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(Photo: Pixabay)When I first started as a youth worker in 1991, I was working in a medium-term accommodation unit for young people who were homeless. I really struggled with being in a position of authority having just graduated from a welfare degree that had emphasised client self-determination. I was really uncomfortable being in a type of
parental role where I had to make decisions about what the young people could or couldnt do, where I was responsible for behaviour management and where I had to be willing to set limits.I was in a real position of power and I felt very uneasy about it, especially as I saw plenty of examples of power being used in quite coercive, if not abusive, ways. I
had to learn ways of being in authority that were consistent with my philosophy and approach.I was in a position of power over the residents, but I needed to learn this did not define the whole relationship, and there were other types of power that were also important which I could nurture.A number of authors differentiate between four types of
power [1-3].Power overPower withPower toPower within Power overPower over is how power is most commonly understood [1, 2]. This type of power is built on force, coercion, domination and control [1, 4], and motivates largely through fear [4]. This form of power is built on a belief that power is a finite resource that can be held by individuals, and
that some people have power and some people do not.Starhawk [4] argues that force, which enables one individual or group to make decisions affecting others and to take control, ultimately backs power over.It may rule with weapons that are physical or by controlling the resources we need to live: money, food, medical care or by controlling more
subtle resources: information, approval, love. We are so accustomed to power over, so steeped in its language and its implicit threats, that we often become aware of its functioning only when we see its extreme manifestations [4] (p. 9).The other forms of power recognise that power is not owned by individuals but is a dynamic which is present in
every relationship [5]. As Starhawk (1990) suggests:Power is never static, for power is not a thing that we can hold or store, it is a movement, a relationship, a balance, fluid and changing. The power one person can wield over another is dependent on a myriad of external factors and subtle agreements (p. 268).Power withPower with is shared power
that grows out of collaboration and relationships. It is built on respect, mutual support, shared power, solidarity, influence, empowerment and collaborative decision making [1, 2, 4, 5, 6]. Power with is linked to social power, the influence we wield among equals [4] (p. 9). Power with can help build bridges within groups (e.g., families, organisations,
social change movements) or across differences (e.g., gender, culture, class) [1, 2]. Rather than domination and control, power with leads to collective action and the ability to act together [3].Power toPower to refers to the productive or generative potential of power and the new possibilities or actions that can be created without using relationships
of domination [2] (p. 57). It is built on the unique potential of every person to shape his or her life and world [1] (p. 45). It is the power to make a difference, to create something new, or to achieve goals.Power withinPower within is related to a persons sense of self-worth and self-knowledge; it includes an ability to recognize individual differences
while respecting others [1] (p. 45). Power within involves people having a sense of their own capacity and self-worth [2]. Power within allows people to recognise their power to and power with, and believe they can make a difference [1].In working with families and communities, we want to nurture power with, power to and power within, not
operating from a position of power-over. Our aim should not be to maximise our power over other people, but ratherTo create the conditions whereby power can be shared. The purpose is to create the conditions in which each individuals opportunity to exercise power is maximized in the context of the larger community [7] (p. 21).If you liked this post
please follow my blog, and you might like to look at: If you find any problems with the blog, (e.g., broken links or typos) Id love to hear about them. You can either add a comment below or contact me via the Contact page.ReferencesVeneKlasen, L., & Miller, V. (2007). A new weave of power, people & politics: The action guide for advocacy and citizen
participation. Warwickshire: Practical Action Publishing. Chapter 3 on Power and Empowerment is available from A., Cameron, J., & Gibson, K. (2017). Asset-based and citizen-led development: Using a diffracted power lens to analyze the possibilities and challenges. Progress in Development Studies, 17(1), 1-13. doi: 10.1177/1464993416674302
Available from R., & Keophilavon, S. (2010). Power and making change happen. Fife: Carnegie UK Trust. Available from . (1990). Truth or dare: Encounters with power, authority, and mystery. San Francisco: HarperSanFrancisco.Meyerding, J. (1982). Reclaiming nonviolence: Some thoughts for feminist womyn who used to be nonviolent, and vice
versa. In P. McAllister (Ed.), Reweaving the web of life: Feminism and nonviolence. Philadelphia: New Society Publishers.Berger, B. K. (2005). Power over, power with, and power to relations: Critical reflections on public relations, the dominant coalition, and activism. Journal of Public Relations Research, 17(1), 5-28. doi:

10.1207/s1532754xjprr1 701 3 Available from S., & Rayman, P. (Eds.). (1979). Nonviolent action and social change.New York: Irvington Publishers. Understanding and using power is key to effective leadership. The French-Raven model of power bases is a good primer on the different types of power. This post introduces this foundational framework
of power and the 6 types: coercive, reward, legitimate, expert, referent, and information power.In 1959, social psychologists John French and Bertram Raven changed our understanding of leadership forever. Their groundbreaking work on different types of power continues to shape how we understand power and influence in organizations
today.French and Raven identified five core types of power: reward, coercive, legitimate, expert, and referent (charismatic). Later, a sixth type, informational, was added.These aren't just theoretical concepts. Consider the managers you've encountered:The incentivizer: When a manager promises promotions or bonuses, they're tapping into reward
