powerful because they cannot 

easily be replaced. In other words, organizations cannot find a substitute for their 

skills or knowledge. Being a hard-to-replace employee is not always advantageous. 

If a manager views an employee as indispensable for a particular job, that employee 

may miss opportunities for promotion or career development. And if the employee 

becomes associated with a particular job or way of doing things, changes in the 

organisation can render him or her highly dispensable. 

3.1.3. Centrality: Central groups are those that have many connections with other 

groups and a large effect on work flow. Thus, groups and individuals in a central 

position are generally more powerful than those at the periphery. These people have 

command of key information and other reBasis, and others in the organization are 

likely to be aware of what they control and how they affect the organization. 
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4.  Power Tactics 

Influence is the process of affecting the thoughts, behaviour or feelings of 

another person. The other person could be the boss (upward influence), an 

employee (downward influence), or a coworker (lateral influence). To understand 

how employees strengthen their power in organizations, we can look at certain 

political behaviour. The ways people obtain and use power to meet personal and 

other objectives in an organization basically involve some form of assessing and 

using existing resources or obtaining additional resources. There are eight basic 

types of influence tactics. They are listed and described in Table1 below: 

  

Self Assessment 
Fill in the blanks: 
1. .......................... refers to the potential or actual ability to influence others in a desired direction. 
2. As an exchange relationship, power occurs in transactions between an ............... and a............. 
3. The ...... is the person using the power, and the target is the recipient of the attempt to use power. 
4. ................................ involve the relationship between the person who holds power and those who 
are influenced by him or her. 
5. ............... are those that have many connections with other groups and a large effect on work flow. 
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Table 1: Influence Tactics used in Organizations 

 

In impression management, individuals use influence tactics to control others’ 

impressions of them. Which influence tactics are more effective? It depends on the 

target of the influence attempt and the objective. Individuals use different tactics for 

different purposes, and they use different tactics for different people. Besides the 

above mentioned political strategies and tactics, some other tactics are defined 

below. They are: 

1. Sponsorship 

2. Whistle blowing 

3. Control of resources 

4. Attacks on others 
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Table 2 gives the information in tabular form. 

Table 2: Some other Political Strategies and Tactics 

 

5.  Response to Organizational Politics 

When people get together in groups, power will be exerted. People want to 

carve out a niche from which to exert influence, to earn awards, and to advance their 

careers. Power is tightly linked to the concept of politics: Activities aimed at acquiring 

power and using it to advance interests, which may be personal or organizational. D. 

Farrell and J.C. Petersen define political behaviour in organizations as “those 

activities that are not required as part of one’s formal role in the organization, but that 

influence, or attempt to influence, the distribution of advantages and disadvantages 

within the organization”. Table 3 below summarizes basic ways people use political 

behaviour. 
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Table 3: Ways People Use Political Behaviour in Organizations 

 

Many organizational conditions encourage political activity. Among them are: 

1. Unclear Goals 

2. Autocratic decision making 

3. Ambiguous lines of authority 

4. Scarce resources, and 

5. Uncertainty 
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Individuals who use power in organisations are organisational politicians. 

Political behaviour is actions not officially sanctioned by an organization that are 

taken to influence others in order to meet one’s personal goals. Table 4 below shows 

the personal characteristics of effective organizational politicians.  

Table 4: Personal Characteristics of Effective Political Actors 

 

Political behaviour may be legitimate or illegitimate. 

Legitimate Political Behaviour refers to normal everyday politics 

1. Complaining to your supervisor. 

2. Bypassing the chain of command. 

3. Forming coalitions. 

4. Obstructing organisational policies.  

5. Excessive adherence to rules, and 

6. Developing contacts outside the organization through one’s professional 
activities. 

Illegitimate Political Behaviours are those activities that violate the implied rules of 

the game. 
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Illegitimate activities include: 

1. Sabotage. 

2. Whistle-blowing. 

3. Symbolic protests. 

4. Group of employees simultaneously applying for casual leave. 

The extreme illegitimate forms of political behaviour pose a very real risk of loss to 

organizations. 

 

 

 

 

 

6. Politics and Ethics of Political Behaviour 

Politics is a fact of life in organisations. People play politics for the following 

reasons: 

1. Organisations are made up of individuals and groups with different values, 

goals and interests. 

2. Resources in organisations are limited. This forces members to compete for 

the organisation’s limited resources. 

3. Most decisions have to be made in a climate of ambiguity. People within 

organizations will use whatever influence they can to tweak the facts to 

support their goals and interests. 

Politics cannot – and should not – be eliminated from organisations. 

