be placed on a central server system so it is widely aceessible.
If someone needs a color map, for example, he or she can re-
trieve it from the central server withour going through the
map department. Rather than welcome the change, employ-
ees in several departments complained, offering several
arguments why other groups should not have direct access
to their data files. Some departments tried to opt out of the
centralized server system. Using the model of sources and
contingencies of power, explain why some groups opposed
the central server model of data access. :

3. You have just been hired as a brand manager of toothpaste
for a large consumer products company. Your job mainly in-
volves encouraging the advertising and production groups to
promote and manufacture your product more effectively.
These departments aren’t under your direct authority,
though company procedures indicate that they must com-
plete certain tasks requested by brand managers. Describe
the sources of power you can use to ensure that the produc-
tion and advertising departments will help you make and
sell toothpaste more effectively.

4. How does social networking increase a person’s power?
What social networking strategies could you initiate now
to potentially enhance your future career success?

5. List the eight influence tactics described in this chapter in
terms of how they are used by students to influence their
college instructors. Which influence ractic is applied most
often? Which is applied least often, in your opinion? To

what extent is each influence ractic considered legitimate
behavior or organizational politics?

6. Consider a situation in which there is a only one female
member on a team of six people, and she is generally ex-
cluded from informal gatherings of the ream. Whar kind
of influence tactics can she use to address this situation?

7. In the mid-1990s, the CEO of Apple Computer invited the
late Steve Jobs (who was not associated with the company at
the time) to serve as a special adviser and raise morale among
Apple employees and customers. While doing so, Jobs spent
more time advising the CEO on how to cut costs, redraw the
organization chart, and hire new people. Before long, most
of the top people at Apple were Jobs colleagues, who began
to systematically evaluate and weed out teams of Apple
employees. While publicly supporting Apple’s CEO, Jobs
privately criticized him and, in a show of nonconfidence,
sold the 1.5 million shares of Apple stock he had received.
This action caught the attention of Apple’s board of direc-
tors, who soon after decided to replace the CEO with Steve
Jobs. The CEO claimed Jobs was a conniving back-stabber
who used political tactics to get his way. Others suggest that
Apple would be out of business today if he hadn't taken over
the company. In your opinion, were Steve Jobs' actions
examples of organizational politics? Justify your answer.

8. This book frequently emphasizes that successful companies
engage in organizational learning. How do political tactics
interfere with organizational learning objectives?

CASE STUDY: RESONUS CORPORATION

By Steven L. McShane, based on a case written by John A. Seeger

Frank Choy is normally a quiet person, but his patience has
already been worn thin by interdepartmental battles. Choy
joined Resonus Corporation, a hearing aid designer and
manufacturer, eight months ago as director of engineering.
Production of the latest product has been delayed by two
months, and Clloy's e[lgineering services depar[meﬂt
(ESD)—which prepares final manufacturing specifica-
tions—is taking the heat as the main culprit for these delays.
Similar delays have been occurring at Resonus for the past
few years. The previous engineering director was fired after
18 months; the director before him quit after about the
same amount of time.

Bill Hunt, CEO of Resonus for the past 15 years, re-
sponded to these problems by urging everyone to remain

civil. “I'm sure we can resolve these differences if we just learn
to get along better,” he said whenever a dispute broke out.
Hune disliked firing anyone, buct he felt the previous engi-
neering director was too confrontational. “I spent too much
time smoothing out arguments when he was here,” Hunt
thought to himself soon after Choy was hired. “Frank, on the
other hand, seems to fit into our culture of collegiality.”
Hunt was groomed by the company’s founder and took
great pride in preserving the organization’s family spirit. He
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also discouraged bureaucracy, believing that Resonus oper-
ated best through informal relationships among its managers.
Most Resonus executives were similarly informal, except
Jacqui Blanc, the production director, who insisted on strict
guidelines. Hunt tolerated Blanc’s formal style, because soon
after joining Resonus five years ago, she discovered and
cleaned up fraudulent activity involving two production
managers and a few suppliers.

The 0rganizétional chart shows that Frank Choy oversees
two departments: ESD and rescarch. In reality, “Doc” Kalandry,
the research director, informally reports directly to the CEO
(Hunt) and has never considered the director of engineering
as his boss. Hunt actively supports this informal reporting re-
lationship because of Doc’s special status in the organization.
“Doc Kalandry is a living genius,” Hunt told Choy soon after
he joined the firm. “With Doc at the helm of research, this
company will continue to lead the field in innovation.” Hunt's
first job at Resonus was in the research group, and Choy sus-
pected that Hunt still favored that group.

