
University of San Diego University of San Diego 

Digital USD Digital USD 

Dissertations Theses and Dissertations 

1986 

Understanding Individual Political Behaviors in Organizations: Understanding Individual Political Behaviors in Organizations: 

Instrument Development and Validation Instrument Development and Validation 

Gloria E. Bader EdD 
University of San Diego 

Follow this and additional works at: https://digital.sandiego.edu/dissertations 

 Part of the Leadership Studies Commons 

Digital USD Citation Digital USD Citation 
Bader, Gloria E. EdD, "Understanding Individual Political Behaviors in Organizations: Instrument 
Development and Validation" (1986). Dissertations. 494. 
https://digital.sandiego.edu/dissertations/494 

This Dissertation: Open Access is brought to you for free and open access by the Theses and Dissertations at 
Digital USD. It has been accepted for inclusion in Dissertations by an authorized administrator of Digital USD. For 
more information, please contact digital@sandiego.edu. 

https://digital.sandiego.edu/
https://digital.sandiego.edu/dissertations
https://digital.sandiego.edu/etd
https://digital.sandiego.edu/dissertations?utm_source=digital.sandiego.edu%2Fdissertations%2F494&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/1250?utm_source=digital.sandiego.edu%2Fdissertations%2F494&utm_medium=PDF&utm_campaign=PDFCoverPages
https://digital.sandiego.edu/dissertations/494?utm_source=digital.sandiego.edu%2Fdissertations%2F494&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:digital@sandiego.edu


UNDERSTANDING INDIVIDUAL POLITICAL 

BEHAVIORS IN ORGANIZATIONS: 

INSTRUMENT DEVELOPMENT AND VALIDATION

by

G lo r ia  E. Bader 

A d i s s e r t a t i o n  s u b m it te d  in  p a r t i a l  f u l f i l l m e n t  

o f  t h e  r e q u i re m e n ts  fo r  t h e  deg ree  o f  

D oc to r  o f  E d u c a t io n  

U n i v e r s i ty  o f  San Diego 

1986

D i s s e r t a t i o n  Committee

Joseph  C. R o s t ,  P h .D . ,  D i r e c t o r  
W il l iam  P . F o s t e r ,  Ed.D. 

Trudy J .  Sopp, Ph.D .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



©  C opyrigh t by G l o r i a  E. Bader 1986 
A l l  R ig h ts  R eserved

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



UNDERSTANDING INDIVIDUAL POLITICAL BEHAVIOR 

IN ORGANIZATIONS: INSTRUMENT DEVELOPMENT AND VALIDATION

BADER, GLORIA E . ,  Ed.D. U n i v e r s i t y  o f  San D iego , 1986. 297 pp .

D i r e c t o r :  Joseph  C. R o s t ,  Ph.D .

O r g a n iz a t io n a l  p o l i t i c s  im pacts  d e c i s io n  m aking, l e a d e r s h i p ,  

p o l i c y  im p lem e n ta t io n ,  ch a n g e ,  and in d iv i d u a l  e f f e c t i v e n e s s .  A lthough 

g e n e r a l l y  acknowledged as  a r e a l i t y  o f  o r g a n i z a t i o n a l  l i f e ,  p o l i t i c a l  

b e h a v io r  i s  m isu n d e rs to o d ,  c e r t a i n l y  a h ig h ly  s e n s i t i v e  t o p ic  and f u r 

th e rm o re ,  s c h o la r ly  l i t e r a t u r e  d e c r i e s  t h e  p a u c i ty  o f  e m p i r i c a l  r e 

s e a rc h  on th e  t o p i c .

C o n se q u e n tly ,  th e  pu rpose  o f  t h i s  r e s e a r c h  was t o  d e s ig n  and v a l i 

d a te  an i n s t r u m e n t ,  in  th e  i n - b a s k e t  s im u la t io n  fo rm a t ,  t h a t  m easures  

an i n d i v i d u a l ' s  p o l i t i c a l  e f f e c t i v e n e s s .  The i n s t r u m e n t ' s  p ro p o sed  

purpose  was th e  e x p lo r a t i o n  o f  an i n d i v i d u a l ' s  p o l i t i c a l  b e h a v io r  f o r  

two r e a s o n s :  (1 )  a s  a new r e s e a r c h  t o o l  t o  f a c i l i t a t e  q u a n t i t a t i v e  and

q u a l i t a t i v e  r e s e a r c h ;  and (2 )  a s  a deve lopm enta l  a c t i v i t y  fo r  th e  p a r 

t i c i p a n t s  .

Using c r i t i c a l  i n c i d e n t s  about p o l i t i c a l  b e h a v io r  and m erger c a s e  

s t u d i e s ,  an i n -b a s k e t  s im u la t io n  was c o n s t r u c te d  upon th e  fo l lo w in g  

e le m en ts :  a com posite  d e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r ;  a ty p o lo g y  o f

p o l i t i c a l  b e h a v io r ;  and t h e  body o f  s o c i a l  exchange th e o r y  which i n 

c lu d e s  power c o n s i d e r a t i o n s .  C onten t v a l i d i t y  was e s t a b l i s h e d  th ro u g h  

th e  v e r i f i c a t i o n  o f  th e  i n - b a s k e t  i n s t r u m e n t ' s  t h r e e  h y p o th e s e s :  ( I )

t h a t  v a r i o u s  p o l i t i c a l  b e h a v io r s  can be p r e s e n te d  by th e  i n - b a s k e t  r e 

s p o n d e n ts ,  (2) t h a t  t h e s e  b e h a v io r s  w i l l  range  from i n e f f e c t i v e  t o  

e f f e c t i v e  s o l u t i o n s  t o  o r g a n i z a t i o n a l  s i t u a t i o n s ,  and (3 )  t h a t  th e
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p o l i t i c a l  b e h a v io r s  e x p re s s e d  w i l l  v a ry  w ith  t h e  ty p e  o f  prob lem  

p r e s e n t e d .

The in s t ru m e n t  was a d m in is t e r e d  t o  two v o l u n te e r  p i l o t  g roups  o f  

33 m anagers from v a r io u s  o r g a n i z a t i o n s .  The m anage rs ' r e s p o n s e s  t o  th e  

i n - b a s k e t  i te m s  were e v a lu a te d  by a  p a n e l  o f  ju d g es  who th e n  o r g a n iz e d  

a  b e h a v i o r a l l y  anchored  s c o r in g  key and s c o r in g  p r o c e d u r e s .  Two p a i r s  

o f  in d ep e n d e n t  s c o r e r s  marked th e  i n - b a s k e t  r e s p o n s e s  f o r  each p i l o t  

g roup  and t h e  i n t e r r a t e r  r e l i a b i l i t y  c a l c u l a t i o n s  were s t a t i s t i c a l l y  

s i g n i f i c a n t .  T ra in e d  a s s e s s o r s  c o n d u c te d  p o s t  i n - b a s k e t  in te r v ie w s  

which e x p lo r e d  th e  r e s p o n d e n t s '  m o tiv es  f o r  a c t i n g  o r  n o t  a c t i n g  in  a 

p o l i t i c a l  m anner. The in - b a s k e t  i n s t r u c t i o n s ,  s c o r i n g ,  and a d m i n i s t r a 

t i o n  p ro c e d u re s  were s t a n d a r d i z e d .  I n  summary, a  v a l i d  and r e l i a b l e  

in s t ru m e n t  f o r  m easuring  and i n t e r p r e t i n g  i n d i v i d u a l  p o l i t i c a l  b e h a v io r  

was d e v e lo p e d .
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CHAPTER ONE 

The Need fo r  I n s t r u m e n ta t io n  

Background o f  t h e  Problem 

O r g a n iz a t i o n a l  p o l i t i c s  im pacts  d e c i s i o n  making, l e a d e r s h i p ,  p o l 

ic y  im p le m e n ta t io n ,  change , and i n d i v i d u a l  e f f e c t i v e n e s s .  A lthough 

g e n e r a l l y  acknowledged as  a r e a l i t y  o f  o r g a n i z a t i o n a l  l i f e ,  p o l i t i c a l  

b e h a v io r  i s  m isu n d e rs to o d  and i s  c e r t a i n l y  a h ig h ly  s e n s i t i v e  t o p i c  

among o r g a n i z a t i o n a l  a c t o r s  ( P o r t e r ,  A l l e n ,  & A ngle , 1981). S c h o la r ly  

l i t e r a t u r e  d e c r i e s  th e  p a u c i ty  o f  e m p i r i c a l  r e s e a r c h  in  o r g a n i z a t i o n a l  

p o l i t i c s  (Cobb, 1986; F a r r e l l  & P e t e r s o n ,  1982; F r o s t  & H ayes , 1979; 

M adison , A l l e n ,  P o r t e r ,  Renwick, & Mayes, 1980; P o r t e r  e t  a l . ,  1981).

A s t r o n g  t h e o r e t i c a l  and e m p i r i c a l  b a se  i s  r e q u i r e d  from n o n t r a d i -  

t i o n a l  a p p ro a c h e s  t o  o r g a n i z a t i o n s  such as th e  p o l i t i c a l  one which can

e x p la in  and a s s i s t  o r g a n i z a t i o n s  in  ways th e  dominant r a t i o n a l  approach

c a n n o t .  The t r a d i t i o n a l  r a t i o n a l  model em phasizes  l o g i c ,  o r d e r ,  and 

g o a l - d i r e c t e d  b e h a v io r  t h a t  i s  p r e d i c t a b l e .  S ince  i t s  e x p l i c a t i o n  by 

Weber, T a y lo r ,  and Fayo l in  th e  e a r l y  1900s, t h i s  approach  t o  o r g a n iz a 

t i o n a l  l i f e  h a s  been so p e rv a s iv e  t h a t  o th e r  models need th e  s l i n g  and

cou rage  o f  a David t o  d e f e a t  t h e  G o l i a t h .  But a c t u a l l y ,  d e f e a t  i s  n o t

th e  p u rp o se ;  c o m p le m e n ta r i ty  i s .

For th e  p a s t  20 y e a r s ,  t h e  id e a  t h a t  p o l i t i c s  occu rs  w i th in  o rg an 

i z a t i o n s  h a s  been p r e s e n te d  in  o r g a n i z a t i o n a l  th e o r y  w r i t i n g  w i th o u t  

e m p i r i c a l  s u p p o r t  fo r  however a p o l i t i c a l  model might a p p e a r .  Only r e 

c e n t l y  have  r e s e a r c h  e f f o r t s  a t t e m p te d  t o  e x p lo re  t h i s  phenomena (Cobb, 

1986; P o r t e r ,  e t  a l . ,  1981). P e rhaps  th e  most s i g n i f i c a n t  r e a s o n  fo r

1
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t h i s  s low  e x p l i c a t i o n  o f  o r g a n i z a t i o n a l  p o l i t i c s  h a s  been th e  even 

s lo w e r  parad igm  s h i f t  from t h e  s c i e n t i f i c  o r  r a t i o n a l  model t o  th e  

p o l i t i c a l  one . Bacharach and Law ler s t a t e d ,  "While th e  r a t i o n a l  mana

g e r i a l  p ro p o n en ts  e r r  in  f a i l i n g  t o  c o n s id e r  th e  i n t e r n a l  dynamics o f  

o r g a n i z a t i o n s ,  th e  a d h e re n ts  o f  th e  i n d i v i d u a l i s t i c  approach  f a i l  t o  

c o n s id e r  th e  p o l i t i c a l  and s t r u c t u r a l  c o n te x t s  t h a t  impinge on an i n d i 

v i d u a l ' s  c o g n i t io n s  and a c t i o n s "  (1981 , p .  2 1 2 ) .  A nother  m ajor cause  

f o r  t h e  s c a r c i t y  o f  s t u d i e s  h as  been th e  tab o o  r e l a t e d  t o  t h e  v e ry  word 

p o l i t i c a l  in  o r g a n i z a t i o n s .  T h is  i s  a s e n s i t i v e  a r e a .  That th e  con

c e p t  i s  i n t e r d i s c i p l i n a r y — to u c h in g  p o l i t i c a l  s c i e n c e ,  o r g a n iz a t io n  

t h e o r y ,  p sy ch o lo g y ,  and s o c io lo g y —makes t h e  t a s k  no l e s s  d i f f i c u l t .  

F i n a l l y ,  as  Gandz and Murray w r o te ,  "The m e th o d o lo g ic a l  problem s in  

s tu d y in g  such a s u b je c t  e m p i r i c a l l y  a re  p ro fo u n d .  Only r a r e l y  w i l l  

p r o t a g o n i s t s  in  p o l i t i c a l  e v e n ts  r e v e a l  t h e i r  innerm ost th o u g h ts  t o  un

known r e s e a r c h e r s "  (1980 , p .  4 5 3 ) .  Few m e th o d o lo g ic a l  t o o l s  e x i s t  t o  

a s s i s t  t h e  r e s e a r c h e r .  The s h e l f  i s  b a r e .

O b je c t iv e  o f  th e  R esearch

C o n se q u e n tly ,  th e  o b j e c t i v e  o f  t h i s  r e s e a r c h  i s  t o  d e s ig n  and v a l 

i d a t e  an in s t ru m e n t  t h a t  c o u ld  e x p lo re  and m easure an i n d i v i d u a l ' s  

p o l i t i c a l  b e h a v io r .  T h is  new in s t ru m e n t  h a s  been d e v e lo p e d ,  v a l i d a t e d ,  

p i l o t  t e s t e d ,  and examined fo r  r e l i a b i l i t y .  As an e x p lo r a to r y  r e s e a r c h  

e f f o r t ,  t h e  in s t ru m e n t  sh o u ld  c o n t r i b u t e  t o  th e  v e ry  s c a r c e ,  i f  no t  

em pty , poo l  o f  o r g a n iz a t io n  p o l i t i c a l  b e h a v io r  a s se s s m e n ts  and f a c i l i 

t a t e  q u a n t i t a t i v e  and q u a l i t a t i v e  r e s e a r c h .

An u n s t r u c tu r e d  s i t u a t i o n a l  t e s t  in  th e  i n - b a s k e t  form at was con

s t r u c t e d  t o  s im u la te  a  dilemma t h a t  would evoke p o l i t i c a l  b e h a v io r  from
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th e  exam inees .  The t e s t ' s  purpose  was t o  q u a n t i f y ,  d e s c r ib e  and u n d e r

s ta n d  i n d i v i d u a l s '  p o l i t i c a l  b e h a v io r  in  o r g a n i z a t i o n s .  As a  s im u la 

t i o n ,  i t  a s s e s s e d  t h e  p a r t i c i p a n t ' s  a b i l i t y  t o  engage in  p o l i t i c a l  

a c t i v i t y  b e c a u s e ,  as F r e d e r ik s e n  s t a t e d ,  t h e  i n - b a s k e t  " p ro v id e s  an 

o p p o r tu n i ty  f o r  t h e  examinee t o  d i s p l a y  s p o n ta n e o u s ly  c e r t a i n  r e sp o n se  

t e n d e n c ie s  which com prise  a  p a r t  o f  h i s  ' p e r s o n a l i t y ' "  (1966, p .  107). 

The i n - b a s k e t  form at s e rv e d  a l l  t h e  r e q u i r e m e n ts  o f  t h i s  r e s e a r c h ,  p a r 

t i c u l a r l y  th e  im portance  o f  p r o j e c t i o n  v e r s u s  s e l f - r e p o r t  fo r  t h i s  sub

j e c t  a r e a .

R esearch  Design and M ethodology

The long and d e t a i l e d  h i s t o r y  o f  i n - b a s k e t  development p r e s e n te d  a 

c l e a r  format fo r  th e  r e s e a r c h e r .  The many d e s ig n  p h a s e s ,  each w ith  

t h e i r  own v ig o r  and c o m p le x i ty ,  in c lu d e d  d im ension  c h o ic e ,  p a r t i c i 

p a n t ' s  i n s t r u c t i o n  w r i t i n g ,  a d m i n i s t r a t o r ' s  manual p r e p a r a t i o n ,  i n t e r 

view p la n n in g ,  t r y o u t ,  j u d g in g ,  s c o r in g  key deve lopm ent, a s s e s s o r  

t r a i n i n g ,  and feedback  o f  r e s u l t s .  Follow ed c a r e f u l l y ,  t h e s e  phases  

f a c i l i t a t e  s u c c e s s f u l  in s t ru m e n t  c o n s t r u c t i o n  w ha tever  th e  theme o f  th e  

i n - b a s k e t .

Im p o r tan t  fo r  c o n s t r u c t  v a l i d i t y ,  a d e f i n i t i o n  o f  p o l i t i c a l  b e 

h a v io r  was u t i l i z e d  th ro u g h o u t  th e  r e s e a r c h .  Drawn from th e  work o f  

P o r t e r  e t  a l .  (1981) which s y n th e s iz e d  e x i s t i n g  d e f i n i t i o n s  o f  p o l i t i c s  

from t h e o r e t i c a l  w r i t i n g s ,  th e  d e f i n i t i o n  f e a t u r e s  s e v e r a l  e le m e n ts .  

O r g a n iz a t io n a l  p o l i t i c a l  b e h a v io r  i s  d e f in e d  as " S o c ia l  in f lu e n c e  

a t t e m p ts  which can be o b l i g a t i o n s  and r e s o u r c e  exchange; t h a t  a r e  d i s 

c r e t i o n a r y  ( i .  e . ,  t h a t  a r e  o u t s id e  th e  b e h a v io r a l  zones p r e s c r ib e d  or

p r o h i b i t e d  by th e  form al o r g a n i z a t i o n ) ;  t h a t  a re  in te n d e d  (d e s ig n e d )  t o
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promote o r  p r o t e c t  th e  s e l f - i n t e r e s t s  o f  i n d iv i d u a l s  o r  groups ( u n i t s ) ;  

and t h a t  t h r e a t e n  th e  s e l f - i n t e r e s t s  o f  o th e r s  ( i n d i v i d u a l s ,  u n i t s ) "  

( P o r t e r  e t  a l . ,  1981).

T h is  d e f i n i t i o n  does n o t  a d d re s s  th e  d i f f e r e n c e s  between n e g a t iv e  

p o l i t i c a l  b e h a v io r s  o r  b e h a v io r s  a t t r i b u t e d  t o  he n e g a t iv e  by o th e r s  

and th e  more p o s i t i v e  p o l i t i c a l  b e h a v io r s .  For many, most i f  no t  a l l  

p o l i t i c a l  b e h a v io r  i s  deemed n e g a t i v e .  As t h i s  d e f i n i t i o n  in c lu d e s  th e  

e le m en ts  o f  s e l f - i n t e r e s t  and t h r e a t e n i n g  th e  s e l f - i n t e r e s t s  o f  o t h e r s ,  

i t  does not a l l e v i a t e  th e  p roblem  o f  th e  p e r j o r a t i v e  n a tu r e  o f  t h e  word 

p o l i t i c a l . The more p o s i t i v e  p o l i t i c a l  t a c t i c s  such a s  a l l i a n c e  b u i l d 

in g ,  g a in in g  su p p o rt  from a h ig h e r  l e v e l ,  and sense  o f  t h e  o r g a n iz a t io n  

a r e  l o s t  in  th e  words s e l f - i n t e r e s t  and t h r e a t e n .

Because one o f  th e  c o n t r i b u t i o n s  o f  t h i s  r e s e a r c h  a s p i r e s  t o  j o i n  

l e a d e r s h i p  w ith  p o l i t i c a l  s k i l l s ,  t h e  problems w ith  t h i s  d e f i n i t i o n  a re  

a p p a r e n t .  I t  must be made e x p l i c i t  t h a t  many p o l i t i c a l  t a c t i c s  a re  

c o n s t r u c t i v e ,  e f f e c t i v e  and p o s i t i v e .  In  f a c t ,  th e  b e s t  s o l u t i o n s  t o  

t h e  in - b a s k e t  s im u la t io n  o f  t h i s  r e s e a r c h  a re  j u s t  t h a t ,  r a t h e r  th a n  

n e g a t iv e  b e h a v io r s .

The f i n a l  judgment as  t o  t h e  p o s i t i v e  o r  n e g a t iv e  l a b e l  on p o l i t i 

c a l  b e h a v io r  i s  th e  s a t i s f a c t i o n  o f  th e  g r e a t e r  good. But th e  d i f f i 

c u l t y  o f  th e  g iv e  and t a k e  o f  p o l i t i c s  i s  t h a t  someone o r  some group 

may l o s e .  The manner in  which one a c t s  p o l i t i c a l l y  may make th e  d i f 

f e r e n c e  .

S e l f - i n t e r e s t s  may r e f l e c t  a common good o r  th e  g r e a t e r  good o f  an 

o r g a n i z a t i o n .  C om peti tion  and c o n f l i c t  i s  ex tre m e ly  h e a l t h y  fo r  i n d i 

v i d u a l s  and g ro u p s .  I f  th e  P o r t e r  e t  a l .  (1981) d e f i n i t i o n  i s  subsumed
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under th e  p u r p o s e f u ln e s s  o f  l e a d e r s h i p ,  th e n  th e  t i d e  can be tu r n e d  and 

p o l i t i c a l  b e h a v io r  can be seen as more p o s i t i v e  t h a n  n e g a t iv e .  S e l f -  

i n t e r e s t s  f o r  p u r e ly  s e l f i s h  r e a s o n s  and t h r e a t s  t o  o th e r s  f o r  on ly  

w in / lo s e  outcomes a r e  M a c h ia v e l l ia n  b e h a v io r s  r a t h e r  than  l e a d e r s h i p  

o n e s .

From th e  g e n e r a l  domain o f  p o l i t i c a l  b e h a v io r ,  10 d im ensions  o r  

ty p e s  o f  p o l i t i c a l  b e h a v io r  were examined: (1 )  S e l f - i n t e r e s t / P o w e r ,

(2 )  C o a l i t i o n  B u i ld in g ,  (3 )  N e u t r a l i z i n g  O p p o s i t io n ,  (4) G a in ing  Sup

p o r t ,  (5 )  Use o f  I n fo r m a t io n ,  (6 )  Using R e s o u rc e s ,  (7 )  Exchanging 

F a v o rs ,  (8 )  O u ts id e  A c t i v i t y ,  (9 )  B a rg a in in g  and Compromising, and (10) 

Sense o f  th e  O r g a n iz a t io n .

C o n se q u e n tly ,  an i n i t i a l  t a s k  o f  th e  r e s e a r c h  was answ ering  th e  

q u e s t i o n ,  "What i tem s  and s i t u a t i o n s  w i l l  evoke p o l i t i c a l  b e h a v io r s ? "  

A s p e c i a l  s c e n a r i o ,  woven from c a se  s t u d i e s  o f  m erg e rs ,  was c r e a t e d  so

a v a r i e t y  o f  p o l i t i c a l  b e h a v io r s  m ight be evoked . C r i t i c a l  i n c i d e n t s

about m e rg e rs ,  power, and p o l i t i c s  from t h e  l i t e r a t u r e  f e a tu r e d  themes 

t h a t  have been in c lu d e d  in  th e  s im u l a t io n ,  such as  r e o r g a n i z a t i o n ,  

r e s i g n a t i o n s ,  a m b ig u i ty ,  and c o m p e t i t io n .

The s c e n a r io  c e n t e r s  on th e  m erger o f  two f i c t i t i o u s  p u b l i s h i n g

com panies— one , M eret P u b l i s h in g  Company o f  Ramona, C a l i f o r n i a  and th e

o t h e r ,  Muse I n t e r n a t i o n a l  o f  S t .  L o u is ,  M is s o u r i .  The merger fo cu se s

on th e  r e o r g a n i z a t i o n  o f  M e re t 's  a d m i n i s t r a t i v e  departm en t  b ecause  o f

i t s  a c q u i s i t i o n  by th e  l a r g e r  S t .  Lou is  f i rm .

The key p o s i t i o n  o f  th e  in - b a s k e t  c e n t e r s  on C h r is  W a lla c e ,  a

m iddle  m anager, two l e v e l s  from th e  p r e s i d e n t  o f  M eret P u b l i s h in g  Com

pany, Coven try  M e re t .  C h r i s ' s  r o l e  d e s c r i p t i o n  as th e  manager o f  human
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r e s o u r c e s  and M e r e t ' s  o r g a n i z a t i o n  c h a r t  a p p e a rs  in  t h e  i n s t r u c t i o n s .  

These i n s t r u c t i o n s  s e t  t h e  s ta g e  fo r  th e  s im u l a t io n .  The p r e l im in a r y  

i n s t r u c t i o n s  a l s o  d e s c r ib e  b o th  o r g a n i z a t i o n s ,  t h e i r  norms and c u l t u r e ,  

in  a mock newspaper a r t i c l e  on th e  a c q u i s i t i o n  o f  M eret by Muse I n t e r 

n a t i o n a l .  Most im p o r ta n t ly ,  th e  i n s t r u c t i o n s  in c lu d e  th e  p la y in g  o f  a 

v id e o  r e c o r d in g  o f  a s e n io r  v i c e - p r e s i d e n t  a t  Muse, Bryan Emerson, who 

spoke t o  C h r is  and h i s  o r  h e r  two p e e r  l e v e l  m anagers a t  M eret in  a 

t e l e c o n f e r e n c e  ty p e  o f  s e t t i n g .  Em erson 's  message c o n ta i n s  th e  p a ra 

mount i n s t r u c t i o n s  fo r  C h r is  in th e  i n - b a s k e t .  I t s  p lacem ent a t  th e  

b e g in n in g  i s  s t r a t e g i c  because  i t  i s  im p o r tan t  t o  in v o lv e  th e  p a r t i c i 

p a n ts  as q u i c k ly  and f u l l y  as p o s s ib l e  (P .  J .  F r o s t ,  p e r s o n a l  communi

c a t i o n ,  August 14, 1984; Lopez, 1966).