power.The enforcer: If they threaten demotion or job loss, that's coercive power at work.The influencer: A leader who relies on relationships and charisma is exercising referent power.The authority figure: When someone makes decisions "because I'm the boss," that's legitimate power in action.The subject matter expert: A manager who leverages
their superior knowledge is using expert power.The master communicator: A manager who skillfully shares knowledge and persuades through well-crafted messages is exercising information power.Understanding the underlying power dynamics helps to navigate workplace relationships more effectively and develop leadership capacity. The French-
Raven model is a solid foundation for leaders to understand power.But before we start, why bother at all?Why should leaders study power?Power often has a negative connotation, leading many to ignore it. But those who grasp its subtleties can:Navigate complex organizational structures more effectively.Motivate and influence team members
better.Build stronger stakeholder relationships.Make informed decisions.Resolve conflicts more effectively.Adapt their leadership style to different situations.Using power doesn't make you Machiavellian. In fact, it's the opposite it makes you a more conscious, ethical leader because it helps you recognize and mitigate abuses of authority, creating a
balanced work environment of trust and collaboration. Power is one of the many paradoxes of leadership and management.As Raven noted from his research:It is reasonable to conclude that a leader who is more aware, either formally or informally, of the various options in social power strategies will be more successful and effective. [2]Its imperative
for leaders to understand their own capabilities and limitations when dealing with others. A thorough grasp of the interplay of power, influence, and authority is necessary groundwork for effective leadership.Lets examine the six types of power.The six types of powerReward powerThis comes from the ability to offer something desirable, whether
material or psychological, to induce compliance or action. In organizations, reward power is seen in promotions, bonuses, or informal rewards like praise and recognition. It is effective as long as people value the reward and believe the leader can deliver it. However, the power of rewards is not limitless. Overuse leads to diminishing returns as
recipients begin to expect them or become motivated purely by extrinsic factors, undermining intrinsic motivation. The quality and consistency of the rewards also matter; a reward perceived as insufficient or inconsistent erodes trust and reduces the effectiveness of this power base.These nuances appear in Herzbergs hygiene vs motivation theory
that differentiates between factors that prevent dissatisfaction (hygiene) and those that actively motivate (motivation). Reward power includes both, but is most effective when aligned with motivation factors.Coercive powerThis power relies on punishments or negative consequences. Coercive power is the most direct and explicit because it creates a
clear link between non-compliance and punishment. Common forms include demotions, reprimands, or exclusion from group benefits.Coercive power can lead to immediate compliance, but its long-term effectiveness is limited. Over-reliance on coercion creates resentment, rebellion, or passive resistance. It requires constant monitoring, as
compliance drops when surveillance is relaxed. In extreme cases, it damages relationships and trust, creating conflict and a toxic work environment.Legitimate powerOften called positional power, legitimate power comes from your formal role and title. Its grounded in the perception that the authority figure has the right to make demands and that
others must comply due to their role. For example, a managers power over employees or a teachers authority in the classroom.Cultural and organizational norms strengthen legitimate power. In hierarchical organizations, people are socialized to respect the chain of command. However, the boundaries of the role limit it; authority figures who
overstep risk losing their legitimacy. It is more effective in formal settings, while in informal groups, its influence varies.Expert powerThis type of power comes from the leaders knowledge, skills, or expertise that others need or respect. Expert power is strong in situations where specialized knowledge is critical. A software developer with deep
knowledge of a specific programming language holds expert power over colleagues unfamiliar with that language.Expert power leads to voluntary compliance, as others view the expert as a valuable resource. However, its effectiveness depends on perceived credibility and relevance of the expertise. If your knowledge is seen as outdated or unreliable,
its power diminishes. It is also situation-specific; you may hold significant expert power in one context but very little in another.A leaders perceived expertise helps legitimize their role. Group members are more likely to follow someone they deem competent. Conversely, a lack of expertise undermines the leaders position.Referent powerAlso known as
charisma, referent power is based on admiration for, or a desire to emulate someone. It is the sheer force of personality. This type of power is seen in charismatic leaders where people comply to align with the leaders values, behaviors, and identity.Referent power is unique because it is deeply personal and involves emotional attachment. It creates
strong, lasting influence, as followers internalize the leaders values and behaviors. However, it is also fragile; a significant lapse in judgment or perceived betrayal can rapidly erode it.If people idealize the leader too much, losing sight of their own values, it creates unhealthy dynamics.Informational power involves using facts, logical arguments, or
persuasive communication to influence others. Unlike the other bases, it is transientit exists as long as the leader possesses exclusive or superior information. Once the information is shared or widely known, this power dissipates.Its effective in situations requiring persuasion rather than coercion. In negotiations, providing clear, convincing
information can shift the balance of power. However, its effectiveness depends on the informations accuracy and relevance. Misleading or irrelevant information can backfire, damaging your credibility.Nuances of the types of powerUnderstanding the six types of power is crucial. It's equally important to recognize the nuances in how they operate and
interact. Here are a few:Personal vs positionalReward, coercive, and legitimate powers are categorized as "position power" since they come from your formal role in an organization and are exclusive to managerial positions. Conversely, expert and referent powers are classified as "personal power" because they derive from individual qualities and are