Managers can, however, take a proactive stance and manage the political behaviour 

that inevitably occurs. 

Self Assessment 

State whether the following statements are true or false: 

6. When people get together in groups, power will be non exerted. 

7. People never want to carve out a niche from which to exert influence, to earn awards, and to 
advance their careers. 

8. Power is lightly linked to the concept of politics. 

9. Illegitimate Political Behaviours are those activities that violate the implied rules of the game 
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1. Uncertainty is a condition that tends to increase political behaviour, while 

transparency and open communication reduces this uncertainty. 

2. Regarding performance, clarify expectations. This can accomplished through 

the use of clear, quantifiable goals and through the establishment of a clear 

connection between goal accomplishment and rewards. 

3. Often, people engage in political behaviour when they feel excluded from 

decision-making processes in the organisation. Therefore, the key is 

participative management. 

4. Managing scarce resources is important. Clarify the resource allocation 

process. This discourages dysfunctional political behaviour. 

5. Encourage co-operation among work groups. This can instill a unity of purpose 

in work teams by rewarding cooperative behaviour. 

6.1 Maccoby’s Four Political Types 

In his book “The Gamesman”, Michael Maccoby describes four types of 

organisational politicians. They are: 

1. Craftsman: Craftsmen, driven by achievement, are the least political. They are 

often technical specialists who like details and precision. The person is usually quiet, 

sincere, modest and practical. 

2. Jungle Fighter: Jungle fighters, although very different in behaviour, are apt to be 

active politicians. Unafraid to step on others to get ahead, this fighter believes 

employees should be used to get ahead in the company. They desire success at any 

cost. There are two types of jungle fighters: 

(a) Foxes: The foxes make their nests in the organisation and manoeuvre 

from this safe base. 

(b) Lions: Conquer others’ territories and build empires. 

3. Company man or women: As politicians go, these are conservative people. They 

possess a strong desire for affiliation and may not exhibit a lot of political behaviour. 

In fact, this individual’s identity rests with the powerful, protective company. The 
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concern of such people is for humans; however, they are more involved with security 

than success and may miss opportunities that arise. 

4. Gamesman: The gamesmen are apt politicians. They view business as a game 

and take calculated risks. The Gamesman tends to be charismatic, thrives on 

challenge and competition and motivates employees with enthusiasm. 

The major contribution of Maccoby’s work is that it shows that individuals differ in 

their behaviour as political actors. 

 

 

 

 

 

 

 

 

  

Self Assessment 

Multiple Choice Questions: 

10. Politics is a ........................ of life in organizations. 

(a) Act   (b) Fact  (c) Tact   (d) Action 

11. Politics ........................ be eliminated from organizations. 

(a) Can  (b) Cannot (c) Should not   (d) Cannot and should not 

12. In his book “The Gamesman”, Michael Maccoby describes ........... types of organizational politicians. 

(a) Two  (b) Three (c) Four   (d) Five 

13. The major contribution of Maccoby’s work is that it shows that individuals differ in their behaviour as 
........................ actors. 

(a) Political  (b) Realistics (c) Holistic   (d) None 



SEMESTER-II  Course / Paper Code-7 (CC-7) UNIT-III [PART- 2] Organizational Behaviour 

14                         Dr. Supriya Krishnan (Guest Faculty) 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

CASE STUDY 

Bringing Kids into the Family Business 

Bringing offspring into the family business can be a source of pride for parents who are business 
owners; it can also be a sore spot, a source of destructive politics for everyone involved. Employees 
may automatically question a young family member’s talent or commitment to the business. Senior 
managers may worry about the security of their jobs as the person rises in rank at the company. 
“They may feel their own chances for advancement are now limited, or they may be worried about 
being caught in the middle of family conflicts, such as, getting one set of directions from the older 
generation and another set from the younger one,” explains Jeff Wolfson, an attorney who specializes 
in family business at the Boston law firm of Goulston and Storrs.  

Should parents who own businesses avoid hiring their children, or hide their children’s identity once 
they are hired? Of course not. But Wolfson says they can prevent or end destructive politics in a 
number of ways. 

First, they can hire offspring at an entry level in the company, as did Miles Ezell, Jr., and his brother 
Bill, who own Purity Dairies Inc., based in Nashville, Tennessee. Three sons, a daughter, and a son-
in-law who joined the company now hold management positions, but they started “small”. “Because 
they came here directly out of college and hadn’t worked elsewhere first, they spent at least three 
years working in different areas, getting a feel for them,” says Miles. “They worked in some of the 
worst jobs, like cleanup detail in the milk plant or in the garage, and they spent six months running 
milk routes.” The Ezell offspring never displaced another worker, and it became clear early on that 
favouritism was not going to be a problem. 