The n e x t  s t e p  in  th e  in s t ru m e n t  d e s ig n  p roceeded  w ith  t h e  w r i t i n g  

o f  t h e  s c e n a r io  m a t e r i a l s  in  th e  form o f  i n c i d e n t s ,  a n e c d o te s ,  r e p o r t s ,  

l e t t e r s ,  c o n v e r s a t io n s  and r e c o rd s  (Lopez, 1966). S in ce  p o l i t i c a l  be

h a v io r  i s  o f t e n  induced  from i n t e r p e r s o n a l  c o n t a c t s  in  a d d i t i o n  t o  

w r i t t e n  i te m s ,  two ta p e d  te le p h o n e  c o n v e r s a t i o n s  a r e  u t i l i z e d  t o  add 

face  v a l i d i t y  t o  t h e  in s t r u m e n t .  Each i n t e r r e l a t i n g ,  t h e  seven d i f f e r 

en t  w r i t t e n  m a t e r i a l s  o r  i tem s a re  s u f f i c i e n t l y  ambiguous t o  evoke a 

wide ran g e  o f  re sp o n se s  and s o l u t i o n s  from t h e  p a r t i c i p a n t s .  (To p r e 

view  a l l  th e  in - b a s k e t  m a t e r i a l s  in  th e  o rd e r  th e y  appeared  t o  th e  

p i l o t  g ro u p s ,  see  Appendixes A th ro u g h  Q.)

A f t e r  th e  m a t e r i a l s  fo r  th e  i n - b a s k e t  were p roduced  (Appendix R ) , 

s p e c i a l  d i r e c t i o n s  fo r  a d m in i s t e r in g  th e  s im u la t io n  were fo rm u la ted  

(Appendix S ) . These d i r e c t i o n s  p ro v id e d  f o r  th e  i n - b a s k e t ' s  t im in g ,  

th e  i n t r o d u c t i o n  o f  th e  a u d i o / v i s u a l  i te m s ,  and v a r i o u s  announcem ents.
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L a t e r ,  a  f i n a l  s e t  o f  d i r e c t i o n s  was o rg a n iz e d  f o r  th e  f u tu r e  use  o f

th e  in s t ru m e n t  (Appendix T ) .

A no ther  im p o r ta n t  d e s ig n  s t e p  was t o  p la n  th e  i n t e r v i e w  w i th  th e  

p a r t i c i p a n t .  The i n te r v ie w  was s c h ed u le d  t o  t a k e  p l a c e  im m edia te ly  

a f t e r  h e / s h e  had  com ple ted  th e  i n - b a s k e t  e x e r c i s e .  F r e q u e n t l y ,  t h e s e  

i n te r v ie w s  posed  such open-ended  q u e s t io n s  a s  "What d id  you t h in k  o f  

company X?" "What d id  you th in k  o f  p e rso n  X, Y, Z?" "What d id  you do 

fo r  such and such an i tem ?"  Contemporary i n - b a s k e t  d e v e lo p e rs  use

p o s t - t e s t  q u e s t i o n s  t h a t  a r e  more s t r u c t u r e d ,  even c o m p r is in g  m u l t i p l e -  

c h o ic e  r e s p o n s e s .  T horn ton  and Byham r e p o r t e d :  "New p ro c e d u re s  fo r

i n - b a s k e t  e v a lu a t i o n  u s in g  h i g h ly  s t r u c t u r e d  p a t t e r n e d  in te r v ie w s  

a p p ear  t o  o f f e r  g r e a t  hope f o r  c u t t i n g  down th e  amount o f  a s s e s s o r  tim e 

r e q u i r e d  and fo r  i n c r e a s i n g  th e  r e l i a b i l i t y  o f  th e  m easurem ent" ( 1982, 

p .  186). The pu rpose  o f  t h e  i n t e r v i e w  i s  t o  o f f e r  t h e  p a r t i c i p a n t  th e

o p p o r tu n i ty  t o  e x p la in  d e c i s i o n s  more c o m p le te ly  and t o  e s t a b l i s h  th e  

d e g re e  o f  th e  p a r t i c i p a n t ' s  u n d e rs ta n d in g  o f  th e  c h a r a c t e r s  and th e  

prob lem s in  t h e  e x e r c i s e  ( G r i f f i t h s ,  1979). The c o n te n t  o f  t h e s e  in 

te r v i e w s  a t t e s t  t o  th e  m o tiv es  o f  th e  p o l i t i c a l  or n o n p o l i t i c a l  a c t o r .  

In  some i n s t a n c e s ,  e t h i c a l  dilemmas s u r f a c e  and r e a s o n in g  p ro c e s s e s  

em erge .

For r e l i a b i l i t y  p u r p o s e s ,  t h e  i n te r v ie w  f o r  t h i s  r e s e a r c h  (Appen

d ix  U) was combined w ith  a  w r i t t e n  form (Appendix V) in  what Kesselman 

e t  a l .  ( 1982) c a l l e d  an a c t i o n  r e p o r t  form. The r e s u l t s  from th e  

A c t io n  R eport  Form, p lu s  th e  c o l o r f u l  r e f l e c t i o n s  o f  th e  more open i n 

t e r v i e w ,  complement each o t h e r .  T o g e th e r  w i th  th e  i n - b a s k e t ,  t h e  Meret
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I n te r v ie w  Form and A c t io n  Report Form p ro v id e d  t h r e e  d a ta  p o i n t s  fo r  

t h e  t r i a n g u l a t i o n  o f  t h e  in fo rm a t io n .

P i l o t  G roups, E x p e r t  Judges  and S c o r in g  Key

The l i t e r a t u r e  does no t  d e f in e  o r g a n i z a t i o n  p o l i t i c a l  b e h a v io r  by 

in d u s t r y  or s e t t i n g .  A l l  o r g a n i z a t i o n s ,  w he the r  p u b l ic  o r  p r i v a t e ,  

l a r g e  or s m a l l ,  t e c h n i c a l  o r  s e r v i c e - r e l a t e d ,  a r e  p o l i t i c a l  (March, 

1962). T h e r e f o r e ,  t h e  p i l o t  groups and ju d g es  p a n e l  were h e te ro g en eo u s  

among a v a r i e t y  o f  o r g a n i z a t i o n s .  S ince  t h e  m idd le  manager l e v e l  i s  

n e g le c te d  in  r e s e a r c h  and b e r e f t  o f  l e g i t i m a t e  feedback  and development 

o p p o r t u n i t i e s ,  t h e  p i l o t  g roups were drawn from th e  m iddle  management 

r a n k s .

P r o f e s s io n a l  c o l l e a g u e s  o f  th e  r e s e a r c h e r  were approached  and r e 

q u e s te d  t o  s o l i c i t  v o l u n te e r s  from t h e i r  p a r t i c u l a r  o r g a n i z a t i o n s .  

From th e s e  v o l u n t e e r s ,  two p i l o t  g ro u p s ,  fo r  a  t o t a l  o f  33 p e o p le ,  were 

randomly formed t o  r e p r e s e n t  a  v a r i e t y  o f  o r g a n i z a t i o n a l  ty p e s :  p u b l ic

s e c t o r ,  e d u c a t io n ,  f in a n c e ,  i n d u s t r y ,  m i l i t a r y ,  h e a l t h ,  and s a l e s  

f i e l d s .  A p a n e l  o f  t h r e e  e x p e r t  judges  was chosen  from th e s e  o r g a n iz a 

t i o n a l  ty p e s  as  w e l l .  The Madison e t  a l .  (1980) s tu d y  v e r i f i e d  th e  

p o l i t i c a l  a s t u t e n e s s  o f  most s e n io r  l e v e l  e x e c u t iv e s ;  t h e r e f o r e ,  th e  

judges  came from s e n io r  l e v e l s  and d e m o n s tra ted  p o l i t i c a l  knowledge by 

reaso n  o f  t h e i r  p o s i t i o n  and e x p e r ie n c e .

As in  th e  F r e d e r ik s e n  A ir  Force  p r o to ty p e  o f  th e  i n -b a s k e t  

( F r e d e r ik s e n , 1962), t r y o u t s  o f  t h e  in s t ru m e n t  were conducted  w ith  th e

p i l o t  g ro u p s .  The i n d i v i d u a l ' s  answers ( from  th e  f i r s t  p i l o t  g roup) to  

th e  Meret i n - b a s k e t  formed a la r g e  poo l o f  r e s p o n s e s — th e  b a s i s  fo r  th e
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s c o r in g  key t h a t  needed  t o  be e s t a b l i s h e d .  The ju d g es  s o r t e d  t h e  r e 

sp o n ses  a lo n g  a continuum  o f  p o l i t i c a l  e f f e c t i v e n e s s  f o r  th e  Meret 

s i t u a t i o n  and a l s o  g e n e ra te d  a l i s t  o f  c o n s id e r a t i o n s  and r e l a t i o n s h i p s  

fo r  each  in - b a s k e t  i te m .  A f t e r  t h e  f i r s t  p i l o t  group t r i a l  r u n ,  th e  

e n t i r e  a d m i n i s t r a t i o n  and s c o r in g  key work was r e p e a te d  f o r  t h e  second 

p i l o t  group t o  r e f i n e  th e  i n s t r u c t i o n s ,  th e  i te m s ,  and t h e  s c o r in g  key 

which r e s u l t e d  in  a p r e c i s e ,  com prehens ive ,  and r e l i a b l e  s c o r in g  key 

(Appendix W).

A s s e s s o r  T ra in in g  and Feedback o f  R e s u l t s

A s se s so r  t r a i n i n g  and feedback  o f  r e s u l t s  were t h e  f i n a l  d e s ig n  

im p e r a t iv e s .  A s se s so rs  i s  t h e  te rm  used fo r  th e  i n t e r v i e w e r s  o f  th e  

exam inees .  V o lu n tee rs  were s e l e c t e d  from c l a s s e s  in  p sy c h o lo g y ,  b u s i 

n e s s  and p u b l ic  a d m i n i s t r a t i o n  a t  l o c a l  u n i v e r s i t i e s  t o  a c t  a s  a s s e s 

s o r s .  The v o lu n te e r s  were t r a i n e d  t o  a n a ly z e  th e  i n - b a s k e t s  and con

duc t  t h e  i n te r v ie w s .  The American P s y c h o lo g ic a l  A s s o c i a t i o n ,  t h e  Amer

ic a n  E d u c a t io n a l  R esearch  A s s o c i a t i o n ,  and th e  N a t io n a l  C ounc il  on Mea

surem ent in  E d uca tion  ( 1978) h i g h l i g h t  im p o r tan t  s t a n d a r d s  and e t h i c a l  

c o n s id e r a t i o n s  fo r  a s s e s s o r  t r a i n i n g  in  th e  a ssessm en t  c e n t e r  p r o c e s s .  

These s ta n d a r d s  were a p p l i e d  t o  t h e  in - b a s k e t  a s s e s s o r s  a s  w e l l .  The 

a s s e s s o r s  l e a rn e d  how t o  c l a s s i f y  and how t o  a n a ly z e  t h e  e l i c i t e d  be

h a v io r s  t o  m inimize b i a s  and d i s t o r t i o n  ( G i l l ,  1979). When and what 

k in d  o f  feedback  t o  be g iv en  was d e te rm in ed  in  th e  d e s ig n  p h a s e .  The 

a t t e n t i o n  t o  th e s e  and o t h e r  p h a ses  o f  th e  in - b a s k e t  d e s ig n  c e r t a i n l y  

c o n t r i b u t e d  t o  th e  v a l i d i t y  and r e l i a b i l i t y  a s p e c t s  o f  t h e  in s t ru m e n t  

which w i l l  be h i g h l i g h t e d  n e x t .
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V a l i d i t y

As in  any in s t ru m e n t  deve lopm en t,  a t t e n t i o n  t o  v a l i d i t y  and r e l i a 

b i l i t y  i s  c r i t i c a l .  K e i l ,  i n  an e x c e l l e n t  d i s c u s s io n  o f  a sse ssm e n t  

c e n t e r  v a l i d i t y ,  s t a t e s :  " V a l i d i t y  i s  n o t  a t h i n g ,  i t  i s  sometimes no t

a p r o p e r ty  o f  a t h i n g .  V a l i d i t y  i s  a concep t  t h a t  t a k e s  on meaning 

on ly  in  r e l a t i o n  t o  s p e c i f i c  e v e n ts  and p r o c e s s e s "  (1981 , p .  7 9 ) .  

R a th e r  th a n  a s t a t i s t i c a l  c o r r e l a t i o n  f o r  K e i l ,  v a l i d i t y  emerged from 

ev e ry  d e v e lopm en ta l  s t e p  and p r o c e s s .  The p r o c e s s e s ,  o f  c o u r s e ,  were 

th e  many im p o r ta n t  p h a ses  o f  th e  i n - b a s k e t  d e s ig n  t h a t  d i r e c t l y  impact 

i n t e r n a l  v a l i d i t y .

To a s c e r t a i n  v a l i d i t y ,  t h r e e  h y p o th e s e s  b a sed  in  th e  p u rp o se  o f  

th e  i n - b a s k e t  in s t ru m e n t  were exam ined. From th e  i n s t r u m e n t ' s  p u r 

p o se — t o  e x p lo r e  and measure p o l i t i c a l  b e h a v io r — fo llow ed  t h e s e  t h r e e  

h y p o th e s e s :  ( 1) v a r i o u s  p o l i t i c a l  b e h a v io r s  can be p r e s e n te d  by th e

in - b a s k e t  r e s p o n d e n t s ,  (2 )  t h e s e  b e h a v io r s  w i l l  range  from i n e f f e c t i v e  

t o  e f f e c t i v e  s o l u t i o n s  t o  o r g a n i z a t i o n a l  s i t u a t i o n s ,  and (3 )  t h e  p o l i 

t i c a l  b e h a v io r s  e x p re s s e d  w i l l  v a ry  w ith  t h e  ty p e  o f  p roblem  p r e s e n t e d .  

The second  h y p o th e s i s  p re su p p o se s  t h a t  t h e  b e s t  s o l u t i o n s  t o  t h e  Meret 

i n - b a s k e t  a r e  p o l i t i c a l  ones .  T h is  p r e s u p p o s i t i o n  i s  b a sed  on th e  

n a tu r e  o f  th e  m erger s im u la t io n  and i t s  h i g h ly  p o l i t i c a l  e n v iro n m en t .

The u n d e r ly in g  t h e o r e t i c a l  c o n s t r u c t s  o f  th e  s im u la t io n  were con

f irm ed  from t h e  p a r t i c i p a n t s '  b e h a v io r a l  r e s p o n s e s  in  t h e  i n - b a s k e t  and 

th e  fo l lo w -u p  in t e r v i e w s .  Three  e le m en ts  formed th e  t h e o r e t i c a l  b a se s  

o f  th e  i n - b a s k e t :  t h e  d e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r ,  th e  body o f

s o c i a l  exchange th e o r y  w ith  i t s  a t t e n t i o n  t o  power, and th e  ty p o lo g y  o f  

p o l i t i c a l  b e h a v io r  o f  F a r r e l l  and P e te r s o n  (1 9 8 2 ) .  These t h r e e
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e le m en ts  a t t e n d  t o  th e  c a u s e s ,  th e  m o t iv e s ,  and th e  ra n g e s  o f  b e h a v io r  

d e f in e d  as  p o l i t i c a l .  C on ten t v a l i d i t y  was b u i l t  upon c a r e f u l  con

s t r u c t i o n  o f  i n c i d e n t s ,  background in f o r m a t io n ,  m a t e r i a l s ,  and th e  

s c o r in g  k e y .  P r e d i c t i v e  and c o n c u r r e n t  v a l i d i t y  can o n ly  be a c h ie v e d  

th ro u g h  t im e  and s im u ltan eo u s  t e s t i n g  r e s p e c t i v e l y ,  and th e  f a c t  t h a t  

t h e s e  two ty p e s  o f  v a l i d i t y  were no t a d d re s s e d  was an in h e r e n t  l i m i t a 

t i o n  o f  th e  in s t ru m e n t  development a t  i t s  o r i g i n s .

For more th a n  30 y e a r s ,  i n - b a s k e t  r e s e a r c h  and a p p l i c a t i o n  has  

e a rn ed  u n u s u a l ly  h ig h  marks in  ev e ry  v a l i d i t y  a r e a ,  p a r t i c u l a r l y  face 

v a l i d i t y  (M eyer, 1970). R ea l ism  has  been h e ig h te n e d  in  t h i s  i n - b a s k e t  

s im u la t io n  by u s in g  c o lo re d  l e t t e r h e a d s ,  v a r i e t i e s  o f  p a p e r  and s i z e ,  

a c t u a l  h a n d w r i t t e n  n o t e s ,  and th e  ta p e d  au d io  and v id e o  m a t e r i a l s .  

R e l i a b i l i t y

R e l i a b i l i t y  h as  been d i r e c t l y  a t t r i b u t e d  t o  th e  t r a i n i n g  o f  th e  

a s s e s s o r s  ( G i l l ,  1982) and t o  t h e  q u a l i t y  o f  th e  s c o r in g  k e y .  Because 

th e  E d u c a t io n a l  T e s t in g  S e rv ic e  (ETS) o r i g i n a t e d  th e  i n - b a s k e t ,  t h e r e  

have  been g r e a t  c o n t r i b u t i o n s  t o  t h e  p sychom etr ic  knowledge o f  i n 

b a sk e t  s c o r i n g .  Using bo th  i n t e r r a t e r  c o r r e l a t i o n s  and s p l i t  h a l f  

s c o re s  ( c o r r e l a t i o n s  between odd and even t e s t  i t e m s ) ,  F r e d e r ik s e n ,  

Saunders  and Ward ( 1957) a t t e s t e d  t o  h ig h  d e g re e s  o f  s c o r in g  r e l i a b i l 

i t y  fo r  i n - b a s k e t s  t h a t  ETS d e v e lo p e d .  T h is  i n t e r r a t e r  r e l i a b i l i t y  was 

no tew orthy  o f  in - b a s k e t  s im u la t io n s  (MacKinnon, 1975). The c o n t i n u a l  

e f f o r t  o f  in - b a s k e t  r e s e a r c h e r s  t o  d e s ig n  s t r u c t u r e d  in te r v ie w s  and 

a c t i o n  r e p o r t  forms has  a l s o  b e n e f i t e d  r e l i a b i l i t y .

T h e r e f o r e ,  fo llow ing  g e n e r a l  i n - b a s k e t  d e s ig n  recom m endations from 

th e  l i t e r a t u r e ,  s e v e r a l  endeavo rs  were made t o  e n su re  th e  s t a b i l i t y  o f
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th e  i n - b a s k e t  ove r  t im e ,  which i s  th e  a c t u a l  meaning o f  r e l i a b i l i t y  

(Borg & G a l l ,  1983).

1. The s c o r i n g  key in c lu d e d  both  b e h a v io r a l  a n c h o rs ,  w e ig h ts  

fo r  t h e  i t e m s ,  and c o n s i d e r a t i o n s  fo r  th e  a s s e s s o r s .  I t  was r e f i n e d  

and improved a f t e r  g iv in g  th e  i n - b a s k e t  t o  t h e  second p i l o t  g roup .

2. T r a in in g  o f  th e  a s s e s s o r s  was c o n d u c te d ,  e v a lu a te d  and 

re c o rd e d  f o r  c o n s i s t e n c y .

3. S c o r in g  r e l i a b i l i t y  was m easured by comparing th e  i n - b a s k e t  

s c o r e s  a s s ig n e d  by one a s s e s s o r  w i th  s c o re s  a s s ig n e d  by a  second a s s e s 

s o r .  A product-m om ent c o r r e l a t i o n  c o e f f i c i e n t  between th e  s c o re s  

a s s ig n e d  by th e  two a s s e s s o r s  was computed ( F r e d e r ik s e n ,  1962). T h is  

i s  known as i n t e r r a t e r  r e l i a b i l i t y  (B o u rg eo is  & S l i v i n s k i ,  1974).

4 .  The p a n e l  o f  judges  r ea c h e d  a consensus  on th e  s c o r in g  k e y ,  

a s  w e l l  as  t h e  w e ig h ts  and ran k s  o f  th e  i te m s .

5 . The r e l i a b i l i t y  o f  th e  in te r v ie w  summaries was d e r iv e d  from 

u s in g  two i n t e r v i e w e r s  and t h e i r  consensus  fo r  each  p a r t i c i p a n t  (Guba 

& L i n c o ln , 1982).

6 . U sing  an a c t i o n  r e p o r t  form t o g e t h e r  w i th  t h e  i n te r v ie w  

summaries and th e  a c t u a l  s c o r i n g  r e s u l t s  o f  t h e  i n - b a s k e t s  o f f e r e d  a 

s t r o n g  and v a lu a b l e  t r i a n g u l a t i o n  o f  d a ta  (Guba & L in c o ln ,  1982).

7 . The d i r e c t i o n s  fo r  a d m in i s t e r in g  th e  i n - b a s k e t  were r e c o rd e d  

and used  c o n s i s t e n t l y  f o r  each sample g roup .

S i g n i f i c a n c e  o f  t h e  Study

In  1981, P o r t e r  e t  a l . rem arked t h a t  th e  s tu d y  o f  o r g a n i z a t i o n a l  

p o l i t i c s  was i n  i t s  in fa n c y  and he c a l l e d  a t t e n t i o n  t o  th e  p o l i t i c a l  

a c t o r .  Of t h e  s e v e r a l  f a c t o r s  t h a t  com prise  th e  a c t i v i t y  o f
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o r g a n i z a t i o n a l  p o l i t i c s ,  t h e  b e l i e f  sy s tem , m o tiv e s ,  and p e r s o n a l  

c h a r a c t e r i s t i c s  o f  t h e  p o l i t i c a l  a c t o r  a re  indeed  c r i t i c a l .  The q ues

t i o n s  a r i s e :  Who i s  th e  p o l i t i c a l  a c to r ?  Who has  th e  p r o p e n s i ty  to

engage in  p o l i t i c a l  b e h a v io r?  When? Why? Are some f a c t o r s  more im

p o r t a n t  th a n  o th e r s ?  Not on ly  a r e  th e  answers t o  th e s e  q u e s t io n s  un

d e rp in n in g s  t o  r e s e a rc h  on p o l i t i c a l  b e h a v io r  in  o r g a n i z a t i o n s ,  bu t 

a l s o ,  t h e  answers may s e rv e  as  a h u e r i s t i c  d e v ic e  a id in g  th e  under

s ta n d in g  o f  p o l i t i c a l  l e a d e r s h i p  and th e  p o l i t i c a l  e d u c a t io n  o f  o r g a n i 

z a t i o n a l  members. The p o s t  i n - b a s k e t  in te rv ie w s  o f  th e  p a r t i c i p a n t s  

y i e ld e d  r i c h  q u a l i t a t i v e  d a ta  a d d re s s in g  th e s e  q u e s t i o n s .

The e n t i r e  p ro c e s s  o f  th e  development and v a l i d a t i o n  o f  th e  in 

b a s k e t  was r i c h  in  su p p o rt  o f  th e  th e o r y  o f  p o l i t i c a l  b e h a v io r  in  o r 

g a n i z a t i o n s .  The a s s e s s o r s  improved t h e i r  u n d e rs ta n d in g  o f  th e  i s s u e  

th ro u g h  th e  t r a i n i n g ,  i n t e r v i e w i n g ,  and th e  s c o r in g  o f  m a t e r i a l s .  The 

s u b j e c t s  th em se lv es  h e ig h te n e d  t h e i r  l e v e l  o f  p o l i t i c a l  aw areness and, 

in  t u r n ,  expanded t h e i r  r e p e r t o i r e  o f  p o l i t i c a l  t a c t i c s .  A l l  o f  th e s e  

seconda ry  outcomes o f  th e  in s t ru m e n t  development a re  r e p o r t e d  in  th e  

f in d in g s  o f  th e  r e s e a r c h .

The r e s e a r c h  e f f o r t  shou ld  c o n t r i b u t e  t o  th e  developm ent o f  f u tu r e  

l e a d e r s ,  t o  th e  f u tu r e  o f  r e s e a r c h  on p o l i t i c a l  a c t i v i t y  in  o r g a n iz a 

t i o n s ,  t o  th e  h i s t o r y  and s tu d y  o f  t h e  in - b a s k e t  as an in s t ru m e n t  o f  

g r e a t  p o t e n t i a l  and a d a p t a b i l i t y ,  and t o  i n d iv i d u a l  p o l i t i c a l  a s s e s s 

ment on many l e v e l s .  These fou r  c o n t r i b u t i o n s  a r e  t im e ly  and s i g n i f i 

c a n t  fo r  s e v e r a l  r e a s o n s .  L eaders  must re c o g n iz e  and u n d e rs ta n d  th e  

l e v e l s  and c o m p le x i t ie s  o f  p o l i t i c a l  b e h a v io r  and , in  t o d a y ' s  g lo b a l  

s o c i e t y ,  th e  c r o s s - c u l t u r a l  n a tu r e  o f  p o l i t i c a l  b e h a v io r  (D e x te r ,  1976;
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F r o s t  & H ayes, 1979). A ls o ,  new l e a d e r s h i p  t h e o r i e s  demand p o l i t i c a l  

s k i l l s  o f  l e a d e r s  (B u rn s ,  1978; Hickman & S i l v a ,  1984; L indblom , 1968), 

and h o l i s t i c  v iew s o f  po l icym ak ing  and im p lem e n ta t io n  g iv e  s i g n i f i c a n t  

weight t o  p o l i t i c a l  b e h a v io r  ( A l l i s o n ,  1971). Tushman o f f e r e d ,  "As o r 

g a n iz a t i o n s  become more complex i n t e r n a l l y  and as th e  change r a t e  o f  

t e c h n i c a l  and economic env ironm en ts  i n c r e a s e s ,  th e  i n t e r n a l  dynamics o f  

o r g a n i z a t i o n s  must be u n d e rs to o d .  The im por tance  o f  a  p o l i t i c a l  p e r 

s p e c t i v e  i s  th e n  a c c e n tu a te d "  (1977 , p .  2 1 4 ) .  The req u i re m e n t  fo r  

p o l i t i c a l  savvy i s  s t r o n g e r  th a n  e v e r  b e f o r e .