available to anyone using these methods.Effective vs ineffective leadersin real-world scenarios, influence requires multiple power bases working together. An effective leader might rely equally on legitimate position, expert knowledge, and personal appeal to sway followers based on the context. In contrast, ineffective ones rely heavily on only one or
two approaches while neglecting others, lacking the broad repertoire of their more effective counterparts.Leaders with higher self-confidence are more likely to use informational and expert power, while those with lower self-efficacy rely on coercive and legitimate power. Research shows that insecure individuals overcompensate by using harsher
strategies. In contrast, those with greater self-assurance use more nuanced forms of power.Coercive power should be used minimally, but leaders must be willing to use it judiciously if necessary.Stage settingRaven highlighted the importance of stage-setting for successful influence. Strategies often fail when the audience isnt psychologically or
emotionally prepared. For instance, a physician might display their diplomas prominently to enhance expert power before making a recommendation to a patient.Other tactics include ingratiation (offering compliments or small favors) or self-promotion (emphasizing achievements to bolster expert power). By setting the stage effectively, the leader
creates a context to leverage their power base.A similar idea is how framing increases psychological safety.Mode and toneThe tone of power matters. An aggressive tone can weaken a persuasive argument, while a weak argument may gain power when delivered with care.Informational influence can encourage compliance or trigger resistance,
depending on its presentation. If done in a helpful and cooperative tone, it inspires trust. Conversely, if its delivered harshly or accompanied by fear appeals, such as a doctor using graphic images to warn a patient about smoking, it generates anxiety and defensiveness rather than change.Aristotles ethos, pathos, and logos are essential in modern
leadership.How power changes peopleA key element is the metamorphic effect, where both parties leaders and teams are transformed by the use of power. For example, leaders who frequently use coercion may begin to distrust their people, assuming compliance is due solely to their power rather than genuine alignment. This creates a destructive
cycle where they become more reliant on coercive tactics, further alienating their teams. There is a significant difference in impact between creative vs controlling leaders.How is power createdGareth Morgan's analysis of the sources of power focuses on where it comes from in an organizational context, while French and Raven's types focus on how
leaders exercise it in different contexts.Bolman and Deal's four frames model and in particular their political frame of leadership is another effective method to understand the different perspectives.Leaders can significantly expand their influence using these complementary approaches.Reflection questions for leadersWhat types of power do I have?
List your current roles and responsibilities, identifying the types associated with each.How adept am I in these power types? Rate yourself on a scale of 1-10 for each and identify improvement areas.Do I use them all or rely more on one? Keep a journal for a week, noting which types of power you use in various situations.Am I happy with my teams
responses? Conduct feedback surveys or 1-on-1 conversations to gauge team perceptions.What types of power should I work to accumulate? Create a development plan focusing on areas to build more power and influence.The French and Raven model of power bases provides a fundamental framework for understanding influence dynamics. The most
successful leaders balance and adapt their use of power, considering short-term compliance and long-term relationship building.How will you use your understanding of power to become a more effective leader?SourcesFrench, J. R. P., Jr., & Raven, B. (1959). The bases of social power.Raven, B. H. (1993). The bases of power: Origins and recent
developments.Goethals, G. R., Sorenson, G. J., & Burns, J. M. (Eds.). (2004). Encyclopedia of leadership (Vol. 1).Handy, C. B. (1993). Understanding organizations.Johnson, C. E., & Hackman, M. Z. (2018). Leadership: A communication perspective.Goethals, G. R., & Sorenson, G. J. (Eds.). (2006). The quest for a general theory of leadership. Your
browser will redirect to your requested content shortly. Power has been an important aspect of human civilization since time immemorial. Power might be physical, political or social.In the context of business as well, power dynamics tend to influence decisions and people transactions heavily. So defining power can be difficult as it is understood and
interpreted in several ways however power can definitely not be called a force which gets you what you want.Power basically emanates from position or authority which can influence people both positively and negatively.For simplicity and understanding purposes power is usually classified into following categories:Coercive Power- This kind of power
involves the usage of threat to make people do what one desires. In the organizational set up, it translates into threatening someone with transfer, firing, demotions etc. it basically forces people to submit to ones demand for the fear of losing something.Reward Power- As the name suggests, this type of power uses rewards, perks, new projects or
training opportunities, better roles and monetary benefits to influence people. However an interesting aspect of this type of power is that, it is not powerful enough in itself, as decisions related to rewards do not rest solely with the person promising them, because in organizations, a lot of other people come into play like senior managers and
board.Legitimate Power- This power emanates from an official position held by someone, be it in an organization, beurocracy or government etc. The duration of this power is short lived as a person can use it only till the time he/she holds that position, as well as, the scope of the power is small as it is strictly defined by the position held.Expert Power-
This is a personal kind of power which owes its genesis to the skills and expertise possessed by an individual, which is of higher quality and not easily available. In such a situation, the person can exercise the power of knowledge to influence people. Since, it is very person specific and skills can be enhanced with time; it has more credibility and
respect.Referent Power- This is a power wielded by celebrities and film stars as they have huge following amongst masses who like them, identify with them and follow them. Hence, they exert lasting influence on a large number of people for a large number of decisions; like from what car to buy to which candidate to choose for a higher office in the