Wolfson agrees that children of founders or owners must learn the business from the bottom up, even 
if they are assured of succession. “The second generation needs to show some patience,” he 
advises. 

Mentoring can also help avoid destructive politics, as long as the mentor is not a family member. A 
trusted or long-term manager can help acquaint the young person with the company in an unobtrusive 
manner, sometimes even acting as a go-between with the young person and other workers. 

Referent power with the young family member can work both ways. The young family member can 
work both ways. The young person may worry that his or her associations with other employees are 
based solely on connections with the founding family. But in other cases, it benefits everyone. Gray 
Langsam, president of Plaut & Stern Inc., a wholesale meat company and meat packing plant in New 
York City, recalls positive relationships with other employees, even though they knew his father was a 
company partner. They watched him work his way up from the bottom and grew to trust him. “I would 
listen to their suggestions and pass them along to my father,” he says. “All that helped me ease my 
way and break down any resentment the workers had at having the boss’s kid in their midst”. 

Hiring the kids doesn’t have to be a disaster. It just takes good political strategies that benefit 
everyone in the organization. 

Questions 

1. In addition to the suggestions mentioned above, what other political strategies might business 
owners and their children practice to ensure a successful relationship with other workers? 

2. What political strategies might non-family employees use to help the relationship along? 

3. How might the succession of one generation after another in a family business actually help an 
organisation maintain a competitive advantage? 
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7.  Summary 

1. The toughest of all areas within corporate life is dealing with power and politics. 

2. Some companies are better or worse than others in the amount of political activity taking 

place. 

3. Power refers to the potential or actual ability to influence others in a desired direction. 

4. It involves the relationship between the person who holds power and those who are 

influenced by him or her. 

5. Usually, the larger the company, the more part the politics plays in one’s ability to perform. 

6. In order to be successful in the corporate world, people need power. 

7. There are many types of powers. 

8. All have their advantages and disadvantages. 

9. Power may be used for both the benefits of an organisation or disadvantage for it. 

10. Politics may be used for both, self benefit without harming others or harm to others. 

11. Influence is the process of affecting the thoughts, behaviour or feelings of another person. 

12. Individuals who use power in organisations are organisational politicians. 

13. Power that arises from a person’s expertise, knowledge or talent. 

14. When the source of power is a person’s control over rewarding outcomes, the power is called 

reward power. 

8.  Keywords 

 Expert Power: Power that arises from a person’s expertise, knowledge or talent. 

 Influence: Influence is the process of affecting the thoughts, behaviour or feelings of another 

person. 

 Interpersonal sources of power: It involve the relationship between the person who holds 

power and those who are influenced by him or her. 

 Organisational politicians: Individuals who use power in organisations are organizational 

politicians 

 Power: Power refers to the potential or actual ability to influence others in a desired direction. 

 Reward Power: When the source of power is a person’s control over rewarding outcomes, 

the power is called reward power. 
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*****GOOD-LUCK***** 

9.  Review Questions 

1. Can you describe your ideal employee? What is the type of power that he has to attract you? 

2. What display of power or play of politics would you make to become your ideal employee? 

3. What do you support more- reward or reprimand and why? 

4. Internal Politics is good for an organization. Discuss. 

5. There is no employee who wants growth in his career but doesn’t want to have power. Does 

growth and power go hand in hand? 

6. The greater the power, the lesser is the politics one plays in an organization. Do you support 

this argument? Give reasons for your argument. 

7. Do you think that people engaged in office politics can be good decision makers? Why/ Why 

not? 

8. What do you think about uncertainty being a determinant of political behaviour of the 

employees in an organization? 

9. Which one do you prefer among jungle fighters and gamesman and why? 

10. What can be the reason behind dysfunctional political behaviour in organizations? How do 

you suggest preventing it? 

11. What would you call the political behaviour in which your boss comes to you and says, only 

you can do it right? I can always count on you, so I have another request. Does he really 

come to make a request? 

12. What among pressure, upward appeal, coalition and ingratiation, do you discount most and 

why? 

13. Which characteristics of effective political actors do you possess? Which do you need to work 

on? 

Answers: Self Assessment

1. Power   2. Agent, target 

3. Agent   4. Interpersonal sources of power 

5. Central groups  6. False 

7. False   8. False 

9. False   10. (b) 

11. (d)    12. (c)  13. (a) 