D e f i n i t i o n s

A c t io n  r e p o r t  form: a m u l t i p l e - c h o i c e  q u e s t i o n n a i r e  based  on th e

in - b a s k e t  i tem s which q u a n t i f i e s  t h e  d e c i s i o n  making p ro c e s s e s  o f  th e  

i n d iv i d u a l  (K esse lm an , Lopez , & Lopez, 1982).

Assessm ent c e n t e r s :  a l a b o r a to r y  t y p e  program , u s u a l l y  two or

t h r e e  days lo n g ,  c o n s i s t i n g  o f  a s e r i e s  o f  s i m u l a t i o n s ,  w r i t t e n  e x e r 

c i s e s ,  and in te r v ie w s  d e s ig n e d  t o  p r e d i c t  f u t u r e  s u c c e s s  in  management.

B ehav io r:  w ords ,  g e s t u r e s ,  and a l l  ou tw ard  a c t i v i t y  co n d u c ted  by

an i n d iv i d u a l  and obse rved  by o t h e r s .

B e h a v io ra l ly  anchored  r a t i n g  s c a l e  (BARS): a s c a l e  from low t o

h igh  o r  poor t o  good c o n s i s t i n g  o f  s p e c i f i c  b e h a v io r s  t h a t  a re  anchored

or p la c e d  on a con tinuum .

C o a l i t i o n :  an i n t e r a c t i n g  group o f  i n d i v i d u a l s  formed in dependen t

o f  t h e  fo rm al s t r u c t u r e  t o  t a k e  a c t i o n  ab o u t  an i s s u e  (S te v e n s o n ,

P e a rc e ,  & P o r t e r ,  1985).

C oncern: any m a t te r  o f  i n t e r e s t  t o  one o r  more p a r t i e s  about

which th e y  f e e l  t h r e a t e n e d ,  t h a t  th e y  t h i n k  w i l l  le a d  t o  an u n d e s i r a b l e
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co n seq u e n c e ,  o r  t h a t  th e y  a r e  a n x io u s  t o  s u b s t a n t i t a t e  ( a  c la im  r e q u i r 

ing  e m p i r i c a l  v a l i d a t i o n ) .

Exchange o f  f a v o r s :  a c t i o n s  o r  c h i t s  o f t e n  saved  up and l a t e r

c a sh e d  in  fo r  f a v o r s ;  sometimes c a l l e d  o n e 's  s to c k  exchange .

G a te k e e p e rs :  th e  i n d i v i d u a l s  w i th in  t h e  s t a k e h o ld in g  g roups  who

have th e  power t o  f a c i l i t a t e  o r  p re v e n t  a c c e s s  t o  t h e  change a g e n t .

I n - b a s k e t :  a s im u la t io n  r e q u i r i n g  w r i t t e n  re s p o n s e s  and v a r io u s

a c t i o n s  t h a t  m easures  a  p e r s o n ' s  p o t e n t i a l  on s e v e r a l  d im ens ions  such 

as  d e c i s i o n  m aking, judgm ent, and c o n t r o l .

I s s u e :  a s t a t e m e n t ,  p r o p o s i t i o n ,  o r  focus t h a t  a l lo w s  f o r  d i f f e r 

e n t ,  o f t e n  c o n f l i c t i n g ,  p o i n t s  o f  v iew .

L e a d e r s h ip :  th e  r e l a t i o n s h i p  o f  a  l e a d e r  and f o l lo w e r s  t h a t  moves

tow ard  th e  accom plishm ent o f  a common p u rp o se  th ro u g h  c o m p e t i t io n ,  con

f l i c t ,  and p o l i t i c a l  a c t i v i t y .

M a c h ia v e l l ia n i sm :  an i n t e r p e r s o n a l  s t y l e  c h a r a c t e r i z e d  by

c u n n in g ,  d u p l i c i t y ,  o r  bad f a i t h ;  named from th e  works o f  M a c h ia v e l l i  

who v iew ed p o l i t i c s  as am oral and t h a t  any means, however u n s c ru p u lo u s ,  

can j u s t i f i a b l y  be used  in  a c h ie v in g  p o l i t i c a l  power.

O r g a n iz a t io n :  an i n s t i t u t i o n  o r  u n i f i e d  g roup  o f  p e o p le  u s in g

s t r u c t u r e s  and p o l i c i e s  t o  rea c h  s p e c i f i c  g o a l s .

O r g a n iz a t io n  developm ent (OD): t h e  p lan n ed  i n t e r v e n t i o n  i n t o  o r 

g a n i z a t i o n a l  system s t h a t  prom otes  change and p r o d u c t i v i t y  on v a r io u s  

l e v e l s .

P o l i t i c a l  a c t o r :  th e  i n d i v i d u a l  who engages in  p o l i t i c a l  behav

i o r  .
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P o l i t i c a l  b e h a v io r :  " S o c ia l  in f lu e n c e  a t t e m p ts  which can  be o b l i 

g a t io n s  and r e s o u r c e  exchange ; t h a t  a re  d i s c r e t i o n a r y  ( i .  e . ,  t h a t  a re  

o u t s id e  t h e  b e h a v io r a l  zones  p r e s c r ib e d  o r  p r o h i b i t e d  by th e  form al o r 

g a n i z a t i o n ) ;  t h a t  a r e  in te n d e d  (d e s ig n e d )  t o  prom ote o r  p r o t e c t  th e  

s e l f - i n t e r e s t s  o f  i n d i v i d u a l s  o r  groups ( u n i t s ) ;  and t h a t  t h r e a t e n  th e  

s e l f - i n t e r e s t s  o f  o t h e r s  ( i n d i v i d u a l s ,  u n i t s ) "  ( P o r t e r  e t  a l . ,  1981). 

Examples o f  p o l i t i c a l  b e h a v io r  a re  c o a l i t i o n - b u i l d i n g ,  b a r g a in in g ,  

n e g o t i a t i n g ,  w h i s t l e b lo w in g ,  in su rg en cy  and w i th h o ld in g  in fo r m a t io n .

Power: a  p e r s o n ' s  p o t e n t i a l  a t  a g iv en  p o in t  i n  t im e  t o  in f lu e n c e

th e  a t t i t u d e  o r  b e h a v io r  o f  one o r  more p e r s o n s .

R a t io n a l  model: a  g o a l  d i r e c t e d ,  a n a l y t i c a l ,  and h i e r a r c h i c a l

sys tem  o f  r e f e r e n c e  f o r  o r g a n i z a t i o n  d e c i s i o n  m aking.

R e l i a b i l i t y :  s t a b i l i t y  o f  measurement ove r  t im e  b a sed  on i n t e r n a l

c o n s i s t e n c y  o f  i te m s  and c o n s i s t e n c y  o f  t e s t  a d m i n i s t r a t i o n  over  

r e p e a te d  a p p l i c a t i o n s .

S a n c t io n :  pun ishm en ts  o r  t h r e a t s  o f  p u n ish m e n ts .

S im u la t io n :  an e x e r c i s e  o r  a c t i v i t y  c lo s e  t o  r e a l - l i f e  s i t u a t i o n s

t h a t  i s  d e s ig n e d  t o  p r e d i c t  a p e r s o n ’ s f u tu r e  s u c c e s s  in  t h a t  s i t u a 

t i o n .

S i t u a t i o n a l  t e s t s :  s ta n d a r d iz e d  t e s t s ,  such a s  t h e  i n - b a s k e t ,  d e 

s ig n e d  t o  e l i c i t  l i f e l i k e  b e h a v io r  and approach  r e a l i s m .

S ta k e h o ld e r s :  g roups  h a v in g  some common c h a r a c t e r i s t i c s  ( e .  g . ,

s u p e r v i s o r s ,  q u a l i t y  c o n t r o l  i n s p e c t o r s ,  lo n g - te rm  em ployees , d a ta  p r o 

c e s s in g  de p a r tm e n t)  t h a t  have some s ta k e  o r  i n t e r e s t  in  th e  change 

i s s u e .  Some groups  m igh t  be v e ry  v o c a l ,  o t h e r s  s i l e n t .  U s u a l ly ,  a 

un ique  language and c u l t u r e  e x i s t s  among s t a k e h o ld in g  a u d ie n c e s .
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T r i a n g u l a t i o n :  th e  v e r i f i c a t i o n  o f  a p r o p o s i t i o n  from d a ta  o f

d i f f e r e n t  s o u rc e s  and m ethodo log ies  t o  s t r e n g th e n  th e  v a l i d i t y  o f  a r e 

s e a r c h  p r o j e c t .

V a l i d i t y :  fou r  in te rd e p e n d e n t  v a l i d i t y  c o n c e p ts :

1. C r i t e r i o n - r e l a t e d  v a l i d i t i e s  a re  p r e d i c t i v e  and c o n cu r

r e n t .  P r e d i c t i v e  v a l i d i t y  i n d i c a t e s  th e  e x te n t  t o  which an i n d i v i 

d u a l ' s  f u tu r e  l e v e l  on a c r i t e r i o n  can be p r e d i c t e d .

2 . C oncurren t  v a l i d i t y  i n d i c a t e s  p r e s e n t  a s s o c i a t i o n  o f  

th e  t e s t  s c o re s  w i th  a p a r t i c u l a r  c r i t e r i o n .

3 . C onten t v a l i d i t y  i s  t h e  e s t im a te  o f  how an in d iv i d u a l

p e rfo rm s  w i th in  a  g iven  domain.

4 .  C o n s t ru c t  v a l i d i t y  i n d i c a t e s  th e  r e l a t i o n  between a

h y p o th e s iz e d  t r a i t  and h ig h  o r  low s c o re s  on a t e s t .

L im i ta t io n s

There needs to  be a method o f  a n a l y s i s  f o r  th e  m y s te r i e s  o f  p o l i 

t i c a l  b e h a v io r .  A lthough t h a t  s ta te m e n t  seems c o n t r a d i c t o r y  and a l 

though th e  c o m p le x i t i e s  o f  human b e h a v io r  a re  d i f f i c u l t  t o  comprehend, 

th e  e f f o r t  o f  t h i s  r e s e a r c h  i s  t o  o f f e r  an in s t ru m e n t  t o  u n d e rs ta n d  

p o l i t i c a l  b e h a v io r  in  o r g a n i z a t i o n s .  The advan tages  o f  e x p e r im e n t in g  

w ith  th e  i n - b a s k e t  and th e  v e ry  need fo r  a r e s e a rc h  t o o l  f a r  outweigh 

th e  l i m i t a t i o n s  o f  th e  s tu d y  (L . W. P o r t e r ,  p e r s o n a l  com m unication , 

November 5 , 1984).

One l i m i t a t i o n  c h a l le n g e s  t h e  c h o ic e  o f  th e  i n -b a s k e t  in s t ru m e n t

i t s e l f .  The i n - b a s k e t  has  been r e s e a rc h e d  and used s u c c e s s f u l l y  f o r

many y e a r s  in  th e  p la n n in g ,  o r g a n i z in g ,  and c o n t r o l l i n g  a r e a s  o f  man

agem ent. Would a s h i f t  t o  p o l i t i c a l  b e h a v io r  change th e  n a tu r e  o f  th e

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



in s t ru m e n t  i t s e l f ,  o r  would th e  i n - b a s k e t  p rove  t o  be a d a p ta b le ?  I n 

d eed ,  p o l i t i c a l  b e h a v io r s  a re  u s u a l l y  m a n i f e s t  in  t h e  p a t t e r n s  o f  d a i l y  

a c t i v i t y ,  c o n v e r s a t i o n s ,  and m ee tin g s  r a t h e r  th a n  in  w r i t t e n  m a t e r i a l s  

o f  a t y p i c a l  i n - b a s k e t .  A p e r s o n ’ s p o l i t i c a l  re sp o n se  can be in  a 

l e t t e r  o r  a r e p o r t ,  b u t  o f t e n  i t  i s  th ro u g h  i n t e r p e r s o n a l  c o n ta c t  o f  

some k in d .  P o l i t i c a l  b e h a v io r s  a re  f r e q u e n t ly  s u b t l e  and sometimes 

m a n ip u la t iv e .  The te rm  p o l i t i c a l  i s  o f t e n  used p e j o r a t i v e l y .  Such 

problem s have d isc o u ra g e d  r e s e a r c h  in  p o l i t i c a l  b e h a v io r s  ( P o r t e r  e t  

a l . ,  1981). The o r i g i n a t o r  o f  t h e  i n - b a s k e t ,  F r e d e r ik s e n  ( 1 9 5 7 ) ,  

s t r o n g l y  b e l i e v e d  i t  t o  be an in s t ru m e n t  o f  u n l im i te d  p o t e n t i a l  a nd , 

t h e r e f o r e ,  i t  sh o u ld  prove t o  be a p ro d u c t iv e  v e h ic l e  fo r  f u t u r e  r e 

se a rc h  .

A nother  c oncern  i s  th e  c h o ic e  o f  e x p e r t  ju d g e s .  Are t h e r e  o b je c 

t i v e  c r i t e r i a  t h a t  mark a p e rs o n  as p o l i t i c a l l y  a s tu t e ?  Gandz and 

Murray ( 1980) su g g e s te d  t h a t  e x e c u t iv e  su c c e s s  was r e l a t e d  t o  p o l i t i c a l  

a s t u t e n e s s  because  an o r g a n i z a t i o n ' s  c l im a te  was most p o l i t i c a l  a t  

s e n io r  management l e v e l s .  I t  i s  from t h e s e  l e v e l s  t h a t  th e  ju d g es  were 

ch o sen .  A lthough th e  judges  worked u s in g  a g iven  d e f i n i t i o n  o f  p o l i t i 

c a l  b e h a v io r  and ach ie v e d  a c o n s e n s u s ,  t h i s  l i m i t a t i o n  was n o t  a l l e 

v i a t e d .

A f i n a l  l i m i t a t i o n  examined th e  background o f  th e  p e rso n  a c t i n g  

p o l i t i c a l l y ,  fo r  p a r t  o f  p o l i t i c a l  th e o ry  presumes a p e r s o n ' s  

p o s s e s s in g  a s to c k  exchange o f  f av o rs  and compromises w i th  o t h e r s  

(B u rn s ,  1961). A lthough th e  p a r t i c i p a n t ' s  i n s t r u c t i o n s  and t h e  i n 

b a s k e t  i tem s th em se lv e s  r e f e r  t o  v a r io u s  f av o rs  and a l l i a n c e s ,  a  s t r o n g  

p r e h i s t o r y  o f  s o c i a l  exchange was n o t  e s t a b l i s h e d .  R e l a t i o n s h i p s
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w i t h in  th e  s im u la t io n  on ly  were su rm ise d  and t h e r e f o r e  t e s t e d  s u p e r f i 

c i a l l y .

C o n c lu s io n

B acharach  and L aw ler  recommended b r in g in g  a c t i o n  t o  t h e  f o r e f r o n t  

o f  o r g a n i z a t i o n a l  a n a l y s i s .  They w ro te :

An a c t i o n  p e r s p e c t i v e  i s  c o n c e rn e d  w ith  d i s c o v e r in g  how p e o p le  a c t  

in  and on a g iv en  s o c i a l  s e t t i n g .  We need n o t  b e g in  by making any 

a ssu m p tio n s  about t h e  c o n s e n s u a l  n a tu r e  o f  o r g a n i z a t i o n s  b u t ,  

r a t h e r ,  concern  o u r s e lv e s  w i th  d e c ip h e r in g  th e  p a t t e r n e d  r e l a t i o n 

s h ip s  between a c t o r s '  d e f i n i t i o n s  o f  th e  s i t u a t i o n  and t h e i r  con

se q u en t  b e h a v io r .  The a c t i o n  p e r s p e c t i v e  may g iv e  r i s e  t o  a 

phenom enolog ica l  p e r s p e c t i v e  on o r g a n i z a t i o n s .  We, how ever ,  con

te n d  t h a t  an a c t i o n  p e r s p e c t i v e  can  se rv e  a n o th e r  p u rp o se :  I t

p ro v id e s  a means o f  a r r a y i n g  t h e  v a r io u s  c o n c e p ts  and themes from 

p r e v io u s  s o c i a l  p s y c h o lo g ic a l  r e s e a r c h  t h a t  a r e  germane t o  th e  

developm ent o f  a p o l i t i c a l  th e o r y  o f  o r g a n i z a t i o n s .  Taking an 

a c t i o n  p e r s p e c t i v e ,  s o c i a l  p s y c h o lo g i s t s  who a re  co n cern ed  w ith  

p o l i t i c s  s t r e s s  such i s s u e s  as  a c t o r s '  d e f i n i t i o n s  o f  t h e  power 

s i t u a t i o n  and th e  t a c t i c a l  a c t i o n s  th e y  u n d e r ta k e  t o  b r in g  about 

d e s i r e d  outcom es. For s o c i a l  p s y c h o l o g i s t s ,  p o l i t i c s  i s  a s e r i e s  

o f  c o m p e t i t iv e  t a c t i c a l  e n c o u n te r s .  These e n c o u n te r s  e n t a i l  an 

a sse ssm e n t  o f  t h e  s i t u a t i o n  ( t h a t  i s ,  an e v a lu a t i o n  o f  o n e 's  power 

v i s - a - v i s  t h a t  o f  s i g n i f i c a n t  c o m p e t i t o r s ) , and a s e l e c t i o n  o f  

c o u n t e r t a c t i c s  by which t o  th w a r t  th e  c o m p e t i t o r s '  t a c t i c s .  

P a r a l l e l  e n c o u n te r s  o c c u r  i n  o r g a n i z a t i o n a l  s e t t i n g s .  (1981, p . 

7)
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B acharach  and L aw ler  saw th e  need  t o  s p e c i f y  th e  v i a b l e  u n i t s  o f  p o l i 

t i c a l  a c t i o n .  The in s t ru m e n t  o f  t h e  r e s e a r c h  i s  v e ry  much an a c t i o n  

based  e x p e r im e n t  com ple te  w ith  u n i t s  o f  a n a l y s i s — th e  10 d im ens ions  o f  

p o l i t i c a l  b e h a v io r .

The p o l i t i c a l  a s tu t e n e s s  o f  e d u c a t io n a l  l e a d e r s  in  a complex w orld  

must i n c r e a s e .  The M eret i n - b a s k e t  p r o v id e s  a  v e h ic l e  fo r  f u t u r e  r e 

s e a r c h ,  a  d i a g n o s t i c  and p e r s o n a l  developm ent t o o l  (M o r r iso n ,  M cC all ,  & 

D eV rie s ,  1978) and a r e s p o n s i b le  d i s c u s s io n  p o in t  fo r  l e a d e r s  and o r 

g a n iz a t i o n  t h e o r i s t s .

The fo l lo w in g  c h a p te r  l a y s  th e  groundwork f o r  t h e  i n s t r u m e n t ' s  

t h e o r e t i c a l  and p r a c t i c a l  fo u n d a t io n .  In  i t ,  t h e  l i t e r a t u r e  i s  r e 

viewed in  t h r e e  p a r t s :  (1 )  t h e  c o n c ep t  o f  p o l i t i c a l  b e h a v io r ,  (2 )  th e

p o l i t i c a l  a c t o r ,  and (3 )  th e  i n - b a s k e t  in s t ru m e n t  i t s e l f .
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CHAPTER TWO 

Review o f  t h e  L i t e r a t u r e  

I n t r o d u c t i o n

The s low  e x p l i c a t i o n  o f  o r g a n i z a t i o n a l  p o l i t i c s  in  s c h o l a r l y  l i t 

e r a t u r e  s tem s from v a r io u s  r e a s o n s .  The s e n s i t i v i t y  o f  th e  a r e a ,  th e  

p e j o r a t i v e  n a tu r e  o f  th e  word p o l i t i c a l , i t s  i n t e r d i s c i p l i n a r y  a s p e c t s ,  

th e  dominance o f  th e  r a t i o n a l  m odel, and th e  la c k  o f  m e th o d o lo g ic a l  

t o o l s  a r e  a l l  s i g n i f i c a n t  o b s t a c l e s  t o  b u i ld i n g  a  th e o ry  o f  o r g a n iz a 

t i o n a l  p o l i t i c s  th rough  e m p i r ic a l  r e s e a r c h .  What l i t e r a t u r e  does e x i s t  

on o r g a n i z a t i o n a l  p o l i t i c s  h as  f a i l e d ,  a c c o rd in g  t o  F a r r e l l  and P e t e r 

son (1 9 8 2 ) ,  t o  d i s t i n g u i s h  ( a )  p r e s c r i b e d  job  b e h a v io r  from d i s c r e t i o n 

a ry  p o l i t i c a l  b e h a v io r ,  (b )  c a l c u l a t e d  from a c c i d e n ta l  p o l i t i c a l  behav

i o r ,  and ( c )  macro from m icro  l e v e l s  o f  a n a l y s i s .  C o n se q u e n tly ,  th e  

c o n c e p tu a l  w r i t i n g s  about p o l i t i c a l  b e h a v io r  and th e  m eth o d o lo g ie s  em

b ra c e d  t o  s tu d y  th e  phenomena r e f l e c t  t h e s e  o b s t a c l e s .

The f i r s t  p a r t  o f  t h i s  c h a p te r  exam ines th e  h i s t o r i c a l  and t h e o r e 

t i c a l  u n d e rp in n in g s  o f  th e  s tu d y  o f  o r g a n i z a t i o n a l  p o l i t i c a l  b e h a v io r .  

E x p lo ra to ry  models and c a t e g o r i e s  o f  p o l i t i c a l  b e h a v io r  t h a t  e v e n tu a l l y  

emerged from th e  t h e o r e t i c a l  s o u rc e s  a r e  r e p o r t e d  and s y n th e s i z e d  i n t o  

a  ty p o lo g y  o f  p o l i t i c a l  b e h a v io r .  E n r ic h in g  t h i s  ty p o lo g y  i s  an a n a ly 

s i s  o f  s e v e r a l  contem porary  s t u d i e s  aimed d i r e c t l y  a t  p o l i t i c a l  behav

i o r .  P a r t  one forms a m ajor p o r t i o n  o f  t h e  u n d e r ly in g  t h e o r e t i c a l  con

s t r u c t  u sed  t o  deve lop  th e  i n - b a s k e t  in s t r u m e n t .

A no ther  p o r t i o n  o f  th e  i n s t r u m e n t ' s  u n d e r ly in g  c o n s t r u c t  i s  th e  

body o f  s o c i a l  exchange t h e o r y ,  w i th  i t s  emphasis on power which i s
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rev iew ed  in  p a r t  two th rough  an a n a l y s i s  o f  th e  p o l i t i c a l  a c t o r .  The 

t h i r d  and f i n a l  p a r t  o f  th e  l i t e r a t u r e  rev iew  examines th e  in - b a s k e t  

in s t r u m e n t ,  i t s  h i s t o r y ,  and i t s  m ajor  c h a r a c t e r i s t i c s .

P o l i t i c a l  B ehav ior  in  O rg a n iz a t io n s  

In  one o f  th e  e a r l i e s t  d i s c u s s io n s  o f  i n d iv i d u a l  p o l i t i c a l  a c t i 

v i t y  in  o r g a n i z a t i o n s ,  Burns drew c o n c lu s io n s  from s t u d i e s  o f  p o l i t i c a l  

c o n f l i c t  in  B r i t i s h  e l e c t r o n i c s  f i rm s .  He o f f e r e d  th e  d e f i n i t i o n :  

" B ehav io r  i s  i d e n t i f i e d  as  p o l i t i c a l  when o th e r s  a r e  made use  o f  as  r e 

s o u rc e s  in  c o m p e t i t iv e  s i t u a t i o n s "  (1961 , p .  257 ) .  For B urns ,  p o l i t i 

c a l  a c t i o n  always in v o lv e d  th e  advancement o f  s e l f - i n t e r e s t  and th e  

n o t io n  o f  exchange or c o n t r a c t s .  " P o l i t i c s ,  t h e n , "  he w r o te ,  " in v o lv e s  

o b l i g a t i o n s ,  which a r e  th e  exchange o f  c u rre n c y  o f  r e s o u r c e s "  (1961 , p .  

279 ) .  The e x p l o i t a t i o n  o f  human, p h y s i c a l ,  o r  even sym bolic  r e s o u r c e s  

f o r  t h e  achievem ent o f  more c o n t r o l  over  o t h e r s  was em phasized by 

B urns . Z a le z n ik  (1970) c a l l e d  B u r n s 's  s to c k  exchange o r  o b l i g a t i o n s  

id e a  th e  bank ing  system  in  power t r a n s a c t i o n s  and A l l i s o n  (1971) r e 

f e r r e d  t o  th e  p u l l i n g  and h a u l in g  over  r e s o u r c e s .  S e l f - i n t e r e s t  may be 

i n d i v i d u a l  o r  c o l l e c t i v e ,  b u t  i t  always makes a c la im ,  as  P e t t i g r e w  

s t a t e d ,  " a g a i n s t  th e  r e s o u r c e  s h a r in g  system  o f  th e  o r g a n iz a t io n "  

( 1975, p .  192).

Looking a t  th e  o r g a n iz a t io n  as a w hole , March p r e s e n te d  a 

p r e s c i e n t  and in n o v a t iv e  pap e r  t o  th e  American P o l i t i c a l  S c ie n c e s  Asso

c i a t i o n  in  1962. For t h e  f i r s t  t im e ,  a t t e n t i o n  was c a l l e d  t o  th e  p o l i 

t i c a l  r e a l i t i e s  o f  b u s in e s s e s .  March s t a t e d ,  "A b u s in e s s  f i rm  i s  a 

p o l i t i c a l  c o a l i t i o n  and th e  e x e c u t iv e  in  th e  f i rm  a p o l i t i c a l  b r o k e r .
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The c o m p o s i t io n  o f  th e  f irm  i s  n o t  g iv e n ;  i t  i s  n e g o t i a t e d .  The g o a ls  

o f  t h e  f i rm  a r e  no t g iv e n ;  th e y  a r e  b a rg a in e d "  (1962 , p .  672 ) .