country.So, power can be defined in a number of ways however what is important is the usage of the power by people who possess it. Within the organizational context the power dynamics and equations need to be carefully managed as they have a huge impact on the motivation and engagement level of employees. It also defines the organizations
culture in general and people transactions within the organization in particular.A very hierarchy and power driven organization finds it difficult to accommodate new and innovative ideas, any change is vehemently refused, egos clash and lesser opportunities are made available for the high performers, thus delaying organizational growth. On the
other hand, in an organization which is flat in structure, people are encouraged to innovate and explore, thus bringing in new concepts and ideas to accelerate organizational growth and expansion. Generally, power is the ability to cause or prevent an action, make things happen; the discretion to act or not act. Ability conferred on a person by law to
determine and alter (by his or her own will) the rights, duties, liabilities, and other legal relations of himself or others. The ability to do something or act in a particular way, especially as a faculty or quality. The capacity or ability to direct or influence the behavior of others or the course of events. Power refers to a capacity that A has to influence the
behavior of B so that B acts following As wishes. Power means the extent to which persons or groups can limit or regulate the alternative courses of action open to other persons or groups with or without their consent. Many scholars have given various definitions of power. Here are some popular definitions: According to Kingsley Davis, Power is the
determination of the behavior of others following ones own end. According to Sheriff, Power denotes the relative Weights of behavior by a member in a group structure. According to Weber, Power is the probability that one actor (individual or group) within a social relationship is in a position to carry out his own will despite resistance, regardless of
the basis on which this probability rests. According to Green, Power is simply the extent of the capability to control others so that they will do what they wanted to do. According to Michel Foucault, Power is a complex strategic situation in a given society social setting. According to Patrick J. Montana and Bruce H. Charnov, The ability to attain these
unique powers is what enables leaders to influence subordinates and peers by controlling organizational resources. Power may exist but not be used. It is, therefore, capacity or potential. One can have power but not impose it. Probably the most important aspect of power is that it is a function of dependency. The greater Bs dependence on A, the
greater As power in the relationship. Dependence, in turn, is based on alternatives B perceives and the importance B places on the alternative(s) that A controls. A person can have power over you only if he or she controls something you desire. Organizational power is defined as the ability of the organization structure to utilize all the mandatory
resources in favor of organizational development, such as man, machine, and other resources. Power is not uniformly distributed to all levels in the organization; however, it is confined to certain departments or groups of people depending on the level of responsibility and seniority. The motive of assigning power to these levels is to streamline the
underlying activities by designing work structures, circulars, policies, and their successful implementation for the organizations success. 10 Sources of Power Power refers to the possession of authority and influences over others. Power is a tool that, depending on how its used, can lead to either positive or negative outcomes in an organization.
Where does the power come from? What is it that gives an individual or a group influence over others? We answer these questions by dividing the bases or sources of power into two general groupings formal and personal and then breaking each into more specific categories. In 1959, American sociologists John French and Bertram Raven published
an article, The Bases of Power, that is regarded as the basis for classifying power in organizations. They identified some sources of power. 10 sources of power are; Formal Power. Legitimate Power. Expert Power. Referent Power. Coercive Power. Reward Power. Informational Power. Connection Power. Political Power. Charismatic Power. Lets
explain 10 sources of power. Formal power is based on an individuals position in an organization. Formal power can come from the ability to coerce or reward formal authority or from control information. The formal power is based on rankfor example, the fire chief or the captain. In formal groups and organizations, ones structural position is
probably the most frequent access to one or more of the power bases. This is called legitimate power. Legitimate power is also known as positional power. Its derived from a persons position in an organizations hierarchy. Job descriptions, for example, require junior workers to report to managers and give managers the power to assign duties to their
juniors. For positional power to be exercised effectively, the person wielding it must be deemed to have earned it legitimately. A companys CEO holds an example of legitimate power. Expert power is influence wielded due to expertise, special skill, or knowledge. Expert power is derived from possessing knowledge or expertise in a particular area.
Organizations highly value such people for their problem-solving skills. People who have expert power perform critical tasks and are therefore deemed indispensable. The opinions, ideas, and decisions of people with expert power are highly regarded by other employees and hence greatly influence their actions. Possession of expert power is normally
a stepping stone to other sources of power, such as legitimate power. For example, a person with expert power can be promoted to senior management, giving him legitimate power. Referent power is based on identification with a person who has desirable resources or personal traits. If I like, respect, and admire you, you can exercise power over me
because I want to please you. It is derived from the interpersonal relationships that a person cultivates with other people in the organization. People possess reference power when others respect and like them. Referent power is also derived from personal connections that a person has with key people in the organizations hierarchy, such as the CEO.