Everyone ar Resonus seems to love Doc’s successful prod-
ucts, his quirky style, and his over-the-top enthusiasm, but
some of Choy’s ESD staff are also privately concerned. Says
one engineer: “Doc is like a happy puppy when he gets a new
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product idea. He delights in the discovery but also won't let
go of it. He also gets Hunt too enthusiastic. But Doc’s too
optimistic; we've had hundreds of production change orders
already this year. If 1 were in Frank’s shoes, I'd put my foor
down on all this new development.”

Soon after joining Resonus, Choy realized that ESD em-
ployees get most of the blame and little of the credic for their
work. When production staft find a design faule, chey directly
contact the research design engineer who developed the tech-
nology, rather than the ESD group who prepare the specifica-
tions. Research engineers willingly work with prodicrion,
because they don’t want to let go of their project. “The de-
signers seem to feel chey're losing something when one of us
in ESD tries to help,” Choy explains.

Meanwhile, production supervisors regularly critique ESD
staff, whereas they tend to accept explanations from the
higher-status research department engineers. “Production
routinely complains about every little specification error, many
of which are due to design changes made by the research
group,” says one frustrated ESD technician. “Many of us have
more than 15 years experience in this work. We shouldn't have
to prove our ability all the time, but we spend as much time
defending ourselves as we do getting the job done.”

Choy’s latest troubles occurred when Doc excitedly old
CEO Hunt about new nano-processor technology that he
wanted to install in the forthcoming high-end hearing aid prod-
uct. As with most of Doc’s previous last-minute revisions, Hunt
endorsed this change and asked Choy and Blanc (the production
director) to show their commitment, even though production
was scheduled to begin in less than three weeks. Choy wanted to
protest, knowing that his department would have to tackle unex-
pected incompatibility design errors. Instead, he quietly agreed

TEAM EXERCISE:
PURPOSE This exercise is designed to help students inter-

pret social netswork maps and their implications for organiza-
tional effectiveness.

MATERIALS The instructor will distribute several social

network diagrams to each student.

INSTRUCTIONS (SMALLER CLASSES) The
instructor will organize students into teams (typically four to
seven people, depending on class size). Teams will examine each
social network diagram to answer the following questions:

1. What aspects of this diagram suggest thac the network is
not operating as effectively as possible?

2. Which people in this network seem to be most powerful?
Least powerful? What information or features of the dia-
gram led you ro this conclusion?

to Hunts request to avoid acting like his predecessor and facing
similar consequences (getting fired). Blanc curtly stated that her
group was ready if Choy’s ESD unit could get accurate produc-
tion specifications ready on time and if the sales director would
stop making wild delivery promises to customers.

When Doc’s revised design specs arrived more than a week
later, Choy’s group discovered numerous incompatibilities
that had to be corrected. Even though several ESD staff were
assigned to 12-hour days on the revisions, the final produc-
tion specifications werent ready until a couple of days after
the deadline. Production returned chese specs two days later,
noting a few elements that required revision because they
were too costly or difficult to manufacture in their current
form. By that time, the production director had to give prior-
ity to other jobs and moved the new hearing aid product fur-
ther down the queue. This meant that manufacturing of the
new product was delayed by at least two months. The sales
director was furious and implied that Frank Choy’s incompe-
tence was to blame for this catastrophe.

Discussion Questions

1. What sources and contingencies of power existed among
the exccutives and departments at Resonus?

2. What influence tactics were evident in this case study?
Would you define any of these influence activities as
organizational politics? Why or why not?

3. Suppose you are a consultant invited to propose a solution
to the product delay problems facing this organization.
What would you recommend, particularly regarding
power dynamics among the executives and departments?

DECIPHERING THE NETWORK

3. If you were responsible for this group of people, how would
¥ P group ol peop
you change this situation to improve their effectiveness?

After teams have diagnosed each social network map, the
class will debrief by hearing each team’s assessments and
recommendations.

INSTRUCTIONS (LARGER CLASSES) This activity
is also possible in large classes by projecting each social net-
work diagram on a screen and giving students a minute or
two to examine the diagram. The instructor can then ask
specific questions to the class, such as pointing to a specific
individual in the nerwork and asking whether he or she has
high or low power, what level of centrality is apparent, and

whether the individual’s connections are mainly strong or
weak ties. The instructor might also ask which quadrant on
the map indicates the most concern and then allow individ-
ual students to provide their explanations.