A f t e r  B u r n s 's  and M arch 's  s i g n i f i c a n t  c o n t r i b u t i o n s ,  d e f i n i t i o n s  

o f  o r g a n i z a t i o n a l  p o l i t i c a l  b e h a v io r  appeared  s p o r a d i c a l ly  in  t h e  l i t 

e r a t u r e .  Because what one i n d iv i d u a l  may te rm  p o l i t i c a l  may no t  be 

v iew ed so by a n o th e r ,  an agreement on a  d e f i n i t i o n  must be r ea c h e d  t o  

u n d e rs ta n d  b e t t e r  th e  p o l i t i c a l  p r o c e s s e s  in  o r g a n i z a t i o n s .  Mayes and 

A l le n  s u b s t a n t i a t e d  th e  im portance  o f  i n f lu e n c e  and b e h a v io r s  non

s a n c t io n e d  by th e  o r g a n i z a t i o n s .  T h e i r  d e f i n i t i o n  re a d :  "O rg an iz a 

t i o n a l  p o l i t i c s  i s  t h e  management o f  i n f lu e n c e  t o  o b t a in  ends n o t  sa n c 

t io n e d  by th e  o r g a n iz a t io n  o r  t o  o b t a in  s a n c t io n e d  ends th ro u g h  non

s a n c t io n e d  in f lu e n c e  means" (1977 , p .  675 ) .

P o r t e r  e t  a l .  p r e s e n te d  a n o th e r  d e f i n i t i o n  in  t h e i r  summative 

pape r  on upward in f lu e n c e  in  o r g a n i z a t i o n s .  I t  was a s y n th e s i s  o f  th e  

p re c e e d in g  d e f i n i t i o n s ,  where o r g a n i z a t i o n a l  p o l i t i c a l  b e h a v io r  was de

f in e d  a s :

S o c i a l  in f lu e n c e  a t te m p ts  t h a t  a r e  d i s c r e t i o n a r y  ( i .  e . ,  t h a t  a r e  

o u t s i d e  th e  b e h a v io r a l  zones p r e s c r ib e d  o r  p r o h ib i t e d  by th e  f o r 

mal o r g a n i z a t i o n ) ,  and t h a t  a r e  in te n d e d  (d e s ig n e d )  t o  promote o r  

p r o t e c t  th e  s e l f - i n t e r e s t s  o f  i n d iv i d u a l s  o r  groups ( u n i t s ) .  

These s e l f - i n t e r e s t s  t h r e a t e n  th e  s e l f - i n t e r e s t s  o f  o t h e r s  ( i n d i 

v i d u a l s ,  u n i t s ) .  (1981, p .  112)

Adding th e  c l a s s i c  r e s o u rc e  s h a r in g  e lem ent r e f e r r e d  t o  by Burns (1961) 

would a m p lify  t h i s  d e f i n i t i o n .

Many w r i t e r s  have u rged  a p o l i t i c a l  framework fo r  th e  s tu d y  o f  o r 

g a n iz a t i o n s  (Benson, 1983; Dyson, 1976; F r o s t ,  1980; S c h o l l ,  1981; and
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Tushman, 1977). The c o n v e n t io n a l  v iew  o f  o r g a n i z a t i o n s  h as  been 

r a t i o n a l .  I t s  p o s i t i v i s t  m ethodology o f t e n  became an end in  i t s e l f ,  

and th e  n o n q u a n t i f i a b l e  f a c t o r s  such as  c u l t u r e ,  en v iro n m en t ,  c a u s a l  

e le m e n ts ,  pow er, and p o l i t i c s  were on ly  o c c a s i o n a l l y  c o n s id e r e d ,  l e t  

a lo n e  r e s e a r c h e d .

The h i s t o r i c a l  a n te c e d e n t s  t o  t h e  p o l i t i c a l  a s p e c t s  o f  o r g a n iz a 

t i o n s  c h a l l e n g e d  th e  o rthodox  s c h o o ls .  For  exam ple, Meyers ( 1978) saw 

th e  t r a d i t i o n a l  r e s e a r c h  as  a  c e l e b r a t i o n  o f  t h e  myths o f  r a t i o n a l i t y .  

P f e f f e r ,  c o n c e n t r a t i n g  on th e  m i c r o p o l i t i c s  o f  o r g a n i z a t i o n s ,  s t a t e d :  

" O r g a n iz a t io n s  a r e  n o t  r a t i o n a l  d e c i s i o n  m echanism s, b u t  r a t h e r  a re n a s  

in  which p e r s o n s  and groups p a r t i c i p a t e "  (1 9 7 8 ,  p .  3 7 ) .  Looking fo r  

answers t o  t h e  n o n r a t i o n a l  l in k a g e s  in  o r g a n i z a t i o n s ,  Weick (1976) 

s te p p e d  i n t o  t h e  u n c h a r te r e d  w a te rs  w i th  h i s  lo o s e - c o u p l in g  c o n c e p t .  

Who had  d a re d  q u e s t io n  a m b ig u i t i e s  in  o r g a n i z a t i o n s  b e fo r e  Cohen and 

March ( 1974)?

Benson (1983) c a l l e d  t h e s e  w r i t e r s  th e  d e m y th o lo g iz e r s . His 

a t t e n t i o n  t o  t h e  im por tance  o f  t h e  d i a l e c t i c a l  n a t u r e  o f  o r g a n i z a t i o n s  

em phasized th e  n o n r a t i o n a l  change p r o c e s s e s  in  o r g a n i z a t i o n s  (B a d e r ,  

1982).

The p o l i t i c a l  model i s  s t i l l  no t  f u l l y  deve loped  and c e r t a i n l y  no t  

e s t a b l i s h e d .  I t  b e g in s  t o  accoun t fo r  what t h e  r a t i o n a l  model canno t 

e x p l i c a t e ,  b u t  i t  needs m a tu r in g .  I r o n i c a l l y ,  m a t u r i t y  b u i l d s  on th e  

n a tu r e  and amount o f  e m p i r i c a l  s t u d i e s .  Over 20 y e a r s  a g o ,  March 

( 1962) s t a t e d  t h a t  t h e  p o l i t i c a l  th e o r y  was n e i t h e r  w e l l  d e f in e d  n o r  

p o s s e s s in g  a p a r t i c u l a r l y  s t r o n g  lan g u a g e .  "The r e s e a r c h  i s  th e  m ic ro 

p o l i t i c s  o f  o r g a n i z a t i o n s  i s  in  i t s  i n f a n c y , "  w ro te  P o r t e r  e t  a l .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



25

(1981 , p .  144). R e c e n t ly ,  a few s t e p s  have been t a k e n ,  and th e s e  in 

s t a n c e s  w i l l  be a d d re s s e d  s h o r t l y .

The t o p i c s  o f  power and p o l i t i c s  a r e  p ro b le m a t ic  in  n a tu r e  

( P f e f f e r ,  1981). D i f f i c u l t  t o  d e f i n e  and m easu re ,  th e y  a r e  t roub le som e  

c o n c e p ts  t o  p r a c t i c i n g  managers becau se  o f  t h e i r  i m p l ic a t i o n s  and con

n o t a t i o n s .  A f t e r  a l l ,  m anagers a re  h e a v i l y  s o c i a l i z e d  t o  t h e  r a t i o n a l  

im p e r a t iv e s .  Z a le z n ik  w ro te :  " E x e c u t iv e s  a r e  r e l u c t a n t  t o  acknowledge

th e  p l a c e  o f  power bo th  in  i n d i v i d u a l  m o t iv a t io n  and in  o r g a n i z a t i o n a l  

r e l a t i o n s h i p s .  Somehow, power and p o l i t i c s  a re  d i r t y  words" (1970 , p .  

4 8 ) .  I n  f a c t ,  o r g a n i z a t i o n s  and i n d i v i d u a l s  te n d  t o  deny p o l i t i c a l  b e 

h a v io r  th e y  may be p a r t  o f ,  p a r t i c u l a r l y  r e l a t e d  t o  d e c i s i o n  making 

( P o r t e r  e t  a l . ,  1981). I t  i s  a t o p i c  u s u a l l y  h id d en  from p u b l i c  v iew — 

t h e  d a rk  s id e  o f  o r g a n i z a t i o n a l  b e h a v io r .  "For t h e s e  re a s o n s  and 

m o re ,"  w ro te  P o r t e r  e t  a l . ,  "any  d i r e c t  a t t e m p ts  t o  s tu d y  th e  p o l i t i c s  

o f  upward i n f l u e n c e  in  a f i e l d  s e t t i n g  a r e  v i r t u a l l y  doomed from th e  

s t a r t "  (1 9 8 1 ,  p .  134).

As much as a c l e a r  p o l i t i c a l  model o f  o r g a n i z a t i o n  th e o r y  i s  

needed  t o  u n d e rs ta n d  and t o  a n a ly z e  o r g a n i z a t i o n a l  b e h a v io r ,  i t  w i l l  be 

a  long  way in  coming. A s t r o n g  m odel,  N a d le r  (1980) o b se rv e d ,  must be 

e x p l i c i t ,  t h e o r y  b a se d ,  o p e r a t i o n a l l y  d e f i n e d ,  e m p i r i c a l l y  v a l i d a t e d ,  

v a l i d  ( f a c e  v a l i d i t y ) ,  and g e n e r a l .  The c r i s i s ,  d e c la r e d  Benson 

(1 9 8 3 ) ,  i s  t h e  f a c t  t h a t  p o l i t i c a l  a c t o r s  and f o rc e s  may l i e  o u t s id e  

th e  scheme o f  a n a l y s i s .  H e re in  i s  t h e  weakness o f  t r a d i t i o n a l  o r g a n i 

z a t i o n a l  th e o r y  because  i t  h a s  f a i l e d  t o  r e f l e c t  upon i t s  own p r a x i s .

The e a r l i e s t  s t u d i e s  o f  p o l i t i c a l  b e h a v io r  have  been o b s e r v a t io n a l  

ones by p r a c t i t i o n e r s  in  th e  f i e l d  (B u rn s ,  1961; P e t t i g r e w ,  1975;
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Z a le z n ik ,  1970). The t r e n d  t o  s tu d y  r e s o u r c e  a l l o c a t i o n  h as  been  con

s i s t e n t ,  and as e a r l y  as  1962, March n o te d ,  "Problems in  p o l i t i c s  have 

been s t u d i e d  from th e  p o in t  o f  view o f  c o n c e p ts  deve loped  fo r  economic 

sy s tem s"  ( p .  6 6 5 ) .  P f e f f e r  and Moore (1980) have s p e c i a l i z e d  in  budget 

and power a n a ly s e s  in  u n i v e r s i t y  s e t t i n g s .

For t h e  most p a r t ,  t h r e e  v a r i a b l e s  f o s t e r  p o l i t i c a l  a c t i v i t y :  un

c e r t a i n t y ,  th e  im portance  o f  th e  a c t i v i t y  t o  th e  l a r g e r  o r g a n i z a t i o n ,  

and th e  s a l i e n c e  o f  th e  i s s u e  t o  th e  i n d i v i d u a l .  U n c e r ta in ty  in c lu d e s  

r e o r g a n i z a t i o n a l  changes and p e r s o n n e l  c h a n g e s .  When u n c e r t a i n t y  com

b in e s  w i th  p e r s o n a l  s t a k e s ,  th e  i n d i v i d u a l  w i l l  most l i k e l y  c o n s id e r  

p o l i t i c a l  a c t i o n s  ( P o r t e r  e t  a l . ,  1981). A f i n a l  c o n d i t io n  f o r  p o l i t i 

c a l  a c t i v i t y  r e i t e r a t e s  t h e  r e s o u r c e  s c a r c i t y  d i s c u s s io n  o f  Burns 

(1 9 6 1 ) .  What, t h e n ,  a re  t h e s e  p o l i t i c a l  a c t i v i t i e s ?

Models and C l a s s i f i c a t i o n s  o f  P o l i t i c a l  B ehavior

A v a r i e t y  o f  l i s t i n g s  o f  p o l i t i c a l  b e h a v io r  e x i s t  in  s e v e r a l  a ca 

demic d i s c i p l i n e s .  A few o f  th e  l i s t s  a r e  o p e r a t i o n a l l y  d e f in e d  and 

none a r e  e m p i r i c a l l y  v a l i d a t e d .  C e r ta i n  w r i t e r s  have a m p l i f i e d  one or 

more s p e c i a l  p o l i t i c a l  b e h a v io r s .  For  exam ple, Dyson (1976) l i s t e d  

w i th h o ld in g  in fo rm a t io n  and e x p l o i t i n g  th e  incom petence o f  o t h e r s  as 

gam elike  q u a l i t i e s  in  o r g a n i z a t i o n s .  Recent e f f o r t s  have been made to  

e x te n d  A l l i s o n ' s  famous Model I I I  as  a b a s i s  f o r  e m p i r i c a l  r e s e a r c h  

(M urray , 1979). Model I I I  a t t r i b u t e s  i n t e r n a t i o n a l  po l icym ak ing  t o  th e  

c o m p le x i t i e s  o f  p o l i t i c a l  b e h a v io r .  The model complements th e  

r a t i o n a l  ( I )  and o r g a n i z a t i o n a l  p r o c e s s  ( I I )  o n e s ,  and in d e e d ,  i t  

b r in g s  t h e  p o l i t i c a l  a c to r  i n t o  f o c u s .  A l l i s o n  summarized: "What

moves t h e  c h e ss  p i e c e s  i s  n o t  s im ply  th e  re a s o n s  t h a t  s u p p o r t  a c o u rs e

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



27

o f  a c t i o n  ( I ) ,  or  th e  r o u t i n e s  o f  o r g a n iz a t io n s  ( I I )  t h a t  e n a c t  an 

a l t e r n a t i v e ,  b u t  th e  power and s k i l l  o f  p ro p o n en ts  and opponen ts  o f  th e  

a c t i o n  in  q u e s t io n "  (1971, p .  145). For A l l i s o n ,  th e  a c t i o n s  and d e c i 

s io n s  o f  n a t i o n a l  governments shou ld  be seen  as c o l l a g e s  o f  p o l i t i c a l  

b e h a v io r ,  such as  c o a l i t i o n s ,  b a r g a i n s ,  comprom ises, games, and a c t io n  

c h a n n e l s .  O th e r  examples o f  p o l i t i c a l  b e h a v io r  from th e  p o l i t i c a l  

s c ie n c e  d i s c i p l i n e  a re  p r e s e n te d  by Lindblom (1 9 8 0 ) ,  who u s e s  t h e  word 

p la y  i n s t e a d  o f  th e  words i n t e r a c t  ion o r  b e h a v io r  and r e f e r s  t o  p e r s u a 

s io n ,  t h r e a t s ,  exchanges ,  m utual a d ju s tm e n t ,  and c o n t r o l .

Many a d d i t i o n a l  examples o f  p o l i t i c a l  b e h a v io r  a r e  d e s c r ib e d  by 

p r o f e s s i o n a l s  in  th e  o r g a n i z a t i o n a l  development (OD) d i s c i p l i n e .  

R ecogn iz ing  th e  f a c t  t h a t  OD c o n s u l t a n t s  e n t e r  i n to  p o l i t i c a l  a r e n a s ,  

th e y  have d e l i n e a t e d  s t r a t e g i c  b e h a v io r  f o r  them. For exam ple, Schein 

(1977) i n d i c a t e d  s e v e r a l  methods: r e s e a r c h ,  t r a d e - o f f s ,  a l i g n i n g  w ith

a pow erfu l  o t h e r ,  u s in g  a n e u t r a l  c o v e r ,  and w i th h o ld in g  in fo rm a t io n  as 

c h o ic e s  o f  p o l i t i c a l  b e h a v io r s .  Bateman ( 1980) r e i t e r a t e d  th e  model o f  

p o l i t i c a l  i n f lu e n c in g  b e h a v io r s  o f  Mayes and A l le n  (1 9 7 7 ) .  He recom

mended OD c o n s u l t a n t s  fo l lo w  t h a t  framework o f  b e h a v io r s :  c o n s id e r a 

t i o n s  o f  p o l i t i c a l  g o a l s ,  power a n a ly s e s ,  i d e n t i f i c a t i o n  and commitment 

o f  p o l i t i c a l  t a r g e t s ,  im p lem en ta t ion  o f  power t a c t i c s ,  and c o n s ta n t  

m o n i to r in g  o f  th e  p r o c e s s .  A lthough th e s e  e lem en ts  a re  d e s c r ib e d  

s e q u e n t i a l l y ,  th e y  a c t u a l l y  o v e r la p  and i n t e r t w i n e .

The OD l i t e r a t u r e  has  c o n t in u e d  t o  a s s i s t  th e  u n d e rs ta n d in g  o f  

p o l i t i c a l  r e a l i t i e s  in  o r g a n i z a t i o n s .  O r i g i n a l l y ,  Bennis had  s t ro n g  

words t o  s a y .  "There seems t o  be a fundam ental d e f i c i e n c y  in  models o f  

change a s s o c i a t e d  w ith  o r g a n i z a t i o n a l  deve lopm ent. I t  s y s t e m a t i c a l l y
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a v o id s  th e  problem  o f  power, o r  t h e  p o l i t i c s  o f  change" (1969 , p .  7 8 ) .  

P e t t i g r e w  ( 1975) was one o f  t h e  f i r s t  OD p r o f e s s i o n a l s  t o  a d d re s s  th e  

p o l i t i c a l  c o n te x t  o f  th e  OD i n t e r v e n t i o n i s t ' s  work. He c i t e d  f iv e  

power r e s o u r c e s  n e c e s s a ry  fo r  t h e  c o n s u l t a n t :  e x p e r t i s e ,  c o n t r o l  over

i n f o r m a t io n ,  p o l i t i c a l  a c c e s s  and s e n s i t i v i t y ,  a s s e s s e d  s t a t u r e ,  and 

group s u p p o r t .  For P e t t i g r e w ,  a c o n s u l t a n t ' s  i n e f f e c t i v e n e s s  r e s u l t s  

from r e a c t i n g  t o  r a t h e r  th a n  a n t i c i p a t i n g  p o l i t i c a l  e v e n t s .  Bennis 

would a g re e .

" U nders tand ing  and s k i l l f u l  use  o f  an o r g a n i z a t i o n ' s  p o l i t i c a l  

dynamics a r e  e s s e n t i a l  f o r  s u c c e s s f u l  OD i n t e r v e n t i o n s , "  w ro te  

M a rg u l ie s  and R aia  (1984, p .  2 0 ) .  T h e i r  model recommended th e  need t o  

i d e n t i f y  and use a v a i l a b l e  s o u rc e s  o f  power, th e  need t o  deve lop  p o l i 

t i c a l  s k i l l s ,  and th e  need t o  expand p e r s p e c t i v e s  o f  t h e  c o n s u l t i n g  

r o l e .  For them, p o l i t i c a l  b e h a v io r  in c lu d e d  such s k i l l s  fo r  th e  change 

a g e n t  a s  expansion  o f  o n e 's  power b a s e ,  th e  developm ent o f  s u p p o r t  n e t 

w orks ,  and th e  management o f  o n e 's  image.

Most r e c e n t l y ,  Cobb ( 1986) o rg a n iz e d  a t h e o r e t i c a l  model t o  a s s i s t  

OD c o n s u l t a n t s  in  th e  p o l i t i c a l  d i a g n o s i s  o f  th e  c l i e n t  sy s tem . Recog

n i z i n g  th e  m ic ro ,  i n t e r m e d ia t e ,  and macro l e v e l s  o f  a c l i e n t  sy s tem , he 

p r e s e n te d  a d i s p o s i t i o n a l ,  o r  s t a g e  s e t t i n g  a p p ro ach ,  t o  p o l i t i c a l  

s i t u a t i o n s  t h a t  in c lu d e d  forms o f  s ta k e h o ld e r  a n a l y s i s ,  c o a l i t i o n s ,  and 

netw ork  l in k a g e s .  H is  pu rpose  was t o  deve lop  an i n i t i a l  "map" o f  t h i s  

p o l i t i c a l  t e r r i t o r y  f o r  th e  OD c o n s u l t a n t .  For Cobb, i n d i v i d u a l s  and 

groups a re  th e  main s o u rc e s  o f  in fo r m a t io n .

The P o r t e r  e t  a l .  s tu d y  (1981) a d d re s s e s  th e  c o m p le x i t i e s  o f  

p o l i t i c a l  b e h a v io r  in c lu d in g  norms, s i t u a t i o n a l  f a c t o r s ,  a c to r
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c h a r a c t e r i s t i c s ,  t a r g e t  s e l e c t i o n ,  and m ethods .  The a u th o r s  use  a 

c l a s s i f i c a t i o n  sy s tem  summarized from Mowday t h a t  i s  i n s u f f i c i e n t  f o r  

th e  p r e s e n t  r e s e a r c h .  The f iv e  b e h a v io r s  ( t a c t i c s )  o f  th e  c l a s s i f i c a 

t i o n  do no t  in c lu d e  th e  i n f lu e n c e  m ethods h i g h l i g h t e d  in  t h e  A l l e n ,  

M adison , P o r t e r ,  Renwick and Mayes s tu d y  (1 9 8 0 ) .  D e s p i te  th e  weak

n e s s e s  o f  t h e  c l a s s i f i c a t i o n  m odel, t h i s  c o n c e p tu a l  paper  e x p lo r e s  

s a l i e n t  h y p o th e s e s  r e g a r d in g  o r g a n i z a t i o n a l  p o l i t i c s .

In  c o n t r a s t  t o  most o f  th e s e  c l a s s i f i c a t i o n s  o f  p o l i t i c a l  b e h a v io r  

which a r e  on th e  m ic r o l e v e l ,  Z a ld  and B e rg e r  ( 1978) t r a n s f e r r e d  t h r e e  

phenomena o f  s o c i a l  movements t o  o r g a n i z a t i o n s .  R a re ly  has  o r g a n iz a 

t i o n a l  p o l i t i c s  t a k e n  n o te  o f  p o l i t i c a l  p r o c e s s e s  in  n a t io n s  and commu

n i t i e s ,  and Z a ld  and B erger  e x p lo re d  j u s t  t h a t .  With s p e c i f i c  o r g a n i 

z a t i o n  c a s e s  t o  s u b s t a n t i a t e  t h e i r  p o i n t s ,  t h e  a u th o r s  d e s c r ib e d  coup 

d ' e t a t ,  b u r e a u c r a t i c  in su rg e n c y  and mass movements as  u n c o n v e n t io n a l  

p o l i t i c a l  a c t i v i t i e s .

The model o f  F a r r e l l  and P e t e r s o n  (1982) subsumed many o f  t h e  

above b e h a v io r s  in  an e x p l i c i t  framework. In  f a c t ,  t h e i r  e f f o r t  t o  de

v e lo p  th e  ty p o lo g y  was from th e  n e g le c t  o f  d i s t i n g u i s h i n g  th e  v a r io u s  

ty p e s  o f  o r g a n i z a t i o n a l  b e h a v io r .  For them , p o l i t i c a l  b e h a v io r  was 

e i t h e r  l e g i t i m a t e  o r  i l l e g i t i m a t e .  T h e i r  te rm  i l l e g i t i m a t e  i s  impor

t a n t  t o  d e f i n e .  I t  i s  ex trem e p o l i t i c a l  b e h a v io r  t h a t  v i o l a t e s  th e  

" r u l e s  o f  t h e  game" o f  t h e  o r g a n i z a t i o n .  I t  i s  a c t i o n  to o  dangerous  or 

t h r e a t e n i n g  t o  th e  o r g a n i z a t i o n  f o r  t h e  o r g a n i z a t i o n  t o  a l lo w .  I t  i s  

u s u a l l y  u n d e r ta k e n  by a l i e n a t e d  members and by th o s e  who f e e l  th e y  have 

l i t t l e  t o  l o s e .  O f ten  t h i s  form o f  p o l i t i c a l  b e h a v io r  r i s k s  lo s s  o f  

membership o r  ex trem e s a n c t io n s  on th e  p a r t  o f  th e  p o l i t i c a l  a c t o r .
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W ith in  t h e s e  two c a t e g o r i e s ,  b e h a v io r  can a l s o  be p la c e d  i n t o  a quad

r a n t :  i n t e r n a l / v e r t i c a l ,  i n t e r n a l / l a t e r a l ,  e x t e r n a l / v e r t i c a l ,  and ex

t e r n a l / l a t e r a l .  The i n t e r n a l / e x t e r n a l  range  a l lo w s  f o r  t h e  open s y s 

tems r e a l i t y  o f  o r g a n i z a t i o n s  to d a y .  The more f a m i l i a r  v e r t i c a l / l a t e 

r a l  b e h a v io r s  a re  e x e m p l i f ie d  by a p p le - p o l i s h in g  and exchange o f  

f a v o r s .

I n s e r t  F ig u re  1 abou t h e re

Summaries o f  S ix  o f  t h e  Most T im ely  and R e lev an t  S tu d ie s

A c tu a l  s t u d i e s  o f  p o l i t i c a l  b e h a v io r  in  o r g a n i z a t i o n s  have been 

q u i t e  r a r e ,  th e  e x c e p t io n  b e in g  P f e f f e r ' s  s tu d y  o f  th e  b u d g e ta ry  p ro 

c e s s  in  a u n i v e r s i t y  s e t t i n g  (1 9 8 0 ) .  The fo l lo w in g  s i x  summaries a re  

s i g n i f i c a n t  t r a n s i t i o n s  from th e  e a r l i e r  c o n c e p tu a l  w r i t i n g s  and , as 

s u c h ,  c o n t r i b u t e  t o  th e  c o n s t r u c t  v a l i d i t y  o f  th e  p roposed  in s t r u m e n t .

