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Influencing Day-to-Day
Activities of Others

Learning Outcomes

At the end of this chapter, you should be able to:

« Define authority as one source of power within an organization.

e Describe how one’s place in an informal organization can result in power.
e List the major differences between a rule and a policy.

» Explain why directives are efficient, but are more likely to be resented by professionals than
information or advice from a manager.

that there is one overarching activity of management—leadership. A similar argumen:

could be made for another activity that we have already mentioned repeatedly and
continue to mention throughout this book—influencing. For example, planning, the focus
of the previous chapter, is really all about what managers do to anticipate and influence the
future. Or, developing and managing budgets (discussed in Chapter 12) are what manage
do to influence the flow of financial resources within an organization or program.

Like planning, influencing is proactive; it doesn’t just leave events to chance. The
future of an organization might evolve in desirable ways, but it might not, unless we
actively plan and work toward achieving its goals. Similarly, the day-to-day activities c
staff members might naturally contribute to the organization’s goal achievement, but
they might not, unless managers actively do things to help ensure that they will. Soms
people might prefer to do what they find most pleasant or beneficial to themselves
Others, while sincerely wanting to do what is best for the organization and its clients
may not know the best way to do it. People within organizations require guidance—the
influence that managers can and must provide. Most.of the books on managemer
in the manufacturing and business sector (and even the popular website Wikipedia
describe the activity of influencing staff behaviors as one of the major activities o
functions of management. It entails, among other things, setting limits on staff mem-
bers’ behaviors. In describing it, they use the word controlling. (That is the term tha
was used in earlier editions of this book.) However, as many of our colleagues haw
pointed out, while control is an important element of influencing behavior, the ters
has many negative connotations that seem a bit condescending and inconsistent wits
the role of professionals within organizations. What’s more, there are several positive
self-affirming ways to influence staff behavior that do not fall under what we generaliy
associate with control.

In Chapter 4 we observed that we could easily make the argument (and some have)
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SETTING LIMITS

social system ( €.g., families or communities).
Ideally, setting limits can be

accomplished indirect]

Y- Managers influence certain
systems within Organizations. The Systems, in turn, help to influence individual staff

behaviors. This entails g three-step process: (1) establishing standards, (2) measyr.
ing performance against these standards, and (3) correcting variations from standards
and plans.? The first step, establishing standards, may be Jegs necess
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However, certain staff members’ decis;
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imply that it is the behaviors of individual workers,
tem itself, that is to blame if an organization is ot as successful as it should be.
However, we know that often this is simply not the

that it promotes decisions and behaviors th
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cers. However, staff memp
at others are influencing th
encing and manipulating,

-Professionals, new or “senior}” older or
ers, especially Professionals, often do not
€M, especially since there can be a rather
Effective managers find ways to limit staff

younger, paid or volunt
like being reminded th
thin line between infly

(I
i
‘:..‘m‘.n'l

L

sibbLAAL

devT

[
|

121




122

‘Legitimized Power

Part Two: The Major Management Activities

members decisions and behaviors in ways that neither humiliate them nor build resent-
ment. Managers, who can exercise influence using methods that are perceived as imper-
sonal and helpful to the work environment, will find that they generally are well received.

However, some methods, by their very nature, have a greater potential to be resented by -

staff members than others. As we Jook at the options that are available to managers, We will
also look at the strengths and weaknesses of each. We will see how each can positively and
negatively affect the work climate within a human service organization.

THE POWER TO INFLUENCE

In order to influence various systems within an organization, and thus to influence the
behavior of individuals, one must first have the power to do so. What is power? What does
it mean when we say that we have power? It does not take power to get someone o do
something that is enj oyable or desirable. For example, power is not generally required to
get staff members to quit work for the day or break for lunch. However, it may take power
to get them to stay after work hours to finish a task or to get them to take a lunch break
when their friends are unavailable to eat lunch with them. The difference between these
examples helps to define power. In the simplest of terms, power is the ability to get another
person to do something that he or she might not choose to do.