Its the perception of the personal relationships that she has that generates her power over others. Coercive power is derived from a persons ability to influence others via threats, punishments, or sanctions. A junior staff member may work late to meet a deadline to avoid disciplinary action from his boss. Coercive power is, therefore, a persons ability
to punish, fire, or reprimand another employee. Coercive power helps control the behavior of employees by ensuring that they adhere to the organizations policies and norms. The opposite of coercive power is reward power. People comply with the wishes or directives of another because doing so produces positive benefits; therefore, one who can
distribute rewards that others view as valuable will have power over those others. These rewards can be either financial such as controlling pay rates, raises, and bonuses; or nonfinancial including merit recognition, promotions, interesting work assignments, friendly colleagues, and preferred work shifts or sales territories. In an organization, people
who wield reward power tend to influence the actions of other employees. Reward power, if used well, greatly motivates employees. But reward power can greatly demoralize employees and diminish their output if its applied through favoritism. Informational power is where a person possesses needed or wanted information. It comes from access to
and controls over information. This is a short-term power that doesnt necessarily influence or build credibility. For example, a project manager may have all the information for a specific project, and that will give him/her informational power. But its hard for a person to keep this power for long, and eventually, this information will be released. This
should not be a long-term strategy. It is where a person attains influence by gaining favor or simply acquaintance with a powerful person. This power is all about networking. If I have a connection with someone I want to get to, that will give me power. People employing this power build important coalitions with others. It is a natural ability to forge
such connections with individuals and assemble them into coalitions that give him/her strong connection power. This power comes from the support of a group. It arises from a leaders ability to work with people and social systems to gain their allegiance and support. It develops in all the state-owned organizations, especially when a certain political
party holds power and their supporters show power in many aspects of the organizations. By using political power, leaders can influence others and get some facilities from the organization. Charismatic power is an extension of referent power stemming from an individuals personality and interpersonal style. Charismatic leaders get others to follow
them because they can articulate an attractive vision, take personal risks, demonstrate environmental and follower sensitivity, and are willing to engage in behavior that most others consider unconventional. But many organizations will have people with charismatic qualities who, while not in formal leadership positions, can exert influence over others
because of their heroic qualities. The above-mentioned bases/types of power are normally practiced in many organizations. But, indeed, all the powers are not seen in a single organization. The uses of powers vary from organization to organization, time to time, person to person, situation to situation, etc. Uses of power A variety of people in a variety
of ways can use Power. A useful perspective for studying the uses of power is illustrated in the table. The table encompasses two related aspects; power bases, requests from individuals possessing power and probable outcomes as correlated in the form of prescriptions for the manager, and general guidelines for the exercise of power. The three
potential outcomes of a persons attempted use of power, as indicated above, depend on the following: The leaders power base How that power base is operationalized; and Certain characteristics of the follower Commitment is likely when the follower identifies with the leader and accepts the leaders power attempt. Compliance is probably the
outcome when the subordinate is willing to accept the leaders desires, provided acceptance does not require extra effort on the subordinates part. Resistance is the usual outcome when the subordinate is unwilling to comply and may even deliberately neglect to ensure that the leaders wishes are not realized. Sources of Leader InfluenceTypes of
outcomeCommitmentComplianceResistanceReferent PowerLikely, if the request is believed to be important to the leaderPossible, if the request is perceived to be unimportant to the leaderPossible, if the request is for something that will bring harm to the leaderExpert PowerLikely, if the request is persuasive and subordinates share the leaders task
goals.Possibly, if the request is persuasive, but the subordinates are apathetic about task goals.Possible, if the leader is arrogant and insulting, or the subordinates oppose task goalsLegitimate PowerPossible if the request is polite and very appropriate.Likely, if a request or order is seen as legitimatePossibly, if arrogant demands are made or the
request does not appear proper.Reward PowerPossible if used in a subtle, very personal way.Likely If used in a mechanical, impersonal way.Possible If used in a manipulative, arrogant way.Coercive PowerVery unlikelyPossible, if used in a helpful, non-punitive wayLikely, if used in a hostile or manipulative way. As shown in the figure, referent power
can greatly benefit a leader. Leaders can develop and maintain referent power through the following activities: The subordinate fairly and equitably Defining the subordinates best interests Demonstrate sensitivity to the needs and feelings of the subordinates. Select subordinates that are similar to the leader. Be an active and positive role model.