A l le n  e t  a l .  (1980) o f f e r e d  an u nusua l  in q u i r y  i n t o  o r g a n i z a t i o n a l  

p o l i t i c s  th ro u g h  a s tu d y  o f  m a n a g e r ia l  p e rs o n n e l  in  30 e l e c t r o n i c s  o r 

g a n i z a t i o n s .  The r e s e a r c h e r s  used  open-ended q u e s t io n s  in  s e m is t r u c 

t u r e d  in te r v ie w s  such as "What a r e  th e  t a c t i c s  o f  o r g a n i z a t i o n a l  p o l i 

t i c s  o f  which you a re  aware?" and "What a r e  th e  p e r s o n a l  c h a r a c t e r i s 

t i c s  o f  th o s e  peop le  you f e e l  a r e  more e f f e c t i v e  in  th e  use  o f  o r g a n i 

z a t i o n a l  p o l i t i c s ? "  (1 9 7 9 ,  p .  7 7 ) .  The answ ers t o  t h e s e  q u e s t io n s  r e 

s u l t e d  in  t a b l e s  o f  p o l i t i c a l  t a c t i c s  and p e r s o n a l  c h a r a c t e r i s t i c s  o f  

e f f e c t i v e  p o l i t i c a l  a c t o r s .  The managers in  th e  s tu d y  were a b le  and 

w i l l i n g  t o  i d e n t i f y  t h e  b e h a v io r s ,  and th e  r e s e a r c h e r s  s t a t e d  t h a t  th e  

m anagers c i t e d  t h r e e  t a c t i c s :  a t t a c k i n g  o r  b lam ing  o t h e r s ,  use o f
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in fo r m a t io n ,  and im p re ss io n  management. The sample o f  managers d id  not 

rea c h  a co n sen su s  on p e r s o n a l  c h a r a c t e r i s t i c s ,  b u t  th e  c h a r a c t e r i s t i c s  

most c i t e d  ( a r t i c u l a t e n e s s ;  s e n s i t i v i t y  t o  o t h e r  i n d i v i d u a l s ,  s i t u a 

t i o n s ,  and o p p o r t u n i t i e s ;  and competence) have  a l s o  been e v id e n t  on 

l i s t s  o f  t r a i t s  o f  e f f e c t i v e  l e a d e r s  ( S t o d g i l l ,  1974).

F r o s t  and Hayes (1979) viewed th e  n e g o t i a t i n g  phase o f  a s o c i a l  

exchange p ro c e s s  as  th e  a re n a  o f  o r g a n i z a t i o n a l  p o l i t i c s .  They s o l i 

c i t e d  a c t u a l  exam ples o f  b e h a v io r  from two v o c a t i o n a l  i n s t i t u t i o n s ,  one 

Canadian and t h e  o t h e r  A u s t r a l i a n .  A group o f  ju d g es  th e n  rev iew ed  th e  

examples and p la c e d  them i n t o  th e  t h r e e  c a t e g o r i e s  o f  a d m i n i s t r a t i v e ,  

d i s c r e t i o n a r y ,  and p o l i t i c a l  b e h a v io r .  The n a tu r e  o f  th e  d a ta  and 

sm all  sample s i z e  make g e n e r a l i z a t i o n s  i n a p p r o p r i a t e ,  b u t  th e  s t u d y ' s  

e x p lo r a to r y  n a t u r e  can be s u p p o r te d .

The s tu d y  a f f i rm e d  th e  h y p o th e s i s  t h a t  n e g o t i a t i o n s  phase  behav

i o r s  would be judged  p o l i t i c a l .  The a u th o r s  p la n  t o  c o n s t r u c t  a d i f 

f e r e n t  d a ta  g a th e r in g  m ethodology which w i l l  a t t e m p t  t o  g a th e r  p a t t e r n s  

th rough  c l u s t e r i n g  o r  f a c t o r i n g  t e c h n iq u e s ,  b u t  t h i s  has  n o t  been 

accom plished  y e t  (P .  J .  F r o s t ,  p e r s o n a l  com m unica tion , August 14, 

1984).

M anagers ' p e r c e p t i o n s  o f  o r g a n i z a t i o n a l  p o l i t i c s  were i n v e s t i g a t e d  

by Madison e t  a l .  (1 9 8 0 ) .  For th e  f i r s t  t im e ,  r e s e a r c h e r s  asked  o rgan

i z a t i o n a l  a c t o r s  abou t t h e i r  p e rc e p t io n s  o f  th e  i n c i d e n t s  and c h a ra c 

t e r i s t i c s  o f  o r g a n i z a t i o n a l  p o l i t i c s .  Through in te r v ie w s  w ith  t h r e e  

managers on t h r e e  l e v e l s  in  30 e l e c t r o n i c s  o r g a n i z a t i o n s ,  th e  r e s e a r c h 

e r s  conc luded :

1. O r g a n iz a t io n a l  p o l i t i c s  was a f r e q u e n t  a c t i v i t y .
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2. N in e ty  p e rc e n t  o f  th e  managers a g re e d  t h a t  o r g a n i z a t i o n a l

p o l i t i c s  o c c u r r e d  more f r e q u e n t ly  a t  m idd le  and upper l e v e l s  o f  manage

m ent, and 60% a g re e d  t h a t  p o l i t i c a l  b e h a v io r  was more p r e v a l e n t  a t  

s t a f f  l e v e l s ,  f o r  exam ple, m ark e t in g  r a t h e r  t h a n  l i n e  p o s i t i o n s .

3. P a r t i c u l a r  s i t u a t i o n s ,  such as r e o r g a n i z a t i o n  c h a n g es ,  p e r 

so n n e l  c h a n g e s ,  and budget a l l o c a t i o n s  p roduced  in c r e a s e d  p o l i t i c a l

a c t i v i t y .

4 .  O r g a n iz a t i o n a l  p o l i t i c s  caused  b o th  p o s i t i v e  and n e g a t iv e  

outcomes f o r  i n d i v i d u a l  and o r g a n i z a t i o n a l  g o a l s .

How p e o p le  use  power t o  in f lu e n c e  t h e i r  c o l l e a g u e s  o r  s u p e r i o r s

was th e  co n cern  o f  th e  K ip n i s ,  Schmidt and W ilk in son  s tu d y  which con

s i s t e d  o f  two p a r t s .  Using c o n te n t  a n a l y s i s  o f  w r i t t e n  d e s c r i p t i o n s  by 

managers o f  t h e i r  a t t e m p ts  t o  i n f lu e n c e  t h e i r  b o s s e s ,  c ow orke rs ,  o r  

s u b o r d i n a t e s ,  a wide ran g e  o f  t a c t i c s  emerged. Many o f  th e  t a c t i c s  r e 

p o r te d  by th e  sample do no t appear  in  th e  l i t e r a t u r e  ( e .  g . ,  u se  o f  de

c e i t ,  c l a n d e s t i n e  a c t i o n s ) ,  no r  do th e y  f i t  i n t o  th e  e x i s t i n g  ty p o lo 

g i e s  o f  power and i n f l u e n c e .  R espondents  (N= 165) were g ra d u a te  b u s i 

ness  s tu d e n t s  e n r o l l e d  in  even ing  c l a s s e s .  I t  was u n c le a r  w hether  th e  

r e s p o n d e n ts  were a l l  m anagers a t  a  s p e c i f i c  l e v e l  o r  o th e r w is e .  "The 

f in d in g s  o f  th e  s tu d y , "  s t a t e d  th e  a u th o r s ,  " su g g e s t  t h a t  in  o r g a n iz a 

t i o n a l  s e t t i n g s  th e  c h o ic e  o f  in f lu e n c e  t a c t i c s  i s  a s s o c i a t e d  w i th  what

t h e  re s p o n d e n ts  a r e  t r y i n g  t o  g e t  from th e  t a r g e t  p e r s o n ,  th e  amount o f

r e s i s t a n c e  shown, and th e  power o f  th e  t a r g e t  p e rso n "  (1981 , p .  109).

A com plementary s tu d y  o f  K ip n is  e t  a l .  t o  th e  p r e v io u s ly  m entioned

s tu d y  sough t t o  i d e n t i f y  th rough  f a c t o r  a n a l y s i s  t h e  d im ensions o f

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



34

in f l u e n c e  u n d e r ly in g  th e  s p e c i f i c  b e h a v io r s  o f  th e  f i r s t  s tu d y .  The 

i n s t r u c t i o n s  t o  t h e  t h r e e  q u e s t i o n n a i r e s  u sed  were u n u su a l :

T h is  q u e s t i o n n a i r e  i s  a way o f  o b t a i n in g  in fo rm a t io n  about how you 

go abou t chang ing  your b o s s ' s  ( o r  c o - w o r k e r 's  o r  s u b o r d i n a t e ' s )  

mind so  t h a t  he  o r  she a g re e s  w i th  you . Below a r e  d e s c r ib e d  v a r i 

ous ways o f  do ing  t h i s .  P le a s e  do n o t  answer in  term s o f  what you 

would l i k e  t o  do. (1981 , p .  110)

The r e s u l t s  o f  th e  s tu d y  y i e ld e d  e ig h t  d im ensions  o f  i n f lu e n c e  r e 

l a t e d  t o  t h e  t a r g e t  p e r s o n ' s  s t a t u s .  A s s e r t i v e n e s s ,  s a n c t i o n s ,  in g r a 

t i a t i o n ,  and r a t i o n a l i t y  were a s s o c i a t e d  w i th  i n f lu e n c in g  e i t h e r  s u p e r 

i o r s  o r  s u b o r d i n a t e s .  The t a c t i c s  o f  exchange o f  b e n e f i t s ,  b lo c k in g ,  

and upward a p p e a l  a f f e c t e d  t h e  i n f lu e n c e  o f  b o s s e s .  C o a l i t i o n s  

ap p e a re d  when th e  i n f lu e n c e  o f  s u b o rd in a te s  was o c c u r r in g .  The a u th o r s  

r e c o g n iz e d  t h a t  s e l f - r e p o r t  m easures were i n s u f f i c i e n t  and encouraged  

r e p l i c a t i o n  u s in g  d i f f e r e n t  m e th o d o lo g ie s .  The s c a l e s  deve loped  cou ld  

c e r t a i n l y  be u t i l i z e d  t o  m easure i n f lu e n c e  in  f u tu r e  r e s e a r c h .

The s i x t h  s tu d y ,  b ased  on a s e l f - a d m i n i s t e r e d  q u e s t i o n n a i r e  t o  MBA 

s t u d e n t s ,  was an a t te m p t  t o  deve lop  an u n d e r s t a n d in g  o f  th e  meaning o f  

w orkp lace  p o l i t i c s  t o  th o s e  who work in  a  v a r i e t y  o f  o r g a n iz a t io n s  

(Gandz & M u rra y ) .  The f in d in g s  a re  c l e a r ,  w ro te  t h e  a u th o r s :  "T alk

about p o l i t i c s  i s  common in  th e  w orkp lace ;  re s p o n d e n ts  see  p o l i t i c s  as 

d e v i a t i o n s  from techno-econom ic  r a t i o n a l i t y ,  as  p e rv a d in g  d i s c r e t i o n a r y  

more th a n  o th e r  ty p e s  o f  o r g a n i z a t i o n a l  p r o c e s s e s ,  and as more p re v a 

l e n t  among h i g h e r  and m idd le  m an a g e r ia l  l e v e l s  th a n  among lower and 

n onm anage r ia l  l e v e l s "  (1 980 , p .  4 5 0 ) .  O r g a n iz a t io n  p o l i t i c s  was seen  

as  a  s u b j e c t i v e  s t a t e  r a t h e r  th a n  one o f  c o n f l i c t ,  power, and in f lu e n c e
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as  i s  u s u a l l y  p r e s e n te d  in  th e  l i t e r a t u r e .  T h e r e f o r e ,  t h e  a u th o r s  sug

g e s t  a phenom enolog ica l  approach  t o  r e s e a rc h  on th e  s u b j e c t .

A n a ly s is  o f  t h e  P o l i t i c a l  A ctor 

Of t h e  s e v e r a l  f a c t o r s  t h a t  a f f e c t  o r g a n i z a t i o n a l  p o l i t i c s ,  th e  

b e l i e f  s y s te m s ,  m o t iv e s ,  and p e r s o n a l  c h a r a c t e r i s t i c s  o f  th e  p o l i t i c a l  

a c t o r  a r e  indeed  c r i t i c a l .  The q u e s t io n s  a r i s e :  Who i s  t h e  p o l i t i c a l

a c to r ?  Who has  t h e  p r o p e n s i ty  t o  engage in  p o l i t i c a l  b e h a v io r?  When? 

Why? Are some f a c t o r s  more im p o r ta n t  th an  o th e r s ?  Not on ly  a r e  th e  

answ ers  t o  th e s e  q u e s t io n s  u n d e rp in n in g s  t o  th e  p r e s e n t  r e s e a r c h ,  bu t 

a l s o ,  th e  answers may s e rv e  as  a h e u r i s t i c  dev ice  a id i n g  th e  unde r

s ta n d i n g  o f  p o l i t i c a l  l e a d e r s h i p  and th e  p o l i t i c a l  e d u c a t io n  o f  o r g a n i 

z a t i o n a l  members.

A f t e r  th e  r e l a t i o n s h i p  betw een power and p o l i t i c s  i s  e x p lo r e d ,  

t h i s  p a r t  o f  th e  l i t e r a t u r e  re v ie w  h i g h l i g h t s  th e  v a r i o u s  t h e o r i e s ,  

m o d e ls ,  m e th o d o lo g ie s ,  and q u e s t io n s  about th e  p o l i t i c a l  a c t o r .  For 

exam ple , one th e o ry  from th e  psycho logy  d i s c i p l i n e ,  t h e  power m o tiv e ,  

w i l l  complement th e  s o c i a l  p s y c h o l o g i s t s '  p e r s p e c t i v e s ,  s p e c i f i c a l l y ,  

M a c h ia v e l l ia n i s m .  In  a d d i t i o n ,  an emphasis from b e h a v i o r i a l  s c i e n c e ,  

t h a t  o f  a t t r i b u t e d  c h a r a c t e r i s t i c s  o f  p o l i t i c a l  a c t o r s ,  i s  d i s c u s s e d .  

V a r io u s  Approaches t o  Power

Power and p o l i t i c a l  b e h a v io r  have always been t h e o r e t i c a l l y  and 

e m p i r i c a l l y  l in k e d .  P f e f f e r ,  in  h i s  com prehensive s y n th e s i s  o f  th e  

s u b j e c t  o f  power, i n t e g r a t e d  t h e  two c o n c ep ts :

I f  th e  power i s  a f o r c e ,  a s t o r e  o f  p o t e n t i a l  i n f lu e n c e  th rough  

which e v e n ts  can be a f f e c t e d ,  p o l i t i c s  in v o lv e s  th o s e  a c t i v i t i e s  

o r  b e h a v io r s  th ro u g h  which power i s  dev e lo p ed  and used in
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o r g a n i z a t i o n a l  s e t t i n g s .  Power i s  a p r o p e r ty  o f  th e  sys tem  a t  

r e s t ;  p o l i t i c s  i s  th e  s tu d y  o f  power in  a c t i o n .  An i n d i v i d u a l ,  

s u b u n i t  o r  departm en t  may have power w i th in  an o r g a n i z a t i o n a l  con

t e x t  a t  some p e r io d  o f  t im e ;  p o l i t i c s  in v o lv e s  th e  e x e r c i s e  o f  

power t o  g e t  som eth ing  ac co m p lish e d ,  as  w e l l  as  th o s e  a c t i v i t i e s  

which a r e  u n d e r ta k en  t o  expand t h e  power a l r e a d y  p o s s e s s e d  o r  th e  

scope over  which i t  can be e x e r c i s e d .  (1981 , p .  7)

The t r a d i t i o n a l  l i t e r a t u r e  and r e s e a r c h  spoke o f  power as  th e  

l a r g e r  phenomenon, r a r e l y  u s in g  th e  te rm  p o l i t i c a l . The d i f f e r e n c e s  in  

th e  d e f i n i t i o n s  o f  power have been rem arkab ly  d i v e r s e ,  which i s  no t

s u r p r i s i n g  c o n s id e r in g  th e  many d i s c i p l i n e s  t h a t  a d d re s se d  i t .  The 

common e le m en ts  about power t h a t  have  emerged a re  r e f l e c t e d  in

P f e f f e r ' s  (1981) d e s c r i p t i o n .  Power i s  r e l a t i o n a l ,  p o t e n t i a l  o r

a c t i v e ,  g o a l  d i r e c t e d ,  a d a p t i v e ,  m u l t i l e v e l e d ,  c o n te x t u a l ,  and dynamic.

The c o n t r i b u t i o n s  o f  th e  many d i s c i p l i n e s  t o  t h e  u n d e rs ta n d in g  o f  

power and p o l i t i c a l  b e h a v io r  o r i g i n a t e d  from t h e i r  r e s p e c t i v e  v iew s o f  

r e a l i t y  o r  background assum ptions  w hether  i m p l i c i t  o r  e x p l i c i t .  Some

t im es  t h e o r i z i n g  deve loped  and expanded upon u n c h a llen g e d  grounds 

(Morgan, 1980). I t  i s  im p o r tan t  t o  r e c o g n iz e  t h i s  and t o  c o n s id e r  th e  

v a lu e  o f  a s h a r p e r  a n a l y s i s  o f  power t h a t  would r e s u l t  from exam ining  

and r e t h i n k i n g  power from a l t e r n a t i v e  pa rad ig m s .  Morgan d e s c r ib e d  th e  

f u n c t i o n a l i s t  parad igm  from which s o c i a l  system s and b e h a v io r ism  stem , 

and indeed  th e  v e ry  q u e s t io n s  o f  t h i s  r e s e a r c h .

The f u n c t i o n a l i s t  parad igm  i s  based  upon th e  a ssum ption  t h a t  

s o c i e t y  h a s  a c o n c r e t e ,  r e a l  e x i s t e n c e ,  and a sy s te m ic  c h a r a c t e r  

o r i e n t e d  t o  p roduce  an o rd e re d  and r e g u l a t e d  s t a t e  o f  a f f a i r s .  I t
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e n c o u ra g e s  an approach  t o  s o c i a l  th e o ry  t h a t  fo cu se s  upon u n d e r

s t a n d in g  th e  r o l e  o f  human b e in g s  in  s o c i e t y .  B ehav io r  i s  always 

seen  as b e in g  c o n t e x t u a l l y  bound in  a  r e a l  w orld  o f  c o n c r e te  and 

t a n g i b l e  s o c i a l  r e l a t i o n s h i p s .  The o n t o lo g i c a l  a s su m p tio n s  en

c o u ra g e  a b e l i e f  in  t h e  p o s s i b i l i t y  o f  an o b j e c t iv e  and v a l u e - f r e e  

s o c i a l  s c ie n c e  in  which th e  s c i e n t i s t  i s  d i s t a n c e d  from th e  scene  

which he o r  she i s  a n a ly z in g  th ro u g h  th e  r i g o r  and te c h n iq u e  o f  

t h e  s c i e n t i f i c  method. The f u n c t i o n a l i s t  p e r s p e c t i v e  i s  p r i m a r i l y  

r e g u l a t i v e  and p rag m a tic  in  i t s  b a s ic  o r i e n t a t i o n ,  c o n c e rn e d  w ith  

u n d e rs ta n d in g  s o c i e t y  in  a way which g e n e ra te s  u s e f u l  e m p i r i c a l  

know ledge. ( 1980, p .  608)

Opposing paradigm s shou ld  o f f e r  o th e r  ways o f  lo o k in g  a t  t h e  p o l i t i c a l  

a c t o r .

B efo re  p s y c h o lo g i s t s  and s o c i o l o g i s t s  l e c t u r e d  and h y p o th e s iz e d  

about power, p h i lo s o p h e r s  and t h i n k e r s  such as  P l a t o ,  M a c h i a v e l l i ,  

H obbes, N ie tz s c h e ,  A d le r ,  and F reud  w ro te  about m an 's  a g g r e s s iv e  i n 

s t i n c t s  and s t r i v i n g s  fo r  power ( K ip n i s ,  1981; W in te r ,  1973). In  th e  

1950s, t h e  power m otive  as a focus  o f  s tu d y  became a s p e c i a l  domain fo r  

c e r t a i n  p s y c h o a n a ly t i c a l  w r i t e r s .  T h e i r  c o n c e rn s ,  summarized Tannebaum 

(1 9 6 6 ) ,  r e l a t e d  t o  o n e 's  f e e l i n g s  about c o n t r o l l i n g  and b e in g  con

t r o l l e d  by o t h e r s ,  f e e l i n g s  o f  s u p e r i o r i t y  and i n f e r i o r i t y ,  dominance 

and s u b m iss io n ,  independence  and dependence , co n fo rm ity  o r  r e a c t i o n s  t o  

a u t h o r i t y .  O f ten  power was a s s o c i a t e d  w i th  m an l in ess  and v i r i l i t y .

From t h i s  g roup , th e  most s i g n i f i c a n t  work r e l a t e d  t o  t h e  u n d e r

s t a n d in g  o f  th e  power m otive  and i t s  th o u g h t  p r o c e s s e s  was p r e s e n t e d  by 

V e r o f f  (1 9 5 7 ) ,  Uleman (1 9 7 2 ) ,  and W in te r  (1 9 7 3 ) .  Each u sed  th e
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Them atic A p p e rc e p t io n  T es t  (TAT) b e c au se  o f  i t s  presumed a b i l i t y  t o  de

t e c t  and a s s e s s  even unconsc ious  s t r i v i n g s  f o r  power ( L i p s ,  1981). 

V e ro f f  ( 1957) i n i t i a l l y  d e v is e d  a s c o r i n g  sy s tem  on n Power b a se d  on 

g r o u p s '  r e s p o n s e s  t o  f iv e  p i c t u r e s .  He r e l a t e d  th e  h ig h  n Power t o  

P o l i t i c a l  and Economic v a lu e s  in  t h e  A l lp o r t -V e rn o n  S c a le  o f  V a lu e s .  

B u i ld in g  on t h e  TAT s c o r i n g ,  Uleman ( 1972) m atched n Power TAT s c o re s  

w i th  p e r s o n a l i t y  t h e o r i e s ,  s p e c i f i c a l l y  A d l e r ' s  p rem ise  t h a t  power was 

r e l a t e d  t o  an i n f e r i o r i t y  complex and s t r i v i n g  fo r  s u p e r i o r i t y  or 

s o c i a l  a t t e n t i o n .  W in ter  ( 1973) f u r t h e r  u t i l i z e d  th e  TAT and t h e  n 

Power s c o r i n g  k e y .  He b e l i e v e d  t h a t  t h e  power m otive  was t h e  one key 

v a r i a b l e  fo r  t h e  u n d e rs ta n d in g  o f  power b e h a v io r .  The o t h e r  v a r i a b l e s  

which have  been e m p i r i c a l l y  m easured  in c lu d e d  locus  o f  c o n t r o l ,  p e r 

s o n a l  c a u s a t i o n ,  M a c h ia v e l l ia n i s m ,  and a t t r i b u t i o n  by o t h e r s .  But 

t h e s e  v a r i a b l e s  were d i f f e r e n t  from t h e  power m o tiv e ,  b e l i e v e d  W in te r .  

T h is  m o tive  was a way o f  d e te rm in in g  th o s e  changes in  b e h a v io r  t h a t  

c o u ld  n o t  be r e a d i l y  e x p la in e d  by e x t e r n a l  f o r c e s  a lo n e .

The TAT was employed by W in te r  w i th  male c o l l e g e  u n d e rg r a d u a te s  a t  

Wesleyan and H arvard  in  a ro u se d  and n e u t r a l  g ro u p s .  The a ro u s e d  g ro u p ,  

s tu d e n t  l e a d e r s  w a i t i n g  fo r  th e  r e s u l t s  o f  an e l e c t i o n ,  were e x p e c te d  

t o  p o r t r a y  more power images in  t h e i r  TAT s t o r e s .  U sing  th e  c a r e f u l l y  

c o n s t r u c t e d  n Power s c o r in g  sy s tem , s c o re s  were d e r iv e d  and c o r r e l a t e d  

w ith  o t h e r  b e h a v io r s .  High power s c o r e s  on th e  TAT p r e d i c t e d  such  a c 

t i o n s  as d r i n k i n g ,  gam bling , w a tc h in g  s p o r t s ,  and p re c o c io u s  s e x u a l i t y .  

In  r e c o g n i t i o n  o f  t h e s e  s t u d i e s ,  M cC le l land  (1 9 8 4 ) ,  in  c o l l a b o r a t i o n  

w ith  W in te r ,  l a t e r  deve loped  h i s  th e o r y  o f  t h e  two f a c e s  o f  power— 

u n s o c i a l i z e d  and s o c i a l i z e d .
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The power imagery o f  TAT r e s p o n d e n ts  r e v e a le d  f iv e  c a t e g o r i e s  o f  

power b e h a v io r s :

1. A c t io n s  ( a s s a u l t s ,  a t t a c k s ,  c h a s in g ,  e x p l o i t a t i o n ) .

2 . G iv in g  h e l p ,  a s s i s t a n c e ,  a d v ic e  o r  s u p p o r t .

3. T ry in g  t o  c o n t r o l  a n o th e r  p e rso n  th ro u g h  r e g u l a t i n g  h i s / h e r  

b e h a v io r  o r  th e  c o n d i t io n s  o f  h i s / h e r  l i f e .

4 .  T ry in g  t o  i n f l u e n c e ,  p e r s u a d e ,  c o n v in c e ,  b r i b e ,  make a  p o i n t ,  

a r g u e .

5. T ry in g  t o  im press some o t h e r  p e rso n  o r  th e  w orld  a t  l a r g e .

In  summary, W in te r  m a in ta in e d  t h a t  th e  s i t u a t i o n ,  i n d iv i d u a l  f a c t o r s  

and m o tiv es  a f f e c t e d  a p e r s o n 's  power i n c l i n a t i o n .  T h is  com b ina tion  

was pa ram oun t.  U n f o r tu n a t e ly ,  th e  TAT was r a r e l y  expanded t o  w id e r  and 

more v a r i e d  sample g ro u p s .