How do managers acquire power? They are given some power by the organization. When
an individual is hired, he or she assumes 2 certain position on an organizational chart.
The position carries with it a certain amount of authority—for example, the authority to
make certain decisions and engage in certain behaviors and to influence the decisions and
behaviors of some other people. One definition of authority is “power legitimized by the
organization”” The organization grants the manager the power to influence some of the
work-related activities of certain other individuals who appear in subordinate positions
on that chart. What we are describing here is the line authority that will be described in
more detail in Chapter 7. It is easily identified in the formal oyganizationa.l charts that are
often distributed at orientation sessions for new employees. The charts contain boxes and/
or lines to represent people or groups of people and solid or dotted lines to denote the
various types of authority relationships that exist. Figure 6.1 is an example of a hypotheti-
cal formal organizational chart.

Legitimized power is also acquired in another way within organizations. It happens
through delegation of tasks and the authority to complete them (also discussed in Chapter 7).
When individual staff members or task forces and committees are granted certain types of
authority, they assume at least some of the power that rightfully belongs to the manager
who granted it to them. It allows them to do things (e.g- make or recommend decisions or
request the assistance of others) that they otherwise would be unable to do.

Power and the Informal Organization:

Legitimized power is only one type of power that influences the activities, attitudes, and even
the beliefs of others within organizations. Some people acquire power because of special
skills or knowledge. For example, an electronics “guru” who develops a reputation for solving
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Figure 6.1 Formal Organization: XYZ Program

L. M. Strong
Program Director
[
[ —
W. Tyler S. Price
Director, Support Services Chief, Casework Services
| |
M. Jones A. Doe D. Ross R. Quinn
Receptionist cwilI CWII Ccwi
B. Thomson A. Smith M. Mason E Brown
Clerk I N. Kelley P. Downey K. Johnson
CWI . T. Rollins CWI
CWI

technological problems of other staff members can become quite powerful and can thus get
others to do things they might not otherwise choose to do. Experience, access to information,
and the knowledge of the history of an organization also can be sources of power. Association
(kinship or close friendship) with others who hold legitimate authority can result in power.
Some people are bullies—they acquire power by intimidating others. Others seem to be able
to get the other staff to comply with their wishes because of other personality traits (charm?)
or simply that hard-to-define attribute known as charisma. These other sources of power
are often unrelated to the individual's seniority, salary, or place on the organization chart.
However, they are reflected in what can be referred to as the informal organization. The infor-
mal organization is not supposed to be the way that power is distributed within an organiza-
tion. It cannot be found in written form, but it invariably exists within organizations.

Some of the shortcomings of the classical management theories that were described in
Chapter 3 were attributable to a failure to recognize that the distribution of power within
organizations is not solely determined by the formal organizational chart. The informal
organization (that is part of an organizations culture) can be just as powerful (and, sometimes,
more powerful) an influence on people’s behavior than the formal organization. It can assist
managers in influencing day-to-day activities, or it can make doing it much more difficult.

Understanding of the informal organization rarely occurs in a methodical or planned
way. A perceptive new employee may pick up on the subtle communications of “older
hands” who seem to imply that the organizational chart “is not always the way things
work around here” She might learn, for example, that no one really takes a high-ranking
administrator’s requests very seriously, or that “whatever you do, do not ever antagonize
the director’s administrative assistant” Over time, observant staff members learn how the
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Figure 6.2 Informal Organization: XYZ Program