Expert power can also be of considerable help to the leader in achieving subordinate acceptance. To reach and hold a high level of expert power, a leader should: Promote his or her image of expertise Maintain expert credibility Behave in a confident and decisive manner Keep informed and up-to-date. Recognize the concerns of subordinates. Avoid
threatening the self-esteem of subordinates. Leaders exercise legitimate power by formally and consistently requesting subordinates to do things that help the group achieve pre-established group objectives. Guidelines for the use of legitimate power include the following: Always be cordial and polite with subordinates. Maintain an air of confidence in
the legitimate power role. Clarify instructions carefully and follow up to verify understanding. Be certain that the request is appropriate. Explain the reasons for the request. Follow proper organizational channels. Exercise legitimate power regularly and consistently. Demonstrate sensitivity to the concerns of subordinates. Reward power is generally
the easiest and most enjoyable power base for both the leader and the subordinate. The potential values of the reward power base can be maximized by adhering to a few basic guidelines, as follows: Verify performance and compliance Make requests to subordinates that are both feasible and reasonable. Make only those requests that are ethical and
proper. Offer and distribute rewards that are desired by the subordinates. Offer only those rewards that are credible. Coercive power is the most difficult and unpleasant power to administer. The use of coercion is almost certainly going to cause some resentment, and, in some cases, it can result in large-scale resentment and retaliation. Even minor
resentment tends to erode the referent power of the leader. The best that a leader can hope for as a result of using coercion is compliance, and that is possible only if the coercion is applied in a helpful, non-punitive manner. However, every time coercive power is utilized, the leader must recognize that resistance is the most common outcome. To
minimize the amount of resistance and nurture compliance, the leader must: Be sure that all subordinates fully understand all rules. Warn subordinates before punishing them. Administer punishment uniformly and consistently. Be sure you fully understand the situation before acting. Maintain leader credibility. Be certain that the punishment
matches the infraction. Always punish in private. When managers, especially inexperienced managers, attempt the use of coercive power, they should use great care to minimize the many negative consequences of the action. In punishing a given subordinate, the manager is in danger of winning the better but losing the war. Punishment must be
administered with a special blend of support, good intentions, and firmness. Principles of Power in Interpersonal Relationships We know that there are many types of power and also have principles. Power as a Perception. The Principle of Least Interest and Dependence Power. Power as a Relational Concept. Power as a Resource-Based. Power as
Enabling or Disabling. Power as a Prerogative. The principles are discussed below; Power is a perception in the sense that some people can have objective power but still have trouble influencing others. People who use power cues and act powerfully and proactively tend to be perceived as powerful by others. Some people become influential even
though they dont overtly use powerful behavior. The person with less to lose has greater power in the relationship. Dependence power indicates that those who are dependent on their relationship or partner are less powerful, especially if they know their partner is uncommitted and might leave them. According to interdependence theory, the quality
of alternatives refers to the types of relationships and opportunities people could have if they were not in their current relationship. Theres an inverse relationship between interest in the relationship and the degree of relational power. Power exists in relationships. The issue here is often how much relative power a person has in comparison to ones
partner. Partners in close and satisfying relationships often influence each other at different times in various areas. Power usually represents a struggle over resources. The more scarce and valued resources are, the more intense and protracted power struggles. The scarcity hypothesis indicates that people have the most power when the resources
they possess are hard to come by or are in high demand. However, scarce resource leads to power only if its valued within a relationship. Power can be enabled or disabling. Research has shown that people are more likely to have an enduring influence on others when they engage in dominant behavior that reflects social skills rather than
intimidation. Personal power protects against pressure, excessive influence by others, and/or situational stress. People who communicate through self-confidence and expressive, composed behavior tend to achieve their goals and maintain good relationships successfully. Power can be disabling when it leads to destructive patterns of communication.
The prerogative principle states that the partner with more power can make and break the rules. Powerful people can violate norms, break relational rules, and manage interactions without as much penalty as powerless people. These actions may reinforce the powerful persons dependence on power. Besides, the more powerful person has the
prerogative to manage both verbal and nonverbal interactions. They can initiate conversations, change topics, interrupt others, initiate touch, and end discussions more easily than less powerful people. Contingency Approaches to Power As in other organizational behavior and management areas, contingency approaches to power have emerged. For
example, Pfeffer simply says that power comes from being in the right place. He describes the right place or position in the organization as one where the manager has: Control over resources such as budgets, physical facilities, and positions that can be used to cultivate allies and supporters. Control over or extensive access to information about the
organizations activities, the preferences and judgments of others, what is going on, and who is doing it Formal authority. There is some research support for such insightful observations, and there are also research findings that lead to contingency conclusions, such as the following: The greater the professional orientation of group members, the
greater relative strength referent power has in influencing them. The less effort and interest high-ranking participants are willing to allocate to a task, and the more likely lower-ranking participants will obtain power relevant to this task. Besides these overall contingency observations, there is increasing recognition of the moderating impact of the
control of strategic contingencies, such as organizational interdependence and the extent to which a department controls critical operations of other departments or the role of influence behaviors in the perception of power. Also, the characteristics of influence targets have an important moderating impact on the types of power that can be
successfully used. An Overall Contingency Model for Power Many other contingency variables in the power relationship besides the target could be inferred from the discussion of the various types of power, for example, credibility and surveillance. All these variables can be tied together and related to one another in an overall contingency model. The
classic work on the influence process by social psychologist Herbert Kelman can be used to structure an overall contingency model of power. The model incorporates the French and Raven sources of power with Kelmans sources of power, which in turn support three major processes of power. According to the model, the target will comply to gain a
favorable reaction or avoid a punishing one from the agent. This is the process that most supervisors in work organizations must rely on. But for compliance to work, supervisors must be able to reward and punish (that have control over the means to their peoples ends) and keep an eye on them (that is, have surveillance over them) People will identify
not to obtain a favorable reaction from the agent, as in compliance, but because it is self-satisfying to do so. But for the identification process to work, the agent must have referent power attractive to the target and be salient (prominent). For example, a research study is Kelman found that students were initially greatly influenced by a speech given
by a very handsome star athlete; that is, they identified with him. However, they were not influenced when the students were checked several months after the speech. The handsome athlete was no longer salient; that is, he was no longer at the forefront of their awareness, and his previous words at the later time had no influence. As discussed
earlier, except for the handful of superstars, athletes are soon forgotten and have no power over even their most avid fans. Once they have graduated or are out of season, they lose their salience and, thus, their power. Finally, people will internalize because of compatibility with their value structure. But, as the figure shows, for people to internalize,
the agent must have an expert or legitimate power (credibility) and be relevant. This process of power is the most effective. Kelman, for example, found that internalized power had a lasting impact on the subjects in his studies. Researchers have had problems constructing ways to measure compliance, identification, and internalization. However, this
model of power does have considerable relevance as to how and under what conditions supervisors and managers influence their people. For internalization to occur, many must depend on compliance because they are not attractive or do not possess referent power. Kelmans research showed that internalization had the longest-lasting impact and, as
shown in the model, does not need surveillance or salience. In other words, what is generally considered to be leaders is more associated with getting people not just to comply but also to identify with the leader and, even better, to internalize what the leader is trying to accomplish in the influence attempt. This internalization would be especially
desirable in todays highly autonomous, flat organizations with cultures of Openness, empowerment, and trust. Influenceability of the Targets of Power Most discussion of power implies a unilateral process of influence from the agent to the target. It is becoming increasingly clear, however, that power involves a reciprocal relationship between the
agent and the target, which is under the overall social-cognitive perspective taken in this text. The power relationship can be better understood by examining some of the characteristics of the target. The following characteristics have been identified as being especially important to the influenceability of targets. Dependency. Uncertainty. Personality.