The same c o m p la in t ,  t h a t  o f  sam ples o f  conven ience  from c o l l e g e  

u n d e r g r a d u a te s ,  h a s  been t r u e  o f  t h e  s e r i e s  o f  s t u d i e s  on th e  M achia

v e l l i a n i s m  p e r s o n a l i t y  conducted  by C h r i s t i e  and G eis  (1 9 7 0 ) .  Named 

fo r  th e  1 6 th -c e n tu ry  a u th o r  whose name h as  become synonymous w i th  th e  

use o f  g u i l e ,  d e c e i t ,  and oppo rtun ism  in  i n t e r p e r s o n a l  r e l a t i o n s ,  th e  

" M a c h ia v e l l i a n "  was one who viewed and m an ip u la te d  o th e r s  fo r  h i s  or 

h e r  own p u r p o s e s .  Using id e a s  from The P r in c e  and The D is c o u rs e s  o f  

M a c h i a v e l l i ,  C h r i s t i e  and Geis deve loped  a h y p o t h e t i c a l  c o n s t r u c t  and , 

in  t u r n ,  a s c a l e  t o  measure r e l a t e d  p e r s o n a l  c h a r a c t e r i s t i c s  such  a s :

1. A la c k  o f  a f f e c t  in  i n t e r p e r s o n a l  r e l a t i o n s .

2. A l a c k  o f  concern  w ith  c o n v e n t io n a l  m o r a l i t y ;  a u t i l i t a r i a n  

r a t h e r  th a n  m oral v iew  o f  i n t e r a c t i o n s  w ith  o t h e r s .

3 . A l a c k  o f  g ro ss  p sy c h o p a th o lo g y .
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4 .  A low i d e o l o g ic a l  commitment, a focus on g e t t i n g  t h i n g s  done 

r a t h e r  t h a n  a focus upon long  range i d e o l o g ic a l  g o a l s .

From a n c ie n t  and modern power t h e o r i s t s ,  C h r i s t i e  and G eis  saw th e  

common assu m p tio n s  t h a t  p eo p le  were b a s i c a l l y  weak, f a l l i b l e ,  g u l l i b l e  

and , t h e r e f o r e ,  t h a t  a r a t i o n a l  p e rso n  shou ld  ta k e  advan tage  o f  th e  

s i t u a t i o n  t o  maximize h i s  o r  h e r  own g a i n s .  E vo lv ing  f iv e  d i f f e r e n t  

s c a l e s  and s c o r in g  p ro c e d u re s  on th e  Mach s c a l e ,  th e  r e s e a r c h e r s  and 

t h e i r  a s s i s t a n t s  c a r r i e d  out numerous l a b o r a to r y  ty p e  s t u d i e s .  No s i g 

n i f i c a n t  c o r r e l a t i o n s  between Mach s c o re s  and I .Q .  o r  y e a r s  o f  educa

t i o n  were found. Nor were a u t h o r i t a r i a n i s m ,  r a c i a l  a t t i t u d e s ,  p o l i t i 

c a l  i d e o lo g y ,  and demographic v a r i a b l e s  c o r r e l a t e d .

When b a rg a in in g  c o n d i t io n s  were ambiguous in  t h e  la b  s e t t i n g ,  

s u c c e s s  in  i n t e r p e r s o n a l  b a rg a in in g  was doubled  fo r  th e  h ig h  Machs. 

They were more o p p o r t u n i s t i c ,  favo red  f a c e - t o - f a c e  i n t e r a c t i o n ,  r e 

mained d e ta c h e d  from e g o - in v o lv in g  e lem en ts  in  b a rg a in in g  and r e s i s t e d  

s o c i a l  i n f l u e n c e .  Wrote C h r i s t i e  and G e is ,  "They win by p o l i t i c a l  

s t r a t e g i e s  w i th o u t  m a n ip u la t in g  o b v io u s ly  when s u c c e s s  depends upon th e  

c o o p e r a t io n  o r  r e c o g n i t i o n  o f  o t h e r s "  (1970 , p .  309) .  They co o ly  use 

o t h e r s .  "T hey ,"  c o n t in u e d  C h r i s t i e  and G e is ,  "m a n ip u la te  m ore, win 

more, a r e  pe rsu ad ed  l e s s ,  [and]  p e rsu a d e  o th e r s  m ore ."  (1970 , p .  312). 

Cobb (1986) saw th e  d i a g n o s i s / a n a l y s i s  o f  b a s ic  p o l i t i c a l  s t y l e s  

a t te m p te d  by C h r i s t i e  and G eis  as  im por tan t  and r e l e v a n t  t o  o r g a n iz a 

t i o n a l  developm ent (OD) c o n c e rn s .

The o r g a n i z a t i o n a l  p s y c h o l o g i s t s '  s tu d y  o f  power and p o l i t i c a l  be

h a v io r  h a s  evo lved  from t r a i t  and s i t u a t i o n a l  approaches  t o  management 

and l e a d e r s h i p .  Yukl l i s t s  over  a dozen s tu d i e s  d i r e c t e d  a t  th e
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e f f e c t s  o f  a p p ly in g  F rench  and R aven 's  f i v e  power b a s e s :  l e g i t i m a t e ,

rew a rd ,  c o e r c i v e ,  e x p e r t ,  and r e f e r e n t .  He a l s o  l i s t s  11 forms o f  i n 

f lu e n c e  and r e l a t e d  s t u d i e s ,  y e t  conc luded  t h a t  a l l  t h e s e  e f f o r t s  a r e  

i n s u f f i c i e n t  when he w r o te ,  "Much rem ains  t o  be le a r n e d  about th e  dyna

mics o f  r e c i p r o c a l  in f lu e n c e  p r o c e s s e s  and t h e  consequences  o f  h a v in g  

and u s in g  d i f f e r e n t  forms o f  power" (1981 , p .  2 8 0 ) .

A nother t r e n d  in  power s tu d i e s  h as  been th e  z e ro  v e r s u s  n o n -z e ro  

sum a t t i t u d e s  which Bacharach and Lawler s y n th e s i z e d :

The m ajor  d i f f e r e n c e  between zero-sum  and v a r i a b le - s u m  approaches  

i s  t h a t  a zero -sum  approach  assumes a f ix e d  l e v e l  o f  t o t a l  power 

and a  p e r f e c t l y  n e g a t iv e  r e l a t i o n s h i p  betw een th e  power o f  each 

i n d iv i d u a l  p a r t y ,  where a v a r i a b l e  sum approach  assumes t h a t  th e  

t o t a l  power in  th e  r e l a t i o n s h i p  can change ( from  e n v iro n m en ta l  

c h a n g es ,  t a c t i c a l  a c t i o n ,  and so f o r t h )  and t h a t  i t  i s  i n a p p r o p r i 

a t e  t o  assume a p r i o r i  a p a r t i c u l a r  r e l a t i o n s h i p  between th e  power 

o f  each  p a r t y .  (1981 , p .  67)

Tannebaum ( 1966) s tu d i e d  numerous o r g a n i z a t i o n s  and conc luded  t h a t  

power i s  n o t  a ze ro -sum  commodity. When s u b o r d in a te s  have more power, 

i t  does no t  fo l lo w  t h a t  managers have l e s s .  In  o r g a n iz a t io n s  where 

t h e r e  i s  a  g r e a t e r  amount o f  power a t  a l l  l e v e l s ,  t h e  o r g a n iz a t io n  i s  

l i k e l y  t o  be more e f f e c t i v e  and i n d i v i d u a l  members more s a t i s f i e d .  

Bacharach and Law ler (1981) would concur  t h a t  power i s  m u l t i d i r e c t i o n a l  

and t h a t  t h i s  s i d e  o f  power shou ld  be a c e n t r a l  concern  o f  a p o l i t i c a l  

model o f  o r g a n i z a t i o n s .  To acknowledge t h i s  m u l t id im e n s io n a l  a s p e c t  o f  

power, S a la n c ik  and P f e f f e r  had a c r o s s  s e c t i o n  o f  o r g a n i z a t i o n a l  mem

b e r s  r a t e  th em se lv e s  and t h e i r  p e e r s  on a s c a l e  o f  in f lu e n c e  o r  power.
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The agreem ent a s  t o  who had in f l u e n c e  was rem arkab ly  h i g h .  T h e i r  con

c l u s i o n s  were i n n o v a t iv e :  "Power f a c i l i t a t e s  t h e  o r g a n i z a t i o n ' s  adap

t a t i o n  t o  i t s  environm ent o r  i t s  p rob lem s. Power h e lp s  o r g a n i z a t i o n s  

become a l ig n e d  w ith  t h e i r  r e a l i t i e s  (1981 , p .  5 4 ) .  S i m i l a r l y ,  K an tes  

(1977) d e f in e d  a pow erfu l  i n d i v i d u a l  a s  one who h a s  th e  a b i l i t y  t o  g e t  

t h i n g s  done and t h i s  a b i l i t y  comes from knowing t h e  e n v iro n m en t .

These emphases came c l o s e r  t o  th e  h e a r t  o f  o r g a n i z a t i o n a l  p o l i t i c s  

and th e  p o l i t i c a l  a c t o r .  The p o l i t i c a l  a c to r  u se s  i n f l u e n c e  r a t h e r  

th a n  d i r e c t  a u t h o r i t y  t o  a c h ie v e  h i s  o r  h e r  g o a l s .  There  i s ,  as  has 

been s a id  b e f o r e ,  l i t t l e  s y s te m a t ic  in fo rm a t io n  on how p e o p le  use  power 

t o  i n f l u e n c e  m u lt id im e n s io n a l  r e l a t i o n s h i p s  (K ip n is  e t  a l . ,  1981). Two 

e x tre m e ly  u s e f u l  s t u d i e s  by K ip n is  e t  a l .  (1981) c o n t r i b u t e  t o  our un

d e r s t a n d in g  o f  t h e  p o l i t i c a l  a c t o r .

A nother  concern  o f  o r g a n i z a t i o n a l  p s y c h o lo g i s t s  h a s  been t h e  n u r 

t u r i n g  and d e v e lo p in g  o f  t h e  i n s t i n c t s  needed t o  e f f e c t i v e l y  a c q u i r e  

and use  power (D u b r in ,  1978; K o t t e r ,  1983). K o t t e r  r e p o r t e d  t h a t  mana

g e r s  who a r e  s u c c e s s f u l  a t  a c q u i r in g  c o n s id e r a b l e  power te n d  t o  s h a re  

t h e s e  common c h a r a c t e r i s t i c s :

1. S e n s i t i v i t y  t o  what o th e r s  c o n s id e r  l e g i t i m a t e  a c q u i s i t i o n  

and use  o f  power, in c lu d in g  r e c o g n i t i o n  o f  t h e  " o b l i g a t i o n s "  in v o lv e d  

in  u s in g  power.

2. P o s s e s s io n  o f  a  good i n t u i t i v e  u n d e rs ta n d in g  o f  th e  v a r io u s  

ty p e s  o f  power and methods o f  i n f l u e n c e — when, w here ,  and w ith  whom to  

use  them .

3. Development o f  a l l  t y p e s  o f  power, and a b i l i t y  t o  use  them.
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4 .  E s ta b l i s h m e n t  o f  c a r e e r  g o a ls  w i th  a m b i t io n s  tow ard  manager

i a l  p o s i t i o n s  t h a t  a l lo w  s u c c e s s f u l  developm ent and use  o f  power.

5 .  Use o f  a l l  r e s o u r c e s ,  i n c lu d in g  form al a u t h o r i t y  and power t o  

d eve lop  s t i l l  more power.

6 .  R e c o g n i t io n  and a c c e p ta n c e  o f  t h e  e x e r c i s e  o f  power as  l e g i 

t i m a t e ,  t h a t  in  u s in g  p o w e r -o r i e n te d  b e h a v io r  th e y  c l e a r l y  i n f lu e n c e  

o th e r  p e o p l e ' s  b e h a v io r  and l i v e s .

S i g n i f i c a n t l y ,  t h e r e  a r e  s t r a i n s  o f  s o c i a l  exchange t h e o r y ,  lo c u s  o f  

c o n t r o l ,  and a t t r i b u t i o n  th e o r y  in  t h e s e  s i x  c h a r a c t e r i s t i c s .

B e fo re  a t t e m p t in g  an i n t e g r a t e d  model o f  a n a l y s i s  o f  t h e  p o l i t i c a l  

a c t o r ,  i t  may be h e l p f u l  t o  c o n s id e r  t h e  s o c i o l o g i c a l  p e r s p e c t i v e  on 

power. O lsen  (1970) o b se rv e d  two s e t s  o f  l i t e r a t u r e  from t h e  b i f u r c a 

t i o n  o f  focus  s o c i a l  p s y c h o lo g i s t s  and s o c i o l o g i s t s  had o f  pow er. On 

th e  one h a n d ,  i n t e r p e r s o n a l  power r e l a t i o n s  a r e  s t u d i e d ,  and on th e  

o t h e r ,  i n t e r o r g a n i z a t i o n a l  o n e s .  Gamson (1968) s t a t e d  t h a t  th e  

s o c i o l o g i s t s '  a t t e n t i o n  i s  t h e  a c t o r  in  a sy s tem . R e f l e c t i n g  s o c i a l  

exchange t h e o r y ,  Hawley w r o te ,  "Every  s o c i a l  a c t  i s  an e x e r c i s e  o f  

pow er, e v e ry  s o c i a l  r e l a t i o n s h i p  i s  a power e q u a t io n ,  and e v e ry  s o c i a l  

g roup o r  sy s tem  i s  an o r g a n i z a t i o n  o f  power" (1970 , p .  10). For 

s o c i o l o g i s t s ,  a c t o r s  may be sm a l l  g r o u p s ,  o r g a n i z a t i o n s ,  t o t a l  s o c i e 

t i e s ,  a s  w e l l  as  i n d i v i d u a l s  (O lse n ,  1970). T h e i r  c o n c e rn s  a r e  s o c i a l  

i n f l u e n c e ,  e .  g .  , v o t in g  b e h a v io r ;  s o c i a l  p e r c e p t i o n ;  th e  n a t u r e ,  d i s 

t r i b u t i o n  and use  o f  power in  s o c i e t i e s .  Exchange t h e o r y ,  e c o lo g i c a l  

p e r s p e c t i v e s ,  e l i t i s m ,  M arxism, and n o rm a t iv e  e t h i c s  a r e  t y p i c a l  

them es . O lsen  o f f e r e d  a form ula  fo r  th e  p o l i t i c a l  p e rs o n :  " In

g e n e r a l ,  t h e  amount o f  power an a c t o r  e x e r c i s e s  in  a p a r t i c u l a r
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r e l a t i o n s h i p  i s  a r e s u l t a n t  o f  t h e  e x te n t  and adequacy o f  h i s  comm itted 

r e s o u r c e s ,  m u l t i p l i e d  by h i s  s k i l l  in  c o n v e r t in g  r e s o u r c e s  i n t o  p r e s 

s u r e s ,  minus t h e  deg ree  o f  r e s i s t a n c e  e n c o u n te re d "  (1970 , p .  4 ) .

S o c i a l  p s y c h o lo g i s t s  have s tu d i e d  th e  p o l i t i c a l  a c t o r  more from 

th e  r e l a t i o n a l  a s p e c t  th a n  th e  p e r s o n a l i t y  focus o f  th e  c l i n i c a l  

p s y c h o lo g i s t s .  S e v e ra l  s o c io p s y c h o lo g ic a l  t h e o r i e s  a re  summarized be

cause  th e y  c o n t r i b u t e  t o  th e  u n d e rs ta n d in g  o f  th e  m u l t id im e n s io n a l  and 

complex power dynamic: s o c i a l  exchange t h e o r y ,  e xpec tancy  t h e o r y ,

locus  o f  c o n t r o l ,  t h e  need fo r  power (n  P ow er) ,  and a t t r i b u t i o n  t h e o r y .  

S o c ia l  Exchange Theory

T h is  t h e o r y  u n d e r l i e s  r e l a t i o n s  between g ro u p s ,  a s  w e l l  a s  th o s e  

between i n d i v i d u a l s .  I t  in c lu d e s  c o n f l i c t s  between opposing  f o rc e s  as  

w e l l  a s  c o o p e r a t io n ;  bo th  i n t im a te  a t t a c h m e n ts  and c o n n e c t io n s  between 

d i s t a n t  members o f  a community. I t  i s  o r i e n t e d  tow ard  ends t h a t  can 

only  be a c h ie v e d  th rough  i n t e r a c t i o n  o r  any b e h a v io r  in v o lv e d  in  

s o c i a l l y  m ed ia te d  g o a l s .  The exchange e n t a i l s  u n s p e c i f i e d  o b l i g a t i o n s  

and t e n d s  t o  engender f e e l i n g s  o f  p e r s o n a l  o b l i g a t i o n ,  g r a t i t u d e  and 

t r u s t  (B la u ,  1964). In  t h i s  approach  t o  s o c i a l  r e l a t i o n s h i p s ,  power i s  

c e n t r a l ,  e s p e c i a l l y  th e  dependence a s p e c t  o f  power. B acharach  and 

Lawler (1981) p r e s e n te d  two a ssum ptions  o f  th e  exchange th e o r y :  (1 )

dependence i s  in h e r e n t  in  s o c i a l  l i f e  and t h e r e f o r e ,  (2 )  exchanges a re  

i n t r i n s i c  a s p e c t s  o f  any s o c i a l  r e l a t i o n s h i p .  The power o f  an a c t o r  i s  

a f u n c t io n  o f  th e  o th e r  p e r s o n 's  dependence on th e  a c t o r .  Conse

q u e n t ly ,  power must be s tu d i e d  in  te rm s  o f  a ne tw ork  o f  r e l a t i o n s h i p s ,  

w hereas most t h e o r i e s  and r e s e a r c h  on power emphasize th e  c o e r c iv e  a s 

p e c ts  o f  power r e l a t i o n s  and n e g le c t  th e  u n d e r ly in g  s ta k e s  a c t o r s  have
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in  e x i s t i n g  r e l a t i o n s h i p s  (B acharach  & L a w le r ,  1981). In  an ex

change , one p e rso n  w i l l  be s u c c e s s f u l  i f  th e y  n e g o t i a t e  t h e  outcomes o r  

p a y o f f s  fo r  t h e  o th e r  ( L ip s ,  1981). The outcome i s  de te rm in e d  by th e  

p r i n c i p l e  o f  l e a s t  i n t e r e s t .  The a c t o r s  w i l l  a t t a c h  v a lu e s  o r  p r i o r i 

t i e s  t o  t h e  v a r io u s  outcomes o b ta in e d  from a g iven  r e l a t i o n s h i p .  

Power, summarized Bacharach and L aw le r ,  i s  no t  an a t t r i b u t e — i t  i s  em

bedded in  s o c i a l  r e l a t i o n s h i p s .  " S o c ia l  exchange th e o ry  i s  an a t te m p t  

to  e x p la in  how th e  r e c i p r o c a l  p ro c e s s  o f  i n f l u e n c e . . .o c c u rs  over  t im e ,"  

w ro te  Yukl ( 1981).

E xpectancy  Theory

A f u r t h e r  e x te n s io n  o f  t h e  a c t io n -o u tc o m e  concerns  o f  s o c i a l  ex 

change th e o r y  i s  th e  expec tancy  th e o ry  o f  Vroom and i t s  tw in  s u b je c t iv e  

e x p e c te d  u t i l i t y  (SEU) o f  Edwards ( P o r t e r  e t  a l . ,  1981). I n d iv i d u a l s  

a r e  b e l i e v e d  t o  behave in  a manner t h a t  maximizes t h e i r  e x p e c te d  n e t  

v a lu e .  P o r t e r  e t  a l . w ro te:

T h i s ,  in  t u r n ,  s u g g e s ts  t h a t  o r g a n iz a t io n  members u n d e r ta k e  a 

s e r i e s  o f  s u b je c t iv e  c o s t - b e n e f i t  a n a ly s e s ,  u s in g  s a l i e n t  a v a i l 

a b le  in fo r m a t io n .  Some o f  th e  more e x p l i c i t  i n fo rm a t io n  a v a i l a b l e  

i s  t h e  p o l i t i c a l  a c t o r ' s  knowledge o f  th e  r e s u l t s  o f  p a s t  a t t e m p ts  

a t  s o c i a l  i n f lu e n c e .  Thus, t h e  i n d i v i d u a l ' s  "ex p e c tan c y  s e t "  r e 

g a rd in g  th e  e f f i c a c y  o f  engag ing  in  upward p o l i t i c a l  i n f lu e n c e  

w i l l  be a t  l e a s t  in  p a r t  d e te rm in e d  by what h a s  gone b e f o r e .  ( p .  

2 1 )

Expectancy  th e o r y  i s  a r a t i o n a l  c h o ic e  p ro c e s s  o f  w eigh ing  t h e  d e s i r e d  

outcomes v e r s u s  th e  u n d e s ire d  o n e s .  The h ig h e r  a p o s i t i v e  SEU i s ,  th e  

more l i k e l y  a p o l i t i c a l  in f lu e n c e  a t te m p t  (Y uk l ,  1981).
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Locus o f  C o n tro l

L ip s  (1981) rev iew ed  R o t t e r ' s  work abou t i n t e r n a l  o r  e x t e r n a l  con

t r o l  and th e  e x t e n t  t o  which peo p le  b e l i e v e  th e y  a r e  in  c o n t r o l  o f  

t h e i r  l i v e s .  These b e l i e f s  a r e ' r e f l e c t e d  in  o n e 's  b e h a v io r .  On a 

s c a l e  R o t t e r  d e v e lo p e d ,  an i n d iv i d u a l  may s c o re  h ig h  on i n t e r n a l  con

t r o l ,  i f  he  o r  she  f e e l s  th e y  a r e  c a p t a in  o f  t h e i r  own s h ip  or in  con

t r o l  o f  t h e i r  l i f e .  The h ig h e r  i n t e r n a l  s c o re  c o u ld  p r e d i c t  o th e r  f a c 

t o r s ,  such as  p r o p e n s i ty  t o  seek  and use  in fo r m a t io n  r e l e v a n t  t o  p e r 

s o n a l  d e c i s i o n s ;  ch a n g in g  o th e r  p e o p l e ' s  a t t i t u d e s ;  b e l i e f  in  t h e i r  own 

s k i l l  r a t h e r  th a n  lu c k ;  and s o c i a l  in d ependence . " O n e 's  locus  o f  con

t r o l , "  w ro te  L i p s ,  "may r e l a t e  t o  how p o w e rfu l  one f e e l s  and th e  ways 

in  which one u se s  power" (1981 , p .  6 9 ) .  The u n d e r ly in g  problem  o f  t h i s  

t h e o ry  i s  t h e  dilemma o f  o n e 's  espoused  lo cu s  v e r s u s  t h e  r e a l  behav

i o r s .  P o r t e r  e t  a l .  (1981) s p e c u la te d  t h a t  i n t e r n a l s  faced  w i th  a 

problem  in  which p o l i t i c a l  i n f lu e n c e  i s  p o s s i b l e  m ight a r r i v e  a t  a  more 

p o s i t i v e  SEU co m p u ta t io n  th a n  an e x t e r n a l l y  c e n t e r e d  p e r s o n .  I n t e r n a l s  

m ig h t ,  t h e r e f o r e ,  fa v o r  p o l i t i c a l  a c t i v i s m .  

n Power

The e a r l i e r  d i s c u s s i o n  o f  th e  TAT's n Power s t u d i e s  must be com

p lem ented  by a t t e n t i o n  t o  M c C le l la n d 's  (1984) work in  t h i s  a r e a .  As a 

b e h a v io r a l  s c i e n t i s t ,  M cC lelland  began s tu d y in g  t h e  power m otive  in  

m anagers . T h is  n Power in  managers d i f f e r s  from t h e  n Achievement he 

obse rved  in  b u s in e s s  e n t r e p r e n e u r s .  What a ro u s e d  th o u g h ts  o f  be ing  

pow erfu l?  He c o n f r o n te d  t h e  n e g a t iv e  to n e  a s s o c i a t e d  w i th  th e  r e s e a rc h  

on power w ith  i t s  p e j o r a t i v e  synonyms fo r  power: M a c h ia v e l l ia n ism ,

z e ro  sum, and a u t h o r i t a r i a n i s m .  F u r th e rm o re ,  he  d i s c o v e re d  t h a t
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i n d i v i d u a l s  d i s l i k e d  b e in g  t o l d  th e y  have  a h ig h  need f o r  power. 

M cC le l land  ex tended  th e  work o f  W in te r  (1973) t o  t h e  a c t i o n s  o f  th e

h ig h  n Power i n d i v i d u a l s  and c a t e g o r i z e d  two fa c e s  o f  power (Thompson

& L u th a n s ,  1981). The two fa c e s  a r e  o p p o s i t e s .  The n e g a t iv e  and more

p r i m i t i v e  p e r s o n a l  power face  i s  a w in - lo s e  c o e r c iv e  t y p e ,  and th e

p o s i t i v e  s o c i a l  power fa c e  i s  co n cern ed  w ith  group g o a ls  o r  w i th  f in d 

ing  g o a ls  t h a t  w i l l  move men (M cC le l lan d ,  1984).

M cC lelland  obse rved  s p e c i f i c  b e h a v io r s  in  h ig h  n Power i n d iv i d u a l s  

which w i l l  a s s i s t  us in  an sw ering  some o f  t h e  q u e s t io n s  about th e  p o l i 

t i c a l  a c t o r .  The i n d iv i d u a l  w i th  a h ig h  n Power se e k s  p o s i t i o n s  o f  

l e a d e r s h i p ;  in f lu e n c e s  o t h e r s  t o  t a s k  pe rfo rm ance ;  c o l l e c t s  p r e s t i g e  

o b j e c t s ;  m e n to r s ,  t r a i n s  a n d /o r  i n s t r u c t s  o t h e r s ;  i s  a c t i v e  in  o r g a n i 

z a t i o n a l  p o l i t i c s ;  s e e k s ,  w i th h o ld s ,  u s e s  in fo r m a t io n  t o  c o n t r o l  

o t h e r s ;  d r in k s  when f e e l i n g  p o w e r le s s .

A t t r i b u t i o n  Theory

T h is  th e o r y  c e n t e r s  on th e  r e l a t i o n  between a p e r s o n ' s  p e rc e p t io n  

and t h e  i n t e r p e r s o n a l  e v e n t .  The i n d i v i d u a l  makes c e r t a i n  a s c r i p t i o n s  

abou t b e h a v io r  o f  o t h e r s  and i n t e r p r e t s  t h a t  b e h a v io r  (L u th a n s ,  1977). 