Case Exampi

M. JONES
Long time receptionist
Knows how to do anything,
Understands history of agency.|
[ | . | |
A, Smith 13 Thompson ‘N Kelly | ; R. Quinn 8. Price.
Caseworker [ Clerk I CaseworkerI Caseworker [T Chief Social Worker
Is dating B, Thompson | Cousir of Chair of Board Computer geek Irreplaceable | One year from retirement
: : Highly competent Slowing down
A, Doe D. Ress W, Tyler 1 M. Srong T. Rollins K Johnson F.Brown |
Caseworker IT Caseworker I || Director, Support Services { | Program Director | | CaseworkerT | | Caseworket T Caseworker [
Incompetent Incompetent Knows shorthand Loves technology ]
Friend of D. Ross Retired on the job Hates computers Hates managing
M. Mason P. Downey
Caseworker I Caseworker 1
“Supervised” by D, Ross| {“Supervised” by D, Ross|
Feels D, Ross is a joke Feels sorry for him

informal organization operates. Figure 6.2 is how the informal organizational chart might
differ from the organizational chart in Figure 6.1.

In the military, new recruits quickly learn that it is the company first sergeant, not the
junior officer or even the company commander, who holds the real power in the unit—he
or she is the one who can make their lives miserable or relatively pleasant. This is generally.
true despite the officers’ higher rank and superior place on the formal organizational chart.
In many human service organizations, a very senior secretary or business manager may be
quite powerful in the informal organization because of a combination of knowledge, expe-
rience, and the respect of other powerful people. On the other hand, a new hire, or a lower
level staff member, can quickly obtain considerable power by simply having knowledge or
skills that others lack and need to acquire them.

Current theory suggests that the presence of an informal organization can be a
vehicle of support for such tasks as communication of needed information or providi
support for staff behaviors. The message to the manager should probably be to acknowled
its existence, understand it as much as is possible, and use it when appropriate. Sensi
managers who identify who is the real locus of power in an organization can use these
key people as allies to reinforce their own focus on the achievement of organizations
objectives. Their potential to influence the behavior of other employees cuts both ways
of course. If the manager is unsuccessful at achieving their cooperation and support, ke
persons in the informal organization can sabotage a manager’s efforts to influence.
example, even employees who are strongly motivated to do good work 'may not feel tha
they are able to risk the ire of a powerful individual in the informal organization who doe
not value effective performance and communicates the suggestion that they had better =
become a “curve breaker” by doing more or doing it better than other staff members.
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Case Example e

Annette was thrilled when she was hired to be
the new Director of Educational Projects at a
large non-profit organization serving families at risk
of abuse. With 20 years’ experience in various social
work jobs, she felt prepared to manage the four large
grants that she would be administering.

Annette was one of four “directors,” mid-level
managers who reported to the organization’s execu-
tive director. In her job interview she had learned
that the four directors and the executive director

: were to meet weekly to discuss the many grant proj-
ects that were ongoing within the organization.

Annette eagerly tackled her new duties of meet-
ing her staff members, visiting the project sites,
and learning about the clients the grants were
designed to serve. After three months, Annette
believed that the projects were successful, and that
clients were being served well. She had established
good relationships with her staff members, had
met with them regularly, and had provided them
with ongoing support and assistance. From the
feedback she received from them, they seemed to

rart might be clear about their job expectations and duties

: and required little day-to-day supervision. She
g .n,Ot e found the time to write three new grant proposals.
= unit—he One place where Annette continued to be uneasy
s generally was in the weekly directors’ meetings. The executive
onal chart. director was often absent, attending conferences or
zer may be seeking additional grant money elsewhere. What's
>dge, expe” more, the director of another division, Patty, ap-
or a lower. peared to be making decisions for the group and
owledge o seemed to be acting as if she were running the meet-
b be ings.lNo one else seemed tcg think this was unusual,
boroviding df—zspzte the fact that Patty did not have an MSW, as
e owied did thg other three directors. She had no more work
b G onsitival experience than any of them, and less than Annette.

However, she had been employed by the organiza-
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; tion longer, nearly as long as the executive director,

flfstt::al and spent many hours each week in the executive
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executive director. The executive director did not
seem informed about the details of many of the
grants, often saying, “It's your job to know how things
work.” When Annette e-mailed a question to her, the
executive director would frequently respond with

just, “See Patty,” or “Don’t make any major decisions
without Patty’s approval.”