Intelligence. Gender. Age. Culture. The dependency of the target depends on the resources controlled by the agent. If the dependency is high, power influence will be high or vice-versa. The greater the targets dependencies on their relationship with agents, the more targets are influenced. Certainty or uncertainty in the mind of the agent about the
appropriateness of his behavior determines hisinfluenceability. Experiments have shown that the more uncertain people are about the appropriateness or correctness of behavior, the more likely they are to be influenced to change that behavior. There are various research studies show a relationship between personality and influenceability. For
example, people who cannot tolerate ambiguity or who are highly anxious are more susceptible to influence. Though there is no conclusive proof of the direct relationship between intelligence and influenceability, it has been observed that more intelligent people are less susceptible to influence generated by positional power. Although traditionally, it
was generally thought that women were more likely to conform to influence attempts than men because of the way they were raised, there is no evidence that this is changing. As womens and societys views of the role of women are changing, there is less of a distinction of influenceability by gender. A social psychologist has generally concluded that
susceptibility to influence increases in young children up to about the age of eight or nine and then decreases with age until adolescence when it levels off. The cultural values of a society have a tremendous impact on the influenceability of its people. Characteristics of the culture to which targets belong affect their influenceability. For example,
people from a culture oriented to authority are highly susceptible to influence, while those from a culture with low authority orientation are less susceptible to influence. Power Dynamics Power is understood as the ability to influence other people and events. It refers to a capacity that A has to influence the behavior of B so that B acts following As
wishes. This definition implies a potential that need not be actualized to be effective and a dependency relationship. Power may exist but not be used. It is, therefore, capacity or potential. One can have power but not impose it. Probably the most important aspect of power is that it is a function of dependency. The greater Bs dependence on A, the
greater As power in the relationship. Dependence, in turn, is based on alternatives B perceives and the importance B places on the alternative(s) that A controls. A person can have power over you only if he or she controls something you desire. Power dynamics can be studied from several angles, viz., distribution, dependency, uncertainty,
compliance, indicators, power determinants, power consequences, symbols, and reputation. Distribution. Dependency. Uncertainty. Compliance. Power Indicators. Determinants of Power. Consequences of Power. Symbols. Reputation. There is no rationale for the distribution of power among organizational members. Some may yield more power than
others. In others, the power wielded by one member may be disproportionate to his organizational position. Those in power try to grab more of it. They strongly resisted any attempt to weaken the power they wielded. An individual cannot have power at all times and in all places. He may be forced to forgo his power or be stripped of it. He resists the
attempt to weaken his power, and in the event of failure, he will try to form a coalition. As mentioned earlier, power largely depends on the dependency relationship. The greater B depends on A, the greater the power of A on B. The greater an organizations dependency on a limited number of individuals, the greater the power these individuals enjoy.