The im p o r tan ce  o f  t h i s  co n cep t  a p p eared  in  s e v e r a l  d i s c u s s io n s  o f  p o l i 

t i c a l  b e h a v io r .  For exam ple , P o r t e r  e t  a l .  w ro te :

A t t r i b u t i o n s  o f  i n t e n t i o n  o f t e n  v a ry  w id e ly  betw een th o s e  who a re  

t h e  so u rce  o f  th e  b e h a v io r  and th o s e  who a re  o b s e rv in g  o r  l a b e l in g  

t h e  b e h a v io r .  I t  i s  our  c o n te n t io n  t h a t  i f  t h e  b e h a v io r  i s  seen 

by o r g a n i z a t i o n a l  p a r t i c i p a n t s  as  in te n d e d  t o  promote o r  p r o t e c t  

s e l f - i n t e r e s t s  th e n  (m e e tin g  th e  o th e r  c r i t e r i a )  t h e  l a b e l  " p o l i 

t i c a l "  i s  a p p r o p r i a t e .  (1981 , p .  112).
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The t h e o r i e s  overview ed a re  c e r t a i n l y  n o t  i n t e g r a t e d  i n t o  one 

framework f o r  t h e  u n d e rs ta n d in g  o f  th e  p o l i t i c a l  a c t o r .  The power r e 

l a t i o n s h i p  i s  t h e  c o n te x t  fo r  p o l i t i c a l  a c t i o n  and encompasses t h e  most 

b a s ic  i s s u e s  u n d e r ly in g  o r g a n i z a t i o n a l  p o l i t i c s  (B acharach  & L a w le r ,  

1981). The body o f  l i t e r a t u r e  on power i s  d i s j o i n t e d .  The t h e o r i s t s ,  

c la im e d  Bacharach and L a w le r ,  " f a i l  t o  i n t e g r a t e  th e  i n s i g h t s  o f  th e  

o th e r  t h e o r i s t s  s y s t e m a t i c a l l y .  T h is  p ro d u ce s  th e  im p re ss io n  t h a t  v a r 

ious  t h e o r i s t s  h o ld  c o n f l i c t i n g  n o t io n s  o f  power r a t h e r  th a n  t h a t  th e y  

em phasize  d i f f e r e n t  and complementary d im ens ions  o f  power" ( p .  11).

D isc u ss io n

I f  a l l  s o c i a l  i n t e r a c t i o n  based  on th e  g iv e  and ta k e  o f  s o c i a l  ex

change th e o r y  i s  t h e r e f o r e  p o l i t i c a l ,  what can  we l e a r n  about t h e  p o l i 

t i c a l  a c t o r  in  t h i s  b road  p i c t u r e ?  In  o t h e r  w ords ,  a r e  t h e r e  s o c i a l  

exchanges t h a t  a r e  n o t  p o l i t i c a l ?  E xpec tancy  th e o r y  h y p o th e s iz e d  about 

th e  complex th o u g h t  p r o c e s s e s  le a d in g  t o  a d e c i s i o n — e q u a t i o n s ,  w eigh

in g ,  and so f o r t h —y e t  have th e y  e v e r  app ro ach ed  th e  th e o r y  from th e  

v iew p o in t  o f  t h e  p a r t i c i p a n t ?  Could a phenom eno log ica l  approach  o f f e r  

a l t e r n a t i v e  i n s i g h t s ?  "What m o t iv a te d  you t o  p e rfo rm  t h i s  p a r t i c u l a r  

p o l i t i c a l  a c t i v i t y ? "  m ight be a  v a lu a b le  q u e s t i o n  t o  a sk  and i n t e r p r e t .

The lo cu s  o f  c o n t r o l  i s s u e  l o s e s  i t s  im pact on th e  power dynamic 

as a c o n te n d in g  v a r i a b l e  p a r t i c u l a r l y  b e c a u se  th e  o p p o s i t e  h as  neve r  

been c h a l l e n g e d .  Do e x t e r n a l s  ( a s  d i s c u s s e d  in  th e  s e c t i o n  on lo c u s  o f  

c o n t r o l )  n e v e r  a c t  p o l i t i c a l l y ?  I f  th e y  d o ,  when? And, why?

The power m otive  and n Power s p e c u l a t i o n s  o f f e r  more p o t e n t i a l  fo r  

th e  u n d e r s t a n d in g  o f  th e  p o l i t i c a l  a c t o r .  These p ro b in g s  i n t o  con

s c io u s n e s s  a r e  w or thw h ile  e n d e a v o rs .  S o c i a l i z a t i o n  a f f e c t s  o n e 's  n
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Power and sheds l i g h t  on how p e o p le  form p o l i t i c a l  norms and e t h i c s .  

W ithout some r e c o g n i t i o n  o f  th e  o r g a n i z a t i o n ' s  p o l i t i c a l  norms and 

w i th o u t  some i n t e r n a l i z a t i o n  o f  t h e s e  norms, p o l i t i c a l  b e h a v io r  would 

n o t  ensue  no m a t te r  how s t r o n g  th e  s e l f - i n t e r e s t  a t  s t a k e  i s .  These 

v a r i a b l e s  a t  th e  h e a r t  o f  p o l i t i c a l  b e h a v io r  c o u ld  be examined in  th e  

in s t ru m e n t  o f  t h i s  r e s e a r c h .

As i n i t i a l l y  p o s i t e d ,  lo o k in g  a t  power and p o l i t i c a l  b e h a v io r  from 

a l t e r n a t i v e  paradigm s may p rove  u s e f u l .  O ther  q u e s t i o n s  a re  r a i s e d .  

The s u b j e c t i v e  i n t e r p r e t i v e  parad igm  which c e n t e r s  on in d iv i d u a l  con

s c io u s n e s s  has  i n f lu e n c e d  th e  power m o tiv e ,  n Power, and th e  s t u d i e s  o f  

K ip n is  e t  a l .  (1981) and A l le n  e t  a l .  (1979) t o  a c e r t a i n  d e g re e .  

P henom enolog ica l  s t u d i e s  and l o n g i t u d i n a l  endeavors  would t rem endous ly  

e n r i c h  t h e  p i c t u r e .  Bacharach and Lawler c h a l l e n g e d ,  "Ask n o t  what i s  

power, b u t  t o  what phenomena does t h e  n o t io n  o f  n power s e n s i t i z e  us?"  

( 1981, p .  12).

A parad igm  which moves i n t o  t h e  change a r e n a ,  t h e  r a d i c a l  hum anis t 

one ,  s e ek s  t o  e x p la in  how i n d i v i d u a l s  l i n k  th o u g h t  and a c t i o n .  B u r r e l l  

and Morgan (1979) d e s c r ib e d  t h i s  v iew  o f  r e a l i t y  as  one which empha

s i z e s  t h e  im portance  o f  o v e r th ro w in g  t h e  l i m i t a t i o n s  o f  e x i s t i n g  s o c i a l  

a r ra n g e m e n ts ,  t h e  c o n s t r a i n t s  o f  t h e  s t a t u s  quo. T h is  c o u ld  be e n r i c h 

in g  fo r  t h e  s tu d y  o f  t h e  p o l i t i c a l  a c t o r ,  e s p e c i a l l y  t h e  p e r s o n a l i t y  o f  

th e  a r t i s t i c  o r  i n t u i t i v e  i n d i v i d u a l  in  t h e  J u n g ia n  p e r s o n a l i t y  

ty p o lo g y .  Change i s  a lw ays p a r t  o f  p o l i t i c a l  a c t i v i t y ,  and t h i s  p a ra 

digm o f f e r s  c r i t i c a l  e le m en ts  t h a t  have been n e g le c t e d .  S i m i l a r l y ,  th e  

r a d i c a l  s t r u c t u r a l i s t  parad igm  a t t e n d s  t o  change . The focus  o f  t h i s  

p e r s p e c t i v e  i s  on a n t i - o r g a n i z a t i o n a l  b e h a v io r s ,  e s p e c i a l l y  in  th e
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M a rx is t  s e n s e .  Many p o l i t i c a l  b e h a v io r s ,  such as o r g a n i z a t i o n a l  co u p s ,  

w h i s t l e b lo w in g ,  and in su rg e n c y  f a l l  i n t o  t h i s  fram e, y e t  t h e  p o l i t i c a l  

a c t o r  rem ains  unexamined h e r e .

The In -B a s k e t  T es t  

The i n - b a s k e t  t e s t  i s  a s im u la t io n  e x e r c i s e  r e q u i r i n g  th e  p e r f o r 

mance o f  a m an a g e r ia l  p o s i t i o n  by d e a l in g  w ith  th e  m a i l  and r e 

l a t e d  i tem s which have p resum ably  accum ulated  in  t h e  i n - b a s k e t  o f  

th e  m anager. Each s u b je c t  i s  c o n f ro n te d  w i th  a s t a n d a r d  s e t  o f  

problem s in  th e  form o f  l e t t e r s ,  memos, r e p o r t ,  and r e l a t e d  mat

e r i a l s .  The e x e r c i s e  p ro v id e s  an e x c e l l e n t  t r a i n i n g  t o o l  fo r  

p r o s p e c t iv e  m anagers , and i t  i s  w ide ly  used  fo r  t h i s  pu rpose  in  

i n d u s t r y .  In  a d d i t i o n ,  s e v e r a l  methods o f  s c o r in g  p e rfo rm ance  on 

t h e s e  m a t e r i a l s  have been worked out so t h a t  th e  i n - b a s k e t  i s  f r e 

q u e n t ly  used  as  a  s e l e c t i o n  a i d .  (Meyer, 1970, p .  297)

There a r e  some v a r i a t i o n s  on M e y er 's  (1970) d e f i n i t i o n  o f  t h e  i n 

b a s k e t  t h a t  in c lu d e  th e  co n cep t  o f  game (Lopez, 1966) o r  t e s t  

( F r e d e r i k s e n ,  1962). C onfusion  a r i s e s  when th e  words game, s im u l a t i o n , 

e x e r c i s e , o r  t e s t  a re  used in te r c h a n g e a b ly  in  th e  l i t e r a t u r e ,  y e t  

a c t u a l l y  t h e  i n - b a s k e t  i s  a l l  o f  t h e s e  and more. In  i t s  f u l l e s t  a p p l i 

c a t i o n ,  t h e  i n - b a s k e t  i s  an e x t e n s i v e l y  e x p e r i e n t i a l  l e a r n in g  d e v ic e  

fo r  th e  s u b j e c t ,  a r e s e a r c h  i n s t r u m e n t ,  and a s e l e c t i o n  a i d .

A na lyz ing  th e  d e f i n i t i o n s  and t h e s e  m u l t i - p u rp o s e s  o f  th e  in 

b a s k e t  th ro u g h o u t  i t s  30 y e a r  h i s t o r y  w i l l  be th e  i n i t i a l  em phasis o f  

l i t e r a t u r e  rev iew ed  in  t h i s  s e c t i o n .  Four o th e r  a s p e c t s  o f  th e  i n 

b a s k e t  w i l l  be d i s c u s s e d :  a sse ssm e n t  c e n t e r s ,  t h e  d e s ig n  and
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e v a lu a t i o n  o f  th e  i n - b a s k e t ,  v a l i d i t y  and r e l i a b i l i t y ,  and a c r i t i q u e  

o f  t h e  i n - b a s k e t .

H i s to r y

The o r i g i n a l  c o n c e p t io n  o f  t h e  i n - b a s k e t  by i t s  in v e n to r ,  Norman 

F r e d e r i k s e n ,  was t h a t  o f  a s i t u a t i o n a l  t e s t .  F r e d e r ik s e n  and h i s  c o l 

lea g u e s  from th e  E d u c a t io n a l  T e s t in g  S e rv ic e  (ETS) were asked  t o  s tu d y  

th e  d e s i r e d  outcomes o f  th e  A ir  F o r c e ' s  Command and S t a f f  S choo l .  

T h e i r  t a s k  was t o  e v a lu a t e  th e  e f f e c t i v e n e s s  o f  t h e  c u r r ic u lu m  and i n 

s t r u c t i o n  f o r  th e  s c h o o l ,  but F r e d e r ik s e n  was im m edia te ly  r e s p o n s iv e  t o  

t h e  p o t e n t i a l  a p p l i c a t i o n  o f  h i s  p r o to ty p e  i n - b a s k e t  method fo r  i n d i v i 

d u a l  perfo rm ance  and even p e r s o n a l i t y  s tu d y  ( F r e d e r ik s e n ,  1957, 1962,

1966). He a t te m p te d  t o  d e v i s e ,  as  he w ro te  in  1957, "a  s e n s i t i v e  mea

s u re  which may a t  th e  same t im e be o b j e c t i v e l y  and r e l i a b l y  sc o re d "  ( p .  

2 ) .  The o r i g i n a l  pu rpose  o f  t h e  i n - b a s k e t ,  which was c u r r ic u lu m  and 

i n s t r u c t i o n  e v a l u a t i o n ,  r e c e iv e d  l i t t l e  f u r t h e r  a t t e n t i o n  in  p r a c t i c e  

o r  t h e o r y .  F r e d e r i k s e n ' s  s e r e n d i p i t o u s  d i s c o v e r y  o f  o th e r  u ses  o f  th e  

t e s t  was c r i t i c a l  t o  t h e  h i s t o r y  o f  th e  in s t r u m e n t ,  fo r  he and h i s  ETS 

c o l l e a g u e s  th e n  p ro v id e d  a r i c h  l i t e r a t u r e  base  t o  t h e  l in e a g e  o f  th e  

i n - b a s k e t .

In  d e s ig n in g  t h i s  f i r s t  i n - b a s k e t  fo r  th e  A ir  F o rc e ,  F re d e r ik s e n  

th o ro u g h ly  a n a ly z e d  th e  c u r r ic u lu m  and o b j e c t i v e s  o f  th e  Command and 

S t a f f  S choo l .  The m ajor pu rpose  o f  th e  c o u rs e  was t o  i n c r e a s e  th e  ad

m i n i s t r a t i v e  p r o f i c i e n c y  o f  th e  s tu d e n t s .  From th e  a n a l y s i s ,  over  500 

b e h a v io r a l  d e s c r i p t i o n s  o f  th e  d e s i r e d  outcomes o f  th e  c o u rse  were 

c l a s s i f i e d  i n t o  c a t e g o r i e s  which would d e l i n e a t e  p s y c h o lo g ic a l ly  mean

in g f u l  f u n c t i o n s .  For exam ple, d e m o n s t ra t in g  f l e x i b i l i t y ,
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a d a p t a b i l i t y ,  and w i l l i n g n e s s  t o  in t r o d u c e  change were in c lu d e d  in  t h i s  

s t a t e m e n t :  "Can comprehend th e  e f f e c t  on A ir  F o rce  a c t i v i t i e s  o f  p o s 

s i b l e  p o l i t i c a l - e c o n o m i c  e v e n ts  such as  th e  c l o s i n g  o f  highways and 

r a i lw a y s  i n t o  B e r l in "  ( F r e d e r ik s e n ,  1957, p .  3 ) .  A nother  example o f  

t h e  f l e x i b i l i t y  f u n c t io n  was t h i s :  "R e a d ily  p la n s  f o r  and makes

changes  in  p ro c e d u re s  which a r e  consequences  o f  t h e  i n t r o d u c t i o n  o f  new 

r e s e a r c h  deve lopm ents"  ( p .  3 ) .

The n e x t  s t e p  fo r  th e  ETS s t a f f  was t o  p re p a re  m a t e r i a l s  t h a t  

would evoke th e  range  o f  th e  d e s i r e d  b e h a v io r s  and s k i l l s .  These mat

e r i a l s  c o n s i s t e d  o f  w r i t t e n  memoranda, m essages ,  r e p o r t s ,  and docu

m e n ts .  The s tu d e n t s  were t o  r e a c t  and respond  t o  th e  i te m s  as i f  th e y  

were th e  a c t u a l  d e c i s io n  m aker. A f t e r  a t r y o u t  o f  th e  t e s t ,  p r e c i s e  

p r e l i m i n a r y  s tu d e n t  i n s t r u c t i o n s  fo r  t h e  in s t ru m e n t  were co m p le te d .  A 

s c o r i n g  p ro ce d u re  was th e n  deve loped  from th e  r e s p o n s e s  o f  a Sample 

Group I .  For each o f  th e  v a r i o u s  p ro b lem s, betw een 5 and 15 ty p e s  o f  

r e s p o n s e s  were i d e n t i f i e d .  F u r th e r  r e f in e m e n ts  were made on th e  i n c o r 

p o r a t e d  Sample Group I I ' s  r e s p o n s e s ,  th e n  th e  r e s p o n s e s  were s u b m it te d  

t o  two p a n e ls  o f  s e n io r  o f f i c e r s  in  th e  A ir  F o rc e .  The judges  were 

a sked  t o  rank  and p la c e  a v a lu e  on th e  problem s in  t h e  i n - b a s k e t  in  

o r d e r  t o  deve lop  a s c o r in g  key ( F r e d e r ik s e n ,  1957).

"The in - b a s k e t  m a t e r i a l s  were t r i e d  out in  J u ly  1953 by ad m in is 

t e r i n g  them t o  th e  e n t i r e  C la s s  53-B o f  th e  Command and S t a f f  S c h o o l ,"  

w ro te  F r e d e r ik s e n  (1957 , p .  10). The pu rpose  o f  t h i s  t r y o u t  was t o  

p ro v id e  d a ta  fo r  o p e r a t i o n a l ,  s t a t i s t i c a l  and s c o r in g  c o n c e r n s .  Sev

e r a l  c o n c lu s io n s  were drawn from th e  t r y o u t .
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1. The d e t a i l e d  a n a ly s i s  o f  pe rfo rm ance  on th e  t e s t  p ro v id e d

maximum g u id an c e  to  th e  i n s t r u c t o r s  on th e  q u a l i t y  o f  t h e i r  t e a c h in g ,

th u s  a c c o m p lish in g  th e  m ajor pu rpose  o f  t h e  t e s t .

2 .  The t e s t  co u ld  be used  as a b a s e l i n e  m easurement.

3 .  The b r e a d th  o f  in fo rm a t io n  o b ta in e d  from th e  t e s t  c a l l e d  fo r

improved e v a lu a t i o n  p ro c e d u re s .  For exam ple, th e  t e s t  m ight e v a lu a te

c h a c t e r i s t i c s  n o t  o r i g i n a l l y  in te n d e d  t o  be m easured. C o o p e ra t iv e n e ss  

and sympathy o r  h a r s h n e s s  in  d e a l in g  w i th  s u b o rd in a te s  were ev id e n c e d  

in  t h e  t r y o u t .  "The i n - b a s k e t , "  commented F r e d e r ik s e n ,  "may be th o u g h t  

o f  a s  a p r o j e c t i v e  t e s t  which r e v e a l s  a g r e a t  d e a l  more about t h e  p e r 

s o n a l i t y  o f  th e  w r i t e r  th a n  i s  r e v e a le d  by th e  o b j e c t iv e  s c o r in g

method" (1957 , p .  2 2 ) .

4 .  To improve th e  c o n te n t  r e l i a b i l i t y  o f  th e  t e s t ,  more e f f o r t

must be made in  th e  s e l e c t i o n  and r e v i s i o n  o f  i te m s .  Homogeneous sub

t e s t s  must be more e x p l i c i t .

5 . The t e s t  c o u ld  be sc o re d  w i th  a r e a so n a b ly  h ig h  de g re e  o f  

r e l i a b i l i t y .

6 .  No c r i t e r i o n  o f  v a l i d i t y  was a v a i l a b l e  from t h i s  f i r s t  form.

No o t h e r  r e s e a r c h e r  o r  i n d u s t r i a l  p s y c h o lo g i s t  has  c o n t r i b u t e d  as

much i n v e n t iv e n e s s ,  f o r e s i g h t ,  and s t a t i s t i c a l  a t t e n t i o n  t o  th e  i n 

b a s k e t  in s t ru m e n t  as  F r e d e r ik s e n .  He c o n t i n u a l l y  m arveled a t  th e  po

t e n t i a l  u ses  o f  th e  i n - b a s k e t .  He w r o te ,  " I t  i s  a l s o  p o s s ib l e  t o  con

s i d e r  th e  i n - b a s k e t  t e s t  as a r a t h e r  e l a b o r a t e  perform ance t e s t  in  th e  

a r e a  o f  p e r s o n a l i t y "  (1962, p .  1). L a t e r  in  1966 he added , "P e rhaps  

th e  p r i n c i p a l  v i r t u e  o f  an u n s t r u c tu r e d  s i t u a t i o n a l  t e s t  such as an i n 

b a s k e t  i s  t h a t  i t  p ro v id e s  an o p p o r tu n i ty  fo r  th e  examinee t o  d i s p l a y
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s p o n ta n e o u s ly  c e r t a i n  r e sp o n se  t e n d e n c ie s  which com prise  a  p a r t  o f  h i s  

p e r s o n a l i t y "  ( p .  107).

The n ex t  m ajor use  o f  t h e  i n - b a s k e t  was q u i t e  d i f f e r e n t .  The 

American Telephone and T e leg rap h  Company's (AT&T) Management P r o g re s s  

S tudy was i n i t i a t e d  in  1956 as  a long  range r e s e a rc h  s tu d y  o f  t h e  psy 

c h o lo g i c a l  development o f  a d u lth o o d  (B ray ,  1964). " I t  was a s tu d y  o f  

bo th  i n d iv i d u a l  c h a r a c t e r i s t i c s  o f  young managers and c h a r a c t e r i s t i c s  

o f  t h e i r  o r g a n i z a t i o n a l  s e t t i n g s , "  w ro te  Thornton  and Byham (1 9 8 2 ,  p . 

5 5 ) .  As a l o n g i t u d in a l  s tu d y ,  a l l  d a ta  were s e p a r a te d  from any o p e ra 

t i o n a l  d e c i s i o n  making in  t h e  company and from c a r e e r  d e c i s i o n  making 

about t h e  p a r t i c i p a n t s .  In  t h e i r  r e c e n t  d e f i n i t i v e  work on th e  h i s t o r y  

o f  a s se s sm e n t  c e n t e r s ,  Thorn ton  and Byham w ro te ,  "Seldom i s  such a 

'p u r e '  s tu d y  conducted  in  i n d u s t r y "  (1982 , p .  5 9 ) .  Bray c o n c e iv e d  and 

led  th e  s tu d y .  The assessm en t  c e n t e r  p r o c e s s ,  a m p l i f i e d  w i th  an i n 

b a s k e t  e x e r c i s e  deve loped  w ith  t h e  a s s i s t a n c e  o f  th e  ETS, was used  as a 

b a s e l i n e  measurement fo r  t h e  422 men in  th e  s tu d y .  Here th e  h i s t o r y  o f  

th e  i n - b a s k e t  j o in s  t h a t  o f  th e  a sse ssm en t  c e n t e r s .

A ssessm ent c e n t e r s . The o r i g i n s  and e v o lu t io n  o f  t h e  a sse ssm en t  

c e n t e r  method a re  im por tan t  t o  t h e  s tu d y  o f  th e  i n - b a s k e t ,  fo r  t h i s  

e x e r c i s e  became one o f  t h e  m ajor components o f  c e n t e r s — in d e e d ,  G i l l  

(1982) c a l l e d  i t  th e  most p o p u la r  s in g l e  asse ssm en t  m ethod. Many o f  

th e  v a l i d i t y  and r e l i a b i l i t y  c o n c ern s  o f  th e  in - b a s k e t  a r e  embedded in  

a sse ssm e n t  c e n t e r  r e s e a r c h .  The Management P ro g re s s  S tudy in c o r p o r a te d  

th e  i n - b a s k e t  i n t o  i t s  2^ days o f  p r e t e s t i n g  in  th e  a sse ssm e n t  c e n te r  

c o n t e x t .  With t h i s  u n b ia se d  s tu d y  began th e  long and h e a l t h y  r e s e a r c h
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b a se  on assessm en t  c e n t e r s  a n d ,  d i r e c t l y  and i n d i r e c t l y ,  on th e  i n 

b a s k e t  .

"An a ssessm en t  c e n t e r  i s  a p ro ce d u re  (n o t  a l o c a t i o n ) , "  w rote  

T horn ton  and Byham, " t h a t  u se s  m u l t i p l e  a sse ssm en t  t e c h n iq u e s  t o  e v a lu 

a t e  employees fo r  a v a r i e t y  o f  manpower p u rposes  and d e c i s i o n s "  ( 1982, 

p .  13). The f i r s t  a s se s sm e n t  c e n t e r s  used m u l t i p l e  s im u la t io n s  and 

i n i t i a t i v e  t e s t s  t o  e v a lu a t e  c a n d id a te s  fo r  "James Bond" ty p e  work in  

i r r e g u l a r  w a r fa re  d u r in g  WW I I .  The O f f ic e  o f  S t r a t e g i c  S e r v ic e s  (OSS) 

d e s ig n e d  complex e x e r c i s e s  w i th  s e v e r a l  pu rposes  in  mind fo r  i t s  can 

d i d a t e s .  One i n t e r e s t  was t o  s tu d y  h ig h ly  e f f e c t i v e  i n d i v i d u a l s  and to  

d e l i n e a t e  t h e s e  p e rso n s  as  a w h o le ,  a g o a l  s i m i l a r  t o  t h a t  o f  th e  Man

agement P ro g re s s  S tudy . A no ther  a s p e c t  was th e  concern  f o r  an i n d i v i 

d u a l ' s  f a v o ra b le  q u a l i t i e s  and o n e 's  p o t e n t i a l  f o r  e f f e c t i v e  f u n c t io n 

i n g .  L a s t l y ,  th e  OSS fav o re d  t h e  p r e d i c t i v e  v a l i d i t y  o f  i t s  s im u la 

t i o n s  and e x e r c i s e s  (MacKinnon, 1975). When th e  Management P ro g re s s  

S tudy  adop ted  t h i s  m ethod, t h e  a sse ssm en t  c e n t e r  began i t s  b u s in e s s  

l i f e .  S h o r t ly  a f t e r w a r d s ,  th e  M ichigan  B e l l  Telephone sy s tem  i n i t i a t e d  

a s se s sm e n t  c e n t e r s — th e  f i r s t  o p e r a t i o n a l  use  f o r  management s e l e c t i o n  

(MacKinnon, 1975). Today, 300 t o  1,000 c e n te r s  e x i s t .  The s o c i a l  and 

e n v iro n m e n ta l  i n f lu e n c e s  o f  t h e  1970s added s i g n i f i c a n t l y  t o  t h i s  r i s e  

o f  a s se ssm en t  c e n t e r s  s in c e  1956. MacKinnon (1975) h i g h l i g h t e d  some 

r e a s o n s  fo r  t h i s .