When Annette did ask to meet with Patty, the
meetings were often tense and uncomfortable.
Being new to the organization, Annette had quite
a few questions about a variety of issues. Though
Patty was a colleague and supposedly an equal,
she made Annette feel inadequate every time she
asked a question. Several times she exclaimed,

“| can’t believe you don't know the answer to that
onel” Other times, Patty would appear amused,
but avoid the answer to a question. Annette soon
stopped asking questions altogether, even though
she needed assistance, especially about complex
project budgets.

After nine months on the job, Annetie still loved
her work but she was becoming frustrated. Two of
the new grant proposals that she had written had
heen funded. Her staff members were working well
with each other and with her. All of the programs that
she was supervising appeared that they would meet
or exceed their outcome objectives. However, at the
weekly directors’ meetings Annette felt invisible. Her
comments usually were ignored and any success that
she reported was not acknowledged by Patty. No one
else offered any compliments either. And Patty was
consistently critical of her efforts at budget manage-
ment, an area that Annette readily admitted was not
one of her strengths.

When the time for Annette’s one-year performance
evaluation conference arrived, she met with the ex-
ecutive director, She was handed a draft of her written
evaluation. Annette quickly recognized that the com-
ments on it had been written by Patty. For example,
they stated, “Annette hds not worked well
with her fellow directors,” “she does not
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Case Example Continued’

“che makes NUMErous errors in budget management,”
and “she places the agency atrisk by her inability to
work as part of a team.” When Annette guestioned
these comments, the executive director just shrugged
her shoulders. “I'm sorry, but these comments were
the consensus of your fellow directors.” Annette then
was informed that her contract would not be renewed
for a second year.

Soon afterward, Annette had another job offerin
another agency and accepted it. About a year later,
<he learned that the executive director at her previ-
ous job was retiring and that a national search had
begun for a new executive director. A little later, she
saw an announcement stating that Patty had been
hired as the new executive director.

Discussion Questions

What did Annette fail to understand about

organizations?

_ What sources of informal power
possess?

_ Who could Annette have turned to for help in un-
derstanding what was occurring?

. Why might Annette have represented a threat to
Patty?

_ What could Annette have done better that might
have saved her job?

. How did the executive director contribute to
Annette’s situation? Was what she did good man-
agement? Why or why not?

1:

did Patty

METHODS FOR INFLUENCING

There are many “tools” and methods that managers have available for influencing i

day-to day activities and behaviors of staff members.
sonal; others are more direct and more personalized. Some of
we discussed in the previous chapte
should exert considerable influence on

Some are quite subtle and impe
the planning tools &
r—missions, goals, objectives, and budgets—can &
the day-to-day activities and behaviors of st

members. They generally do this ina subtle way. A manager’s reminder that, for examp

“that is not consistent with our mission,”
of our goals and objectives” or, “we have no money

or, “that doesn’t contribute to the achievemes
in the budget for it” can be effects

in constraining some decisions and activities that are undesirable. Of course, a manag
also can encourage desirable decisions and behaviors by showing how they are consists

with an organizations mission, goals, or objectives,
sometimes other methods are needed. We will now look
Jimit undesirable decisions and behaviors and encours

them in the budget. However,
some other ways that managers

or by providing financial support ¢

desirable ones. They are defined in Box 6.1.

Formal Guides for Action

One group of methods for influencing
action” They provide guidance as t0 what to do and what not to do in certain recurs
be impersonal (they apply to all), though their origins &
behaviors of one or more individuals. They include rules, pé

situations. They are meant to
sometimes be traced to the
cies, and procedures.
Formal guides for action are a us
teers. They take most of the
to them, staff members are

guesswork
helped to know whether or not to engage in certain beha

can be collectively referred to as “formal guides

eful reference for all staff members, both paid and ve m

and the risk out of decision making. Through refera