A person who cannot be easily displaced enjoys more power than others whose services can be easily replaced. Organizations seek to avoid uncertainty as far as possible. People who can absorb uncertainty wield more power. Uncertainty depends on the nature of the organization. In a marketing firm, for instance, sales executives confront uncertainty
and naturally wield more power. Of all the types of power, people generally comply with legitimate power. People perceive reward and coercive powers as weak for complying with the managers requests. It is difficult to tell when power is being used. Those who use power usually do not want others to know about it. Indeed, power is most effective
when it is not visible. People tend to resist the use of power when they see themselves being influenced in a way that is contrary to their desires. However, if the attempt to influence appears to be legitimate and rational, we are more willing to comply and subject ourselves to the wishes of others. Frequently, individuals who are using power fail to
recognize what they are doing. They honestly feel they are exerting a rational influence that can be justified for legitimate reasons other than their wishes. They sincerely think their influence is rational rather than political. One method of assessing power focuses on the potential to exert influence and consists of measuring how many determinants of
power are available to each member. One of the bases of power is expertise; therefore, individuals who possess better knowledge and expertise can exert better influence in situations where their knowledge is important. In assessing the relative power of students who have formed a study group, we find that the student who seems to possess better
knowledge will have greater power. The distribution of power can be assessed by examining the consequences of a decision-making process. Since power is used to influence decisions, those with the greatest power should be the ones who obtain the most favorable decision outcomes. Typically we assume that the most powerful people are the ones
who can persuade others. Therefore, they would usually be on the winning side of a vote. Sometimes, however, the outcome of a decision is obvious long before it is made, and to avoid being on the losing side, individuals will jump on the bandwagon to become part of the winning team. Examining how many symbols of power they possess can assess
the power of different individuals. Symbols include titles, office size and location, parking privileges, eating facilities, automobiles, airplanes, and office furnishings. Since the executive offices are typically on the top floor of a building, the location of offices on other floors often reflects the relative power of the officeholders. Another way of assessing
power in organizations is to ask members of the organization who possess the greatest power or exerts the greatest influence. This method measures the reputation of organizational members as perceived by others and assumes that people are knowledgeable about power relationships and willing to report what they know. These assumptions are
often incorrect, especially when power is effective, because then it is not perceived as an exercise of power. Consequently, the potential activities of the most powerful individuals may be understated or overlooked by both themselves and others. Finally, the last way of assessing power is to determine which individuals and groups are the most heavily
represented on the committee and other significant administrative posts. As a group rule, individuals who are invited to participate in significant administrative councils acquire greater power for their departments, such as when accountants participate in an executive committee meeting or when engineers participate in quality circles. A few years
ago, the word power was not worthy of discussion on the subject of Organizational Behavior. Not anymore. Today it has acquired respectability because of its significant impact on the behavior of people in organizations. Acquisition of Power It is everybodys knowledge that some people enjoy more power than others. They do so by- Doing the right
things. Cultivating the right people. Coalescing. Co-opting. Others. Although most employees faithfully perform their assigned roles, methodical and dependable role performance does not necessarily increase an individuals power. Some activities are considerably better than others for increasing personal power. The power of individuals increases
when their activities are extraordinary, highly visible, and especially relevant to organizational problems. Routine job performance does not contribute much to personal power, even when the performance is excellent. To increase their power significantly, individuals need to perform unusual or non-routine activities that commonly involve an element
of risk. Examples of extraordinary activities include negotiating a new contract, developing a new program, or designing a new product. Extraordinary activities will not generate much power if no one knows about them. Therefore, the extraordinary activities must be visible to others in the organization, preferably without the individual having to
Blow his own trumpet. Individuals who are required to advertise their extraordinary activities do not gain as much power as those whose activities are announced by top management or influential people outside the organization. Besides being extraordinary and visible, the activities need to be seen to be relevant to the organizations mission or the
solution to important organizational problems. Trivial activities do not produce the same degree of personal power as activities central to the organizations survival. In addition to doing the right things, individuals can increase their power by developing informal relationships with the right people. If interpersonal relationships are properly managed,
virtually everyone can contribute to developing the individuals power, including superiors, subordinates, and peers. Higher managers can significantly increase an individuals power, as suggested by the phrase, Its not what you know but who you know that counts. Superiors who show a special interest and willingness to help promising subordinates
are referred to as mentors or sponsors. These individuals may be an immediate supervisors or any higher-level officer. They can be extremely helpful in increasing personal power by speaking favorably of subordinates, recommending them for new assignments, and providing introductions to other influential people. Although it may seem unusual for
subordinates to have the capacity to increase their superiors power, they may play a significant role by making theyre superior look good or by endorsing their superiors views and recommendations. Professors who train brilliant doctoral students and managers who train outstanding new leaders can exert greater influence because of their reputation
as outstanding trainers and their continuing relationship with their former subordinates. An individuals power can be enhanced or destroyed by favorable or unfavorable relationships with peers. Individuals cannot succeed alone. They depend upon the support and cooperation of their peers. An antagonistic relationship with peers can destroy
personal power and prevent individuals from being effective within the organization. Another strategy used to acquire and enhance power is coalescing the process of forming coalitions. Individuals Or groups frequently combine their resources to pursue common goals and objectives. The basic reason for joining together in such an alliance is an
increased capacity to influence, achieved through greater control of resources. A labor union, for example, comprises many individuals seeking to promote the collective interests of workers. Another method of increasing power is co-opting. Co-opting is accomplished by absorbing people or groups whose support is needed into positions of limited
influence. This tactic differs from coalescing in that it seeks to eliminate threats and opposition to an individuals power base. Doing the right things, knowing the right people, coalescing, and co-opting are not the only strategies for acquiring or enhancing power. They are representatives of the methods commonly used and observed in organizational
settings. There are some other strategies to gain power. These strategies can be .studied under two heads; positional power, and personal power.Increases ones centrality and criticality in the organization. Increase the personal discretion and flexibility of ones job. Build tasks that are difficult to evaluate. Increase the visibility of job performance.
Increase the relevance of ones tasks to the organization. Personal power depends on the managers characteristics as an individual and not the organizational position he/she occupies. Naturally, personal power can be strengthened by enhancing individual traits. A manager can enhance his or her power through the expertise gained by possession of
special knowledge (gained by education, training and experience) and information (gained by accessing to data or people)
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