1. There  was a  need f o r  more e f f e c t i v e  m anagers ,  p a r t i c u l a r l y  

be c au se  i t  was c o s t l y  t o  h i r e  m anagers who f a i l e d .

2. P s y c h o lo g i s t s  and t h e i r  s p e c i a l i z e d  t e s t i n g  were no t e f f e c 

t i v e  in  b u s in e s s  e n v iro n m e n ts .
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3 . A ssessm ent c e n t e r s  used  more th a n  one o b s e rv e r .  The c e n t e r s  

had h ig h  fa c e  v a l i d i t y .

4 .  The C i v i l  R ig h ts  Act encou raged  t h e  s e l e c t i o n  and developm ent 

o f  women and m i n o r i t i e s  and th e  a sse ssm e n t  c e n t e r  p a sse d  th e  l e g a l  h u r 

d l e s  r e g a r d in g  j o b - r e l a t e d n e s s , o b j e c t i v i t y ,  and f a i r n e s s  tow ards  t h e s e  

g ro u p s .  Fo r  exam ple, Moses and Boehm (1975) s tu d i e d  th e  p r e d i c t i v e  

v a l i d i t y  o f  t h e  AT&T c e n te r s  from 1963 th ro u g h  1971 fo r  4 ,846  women and 

found th e  methods v a l i d  fo r  women as w e l l  a s  fo r  men. In  f a c t ,  th e y  

c o n c lu d e d ,  "An in d iv i d u a l  r a t e d  'more th a n  a c c e p t a b l e '  was 10 t im e s  

more l i k e l y  t o  have r e c e iv e d  two o r  more p rom otions  th an  one r a t e d  'n o t  

a c c e p t a b l e ' "  ( p .  52 9 ) .

5 .  The American Management A s s o c ia t io n  (AMA) and Development 

D im ensions, I n c .  (DDI) began d e v e lo p in g  and s p e c i a l i z i n g  in  a sse ssm e n t  

c e n t e r  t e c h n o lo g y ,  in c lu d in g  in - b a s k e t  c o n s t r u c t i o n .

U lschak  (1983) added t h a t  th e  p a r t i c i p a n t s  saw th e  a sse ssm e n t  c e n 

t e r s  as  e x tre m e ly  f a i r  and a c c u r a te  r e p r e s e n t a t i o n s  o f  t h e i r  b e h a v io r .  

A l l  t h e s e  f a c t o r s  s t r e n g th e n e d  t h e  growth and d i v e r s i f i c a t i o n  o f  

a s se ssm en t  c e n t e r s  in  th e  U n ited  S t a t e s  and a b ro a d .  C e n te rs  became a 

h igh -pow ered  t o o l  p r e s e n t in g  s p e c i f i c ,  r e l i a b l e ,  and v a l i d  in fo r m a t io n  

abou t a m a n a g e r 's  s t r o n g  and weak p o i n t s  (U lsc h a k ,  1983). For F l e t c h e r  

( 1982), a s se ssm e n t  c e n t e r s  were th e  R o lls -R oyce  o f  p s y c h o lo g ic a l  

a s s e s s m e n t .

A ssessm ent c e n t e r s  in  b u s in e s s ,  t h e n ,  were o r i g i n a l l y  used  f o r  r e 

s e a rc h  and s h o r t l y  a f t e rw a rd s  fo r  s e l e c t i o n .  Because an i n c r e d i b l e  

amount o f  p e r s o n a l  b e h a v io r a l  d a ta  were o b ta in e d  from an a sse ssm e n t  

c e n t e r ,  many c o r p o r a t io n s  began u s in g  such c e n te r s  fo r  management
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t r a i n i n g  p u rp o s e s .  In  a d d i t i o n ,  th e  asse ssm en t  c e n t e r s  f a c i l i t a t e d  

c a r e e r  d e c i s i o n  making th ro u g h  s p e c i f i c  feedback  on o n e 's  perfo rm ance  

d u r in g  th e  s im u la t io n  ( K e i l ,  1981).

A ga in ,  i t  i s  im por tan t  t o  s t a t e  t h a t  th e  in - b a s k e t  i s  a m ajor

a ssessm en t  c e n t e r  e x e r c i s e ,  so  th e  h i s t o r y  and s t r e n g th  o f  c e n t e r s

p a r a l l e l  t h a t  o f  th e  i n - b a s k e t .  J u s t  a s  th e  assessm en t  c e n t e r s  have 

had a v a r i e t y  o f  pu rposes  from r e s e a r c h ,  e v a lu a t i o n ,  and s e l e c t i o n  t o  

t r a i n i n g ,  needs a n a l y s i s ,  and c a r e e r  d e c is io n -m ak in g  a s p e c t s ,  so  to o  

h as  t h e  i n - b a s k e t .  The in -b a s k e t  h as  s e rv e d  th e s e  m yriad  o f  pu rp o ses  

a s  an in s t ru m e n t  i t s e l f .  However, a sse ssm e n t  c e n t e r s  have r a r e l y  ex

c lu d e d  th e  in -b a s k e t  from i t s  r e p e r t o i r e  o f  e x e r c i s e s  so v a lu a b le  i s  

t h e  i n - b a s k e t  t o  t y p i c a l  a sse ssm en t  c e n t e r s .

The h i s t o r y  o f  t h e  in - b a s k e t  c o n t i n u e s .  In  f a c t ,  t h e r e  i s  a 

renewed i n t e r e s t  in  u s in g  job s im u la t io n s  (Kesselman e t  a l . ,  1982). 

F r e d e r i k s e n ' s  (1966) c o n s t r u c t  v a l i d i t y  s tu d i e s  su p p o r te d  th e  use  o f  

s i t u a t i o n a l  t e s t s  fo r  p ro v id in g  dependen t v a r i a b l e s  in  s o c ia lp s y c h o lo g -  

i c a l  e x p e r im e n ts .  In  th e  p a s t  few y e a r s ,  th e  in - b a s k e t  h as  been used  

fo r  a v a r i e t y  o f  r e s e a r c h  s t u d i e s ,  f o r  example: o c c u p a t io n a l  sex  d i s 

c r i m in a t i o n  (T e rbo rg  & I l g e n ,  1975); b i a s  tow ards p h y s ic a l  a t t r a c t i v e 

n e s s  in  r a t i n g  perfo rm ance (R o b in s ,  1983); i n t e r r a t e r  r e l i a b i l i t y

r e g a r d in g  s e x u a l ly  and r a c i a l l y  mixed groups (S ch m itt  & H i l l ,  1977); 

th e  i n f lu e n c e  o f  s e x - r o l e  s t e r e o ty p e s  in  p rom o tion , deve lopm en t,  and 

s u p e r v i s io n  (Rosen & J e r d e e ,  1974); d i f f e r e n c e s  in  b e h a v io r  shown t o

d i f f e r e n t  s u b o rd in a te s  (Kim & O rgan , 1983); and t r a i n i n g  fo r  management 

( G i l l ,  1982). Through th e  i n - b a s k e t ,  S h a p ira  and Dunbar (1980)
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i n v e s t i g a t e d  M in tz b e r g 's  m an a g e r ia l  r o l e s .  T h is  s tu d y  w i l l  be 

a d d re s s e d  s h o r t l y  in  t h e  l e a d e r s h ip  d i s c u s s i o n .

D esign  and E v a lu a t io n  o f  th e  In -B a sk e t

Each o f  t h e  d e s ig n  phases  o f  t h e  i n - b a s k e t  h as  i t s  own v ig o r  and 

c o m p le x i ty .  The many phases  in c lu d e :  job  a n a l y s i s ,  d im ension  c h o ic e ,

s tu d e n t  i n s t r u c t i o n  w r i t i n g ,  m a t e r i a l  s e l e c t i o n ,  i n te r v ie w  p l a n n in g ,  

t r y o u t ,  j u d g in g ,  s c o r in g  key deve lopm en t,  a s s e s s o r  t r a i n i n g  and fe e d 

back o f  r e s u l t s .  The d e s ig n e r  e v e n tu a l l y  a s k s ,  "What i tem s w i l l  evoke 

th e  b e h a v io r s  which t y p i f y  th e  c h a r a c t e r i s t i c s  I  am lo o k in g  fo r? "  T h is  

key q u e s t i o n  flows from th e  pu rpose  o f  t h e  i n - b a s k e t .

Every  in s t ru m e n t  must have a p u rp o se  (Benson 1982), and K e i l  

(1981) recommends t h a t  c a r e f u l  a t t e n t i o n  be p a id  t o  t h i s  p r i n c i p l e  in  

th e  d e s ig n  o f  s i m u l a t io n s .  The most s t r i n g e n t  d e s ig n  re q u i re m e n ts  a r e  

fo r  s e l e c t i o n  p u rp o se s  which a r e  l e g a l l y  and e t h i c a l l y  a p p a r e n t .  As a 

t r a i n i n g  t o o l ,  t h e  in s t ru m e n t  may a l lo w  f o r  more b re a d th  and d e p th  in  

th e  d e s ig n  p h a s e s .  In  s h o r t ,  t h e  s p e c i f i c  p u rp o se s  o f  t h e  i n - b a s k e t  

must be s t a t e d  and u n d e rs to o d  by a l l  in v o lv e d  in  i t s  d e s ig n  and e v a lu a 

t i o n .

T ru s k ie  (1981) su g g e s te d  in v o lv in g  m anagers and s u p e r v i s o r s  in  t h e  

d e s ig n  and d e l i v e r y  o f  t r a i n i n g  p rog ram s, and t h e  d e s ig n in g  o f  an i n 

b a s k e t  c a l l s  f o r  j u s t  t h a t  ty p e  o f  c o o p e r a t i o n .  Job a n a l y s i s  must be 

conduc ted  f i r s t  t o  d e te rm in e  th e  c o n te n t s  o f  th e  p o s i t i o n  t o  be simu

l a t e d .  S e v e ra l  l e v e l s  o f  jo b  pe rfo rm ance  must be n o te d :  t h e

f u n c t i o n a l ,  t h e  i n t e r p e r s o n a l ,  and th e  c o g n i t i v e .  C a te g o r ie s  and d i 

m ensions o f  b e h a v io r  th e n  em erge, a g a in  depend ing  on th e  pu rpose  o f  th e  

i n s t r u m e n t .  Some o f  th e  d im ensions  o f  t h e  Management P ro g re s s  S tudy
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were human r e l a t i o n s ,  p e r s o n a l  im p a c t ,  p e r c e p t i o n  o f  t h r e s h o l d  s o c i a l  

c u e s ,  b e h a v io r  f l e x i b i l i t y ,  and t o l e r a n c e  o f  u n c e r t a i n t y  (MacKinnon, 

1975). I n  a l l ,  25 v a r i a b l e s  were l i s t e d  fo r  t h a t  s tu d y  (B ray ,  

C am pbe ll ,  & G r a n t ,  1974). D im ensions o f  F r e d e r i k s e n 1s o r i g i n a l  A ir  

F o rce  e v a l u a t i v e  i n -b a s k e t  in c lu d e d  i n d i v i d u a l  and i n t e r a c t i v e  behav

i o r s ,  such  as  th e  f l e x i b i l i t y  b e h a v io r  and i n t e r a c t i o n  w ith  o t h e r s .

G i l l  ( 1982) enum erated some o f  t h e  b e h a v io r s  t h a t  can be a s s e s s e d  

v i a  t h e  i n - b a s k e t :  r e c a l l ,  i n s i g h t ,  a n a l y t i c a l  and c r i t i c a l  t h i n k i n g ,

l o g i c a l  r e a s o n in g  and p roblem  s o l v i n g ,  c r e a t i v i t y ,  judgm ent, s e n s i t i v 

i t y  t o  s o c i a l  s u b t l e t i e s ,  a b i l i t y  and w i l l i n g n e s s  t o  make d e c i s i o n s ,  

e s t a b l i s h m e n t  o f  p r i o r i t i e s ,  d e l e g a t i o n ,  w r i t t e n  com m unica tions ,  cop ing  

w i th  s t r e s s ,  and management c o n t r o l .  From t h i s  l i s t ,  i t  can be seen 

t h a t  t h e  i n - b a s k e t  m easures what o t h e r  in s t ru m e n ts  c a n n o t .

Lopez (1 9 6 6 ) ,  who e x t e n s i v e l y  d e s ig n e d  in - b a s k e t s  fo r  th e  American 

Management A s s o c ia t io n  (AMA) and New York P o r t  A u th o r i t y ,  w ro te  o f  th e  

d e s ig n  s c h e d u le :

A f t e r  t r a i n i n g  o r  s e l e c t i o n  o b j e c t i v e s  have been e s t a b l i s h e d ,  a 

p o s i t i o n  h as  been i d e n t i f i e d ,  t h e  g e n e ra l  o u t l i n e  o f  th e  s i t u a t i o n  

d e te rm in e d ,  th e  em phasis s e l e c t e d ,  and th e  l e v e l  o f  d e c i s i o n  

making d e f i n e d ,  th e  n e x t  s t e p  in  t h e  a c t u a l  c o n s t r u c t i o n  p r o c e s s  

b e g in s  w ith  t h e  c o l l e c t i o n  o f  a  l a r g e  supp ly  o f  c o n te n t  m a t e r i a l  

in  t h e  form o f  i n c i d e n t s ,  a n e c d o te s ,  r e p o r t s ,  c a se  s t u d i e s ,  and 

p ro b le m s ,  drawn e i t h e r  from a  r e a l  job  ( t h e  i d e a l  s o l u t i o n )  o r  

from i n d i r e c t  s o u rc e s  such as  t e x tb o o k s  and magazine a r t i c l e s  on 

management. (1966 , pp . 35-36)
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From th e  raw m a t e r i a l s  com piled ,  problem s a p p r o p r i a t e  t o  th e  o b j e c t i v e s  

a re  s e l e c t e d .

A c r i t i c a l  p a r t  o f  th e  in - b a s k e t  i s  t h e  s e t  o f  p r e l im in a r y  re sp o n 

den t  i n s t r u c t i o n s .  I t  i s  im p o r ta n t  t o  m o t iv a te  th e  p a r t i c i p a n t  t o  

e n t e r  f u l l y  i n t o  th e  s i t u a t i o n  so  t h a t  he o r  she may e a se  i n t o  th e  

a s s ig n e d  r o l e .  The s i t u a t i o n  must be p l a u s i b l e  and even c o m p lic a ted  

w ith  t im e  p r e s s u r e s .  Background in f o r m a t io n ,  o r g a n iz a t io n  c h a r t s ,  and 

p o s i t i o n  d e s c r i p t i o n s  a re  n e c e s s a ry  (Lopez, 1966).

The s e t  o f  problem s in  t h e  i n - b a s k e t  shou ld  c a l l  fo r  p e r s o n a l  

ju dgm en ts .  They shou ld  be s u f f i c i e n t l y  ambiguous t o  evoke a  wide ran g e  

o f  p o s s i b l e  s o l u t i o n s  (Lopez, 1966). Some item s shou ld  have h ig h  im

p a c t  on th e  o r g a n i z a t i o n s ;  o t h e r s  m ight r e q u i r e  immediate a t t e n t i o n .  

C e r t a i n  p rob lem s may demand more in fo rm a t io n  or may a f f e c t  o th e r s  s i g 

n i f i c a n t l y .  Lopez su g g e s te d  in c lu d in g  overv iew  p rob lem s, t e n s i o n -  

r e d u c in g  p ro b le m s,  and even te le p h o n e  ta p e d  i n t e r r u p t i o n s .  The number 

o f  problem s u s u a l l y  ran g es  from 10 t o  25, though th e  G enera l  E l e c t r i c  

P la n  Manager i n - b a s k e t  c o n ta in e d  38 i tem s (C rooks,  1968).

The n e x t  d e s ig n  s t e p  was t o  p la n  th e  i n te r v ie w  t o  be g iv en  t o  th e  

p a r t i c i p a n t  im m edia te ly  a f t e r  he o r  she had com pleted  th e  e x e r c i s e .  

O r i g i n a l l y ,  t h e s e  i n te r v ie w  q u e s t io n s  asked  such open-ended q u e s t io n s  

as  "What d id  you t h in k  o f  company X?" "What d id  you th in k  o f  p e rso n  X, 

Y, Z?" "What d id  you do fo r  each  item ?"  Now th e  p o s t  q u e s t io n s  a r e  

more s t r u c t u r e d ,  even com prised  o f  m u l t i p l e  c h o ic e  r e sp o n se s  in  what 

Kesselman e t  a l .  (1982) c a l l e d  an A c t io n  Report Form. Thornton  and 

Byham r e p o r t e d :  "New p ro ce d u re s  fo r  i n - b a s k e t  e v a lu a t i o n  u s in g  h ig h ly

s t r u c t u r e d  p a t t e r n e d  in te r v ie w s  a p p e a r  to  o f f e r  g r e a t  hope f o r  c u t t i n g
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down th e  amount o f  a s s e s s o r  t im e  r e q u i r e d  and fo r  i n c r e a s i n g  t h e  r e l i a 

b i l i t y  o f  measurem ent" (1982 , p .  186). The purpose  o f  th e  p o s t  in 

b a s k e t  i n t e r v i e w  i s  t o  o f f e r  t h e  p a r t i c i p a n t  t h e  o p p o r tu n i ty  t o  e x p la in  

h i s / h e r  d e c i s i o n s  more f u l l y  and t o  e s t a b l i s h  th e  d eg ree  o f  t h e  p a r t i 

c i p a n t s '  u n d e rs ta n d in g  o f  t h e  c h a r a c t e r s  and th e  problem s in  th e  e x e r 

c i s e  ( G r i f f i t h s ,  1979).

As in  th e  F r e d e r ik s e n  A i r  Fo rce  p r o to t y p e ,  a t r y o u t  o f  t h e  i n s t r u 

ment o c c u rs  n e x t .  The p i l o t  g r o u p 's  r e sp o n se s  form a poo l o f  r e 

s p o n s e s — th e  b a s i s  fo r  t h e  s c o r in g  key t h a t  w i l l  be d e v e lo p e d .  Hun

d re d s  o f  p o s s i b l e  re s p o n s e s  fo r  t h e  i tem s a re  f r e q u e n t ly  g e n e r a te d .  

G r i f f i t h s  (1979) recommended t r a n s c r i b i n g  a l l  t h e  r e s p o n s e s  t o  3x5 

c a rd s  f o r  t h e  pu rp o se  o f  e a s i e r  s o r t i n g  and w e ig h t in g  o f  th e  i tem s by 

th e  ju d g e s .  The judges  w e igh t  t h e  i tem s by p r i o r i t y  and u s u a l l y  an 80% 

agreem ent i s  r e q u i r e d  fo r  f i n a l  i n c l u s io n  in  th e  s c o r in g  k e y .  Judges  

s o r t  t h e  r e s p o n s e s  i n to  d e g re e s  o f  e f f e c t i v e n e s s  and a l s o  g e n e r a te  a 

l i s t  o f  c o n s id e r a t i o n s  and th e  i n t e r r e l a t e d n e s s  fo r  each  i te m .  A p r e 

c i s e ,  com prehens ive ,  and r e l i a b l e  s c o r in g  key i s  f i n a l l y  formed.

A s s e s s o r  t r a i n i n g  and feedback  o f  r e s u l t s  a re  th e  f i n a l  d e s ig n  im

p e r a t i v e s .  The American P s y c h o lo g ic a l  A s s o c ia t io n ,  t h e  American Educa

t i o n a l  R esea rch  A s s o c ia t io n  and t h e  N a t io n a l  C ounc il  on Measurement in  

E d u c a t io n  ( 1978) h i g h l i g h t e d  im p o r ta n t  s ta n d a r d s  and e t h i c a l  c o n s id e r a 

t i o n s  f o r  a s s e s s o r  t r a i n i n g .  These s ta n d a r d s  a r e  a p p l i c a b l e  t o  in 

b a s k e t  a s s e s s o r s  as  w e l l .  The a s s e s s o r s  must know how t o  c l a s s i f y  and 

a n a ly z e  t h e  e l i c i t e d  b e h a v io r s  t o  m inim ize b i a s  and d i s t o r t i o n  ( G i l l ,  

1979). When and what k in d  o f  feedback  t o  be g iven  must be d e te rm in ed  

in  t h e  d e s ig n  p h a s e .  The a t t e n t i o n  g iv en  t o  a l l  t h e  p h ases  o f  th e  i n 
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b a s k e t  d e s ig n  s t r e n g th e n s  th e  v a l i d i t y  and r e l i a b i l i t y  o f  t h e  i n s t r u 

ment .

C r i t i q u e  o f  t h e  In -B ask e t

There  have  been s e v e r a l  m ajor c r i t i c i s m s  o f  th e  i n - b a s k e t  t h a t  de

s e rv e  a t t e n t i o n .  The t im e and e f f o r t  r e q u i r e d  to  d e s ig n  th e  e x e r c i s e  

and th e  t im e  demanded t o  s c o re  and r e p o r t  on th e  s t u d e n t ' s  perfo rm ance  

a re  f o rm id a b le .  AMA and DDI have  c o n s t r u c t e d  many o f f - t h e - s h e l f  i n 

b a s k e t s  t o  a l l e v i a t e  th e  d e s ig n  t im e  demands, bu t o f  c o u r s e ,  t h e s e  a r e  

no t as r o b u s t  o r  v a l i d  as  custom-made e x e r c i s e s .

A nother  charge  l e v e le d  a t  th e  i n - b a s k e t  i s  t h a t  th e  i n - b a s k e t  i s  

s t a t i c  in  n a tu r e  ( G i l l ,  1982). As o r i g i n a l l y  c o n c e iv e d ,  i t  d id  no t  

a l lo w  fo r  i n t e r r u p t i o n s  or t im e p r e s s u r e s .  Gibson (1961) d e s ig n e d  an 

i n - b a s k e t  f o r  H arvard  B us iness  School s tu d e n t s  t h a t  s u c c e s s f u l l y  used  a 

m otion p i c t u r e  i n t e g r a t e d  w ith  p r i n t e d  c a se  m a t e r i a l  t o  make t h e  simu

l a t i o n  as  r e a l i s t i c  as  p o s s i b l e .  A lthough n o t  e m p i r i c a l l y  m easu red , 

Gibson l e a r n e d  t h a t  peop le  u s u a l l y  do n o t  obse rve  or h e a r  a c c u r a t e l y ;  

t h a t  in  spon taneous  d e c i s io n s  one u s u a l l y  r e a c t s  e m o t io n a l ly  f i r s t ;  

t h a t  p r e s s u r e s  do make a d i f f e r e n c e ;  and t h a t  in v o lv in g  f i lm  and 

p r i n t e d  m a t e r i a l  p roduced a h ig h  d e g re e  o f  p e r s o n a l  in v o lv e m e n t . Such 

r e a l i s m  encouraged  th e  resp o n d en t  t o  d i s p l a y  dominant a s p e c t s  o f  h i s  or 

h e r  p e r s o n a l i t y  and t o  behave n a t u r a l l y ,  which Lopez (1966) and many 

o th e r  e x p e r t s  f av o r  in  t h e  i n - b a s k e t .

A nother  o b j e c t io n  t o  th e  i n - b a s k e t  h a s  been th e  in a d e q u a te  q u a l i t y  

o f  feedback  t o  th e  p a r t i c i p a n t s .  Except in  pure  r e s e a r c h  such as  th e  

Management P ro g re s s  S tudy , feedback  i s  u s u a l l y  g iv en  o r a l l y .  I t  sum

m ar ize s  th e  c o n te n t  and s t y l e  d e s c r i p t i o n  o f  th e  c a n d i d a t e ' s
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p e rfo rm a n c e s ,  h i s  or h e r  s t r e n g t h s  and w eaknesses .  O f ten  an o u t l i n e d  

p la n  f o r  f u t u r e  developm ent i s  d i s c u s s e d .  More r e s e a r c h  needs  t o  be 

done on th e  o p t im a l  t im in g  o f  feedback  (MacKinnon, 1975) and t h e  r e l i a 

b i l i t y  o f  feedback  p r e s e n te d  from th e  a s s e s s o r  p o in t  o f  v ie w .  APA 

( 1978) g u i d e l i n e s  r e q u i r e  a t r a i n i n g  o f  a s s e s s o r s  in  th o ro u g h  u n d e r

s t a n d in g  o f  feedback  p r o c e d u r e s .

Each o f  t h e s e  t h r e e  m ajor  c r i t i c i s m s  o f  th e  i n - b a s k e t  r e g a r d in g  

t im e ,  i t s  s t a t i c  n a t u r e ,  and feedback  q u a l i t y  i s  ou tw eighed  by i t s  

e f f e c t i v e  c h a r a c t e r i s t i c s  which can be h i g h l i g h t e d :

1. E m p ir ic a l  ev id e n c e  o f  i n t e r n a l  v a l i d i t y .

2 . O b je c t iv e  and r e l i a b l e  s c o r in g  m ethods.

3. Q u a l i t a t i v e  d a t a  l e a d in g  t o  p e r s o n a l  i n s i g h t  (W a d d e ll ,  1982) 

and t h e  i n - b a s k e t ' s  v a lu e  t o  management e d u c a t io n .

4 .  Measurement o f  b e h a v io r s  o th e r  in s t ru m e n ts  c a n n o t  ( G i l l ,

1979).

5 .  A s s e s s o r  t r a i n i n g  as  a  v a lu a b l e  e x p e r ie n c e  in  and o f  i t s e l f

(MacKinnon, 1975).

6 .  Improvement in  s c o r in g  m ethods.

7 . A p p re c ia b le  amount o f  d a t a  p ro d u ced .

8 .  Wide a c ce p ta n c e  by p a r t i c i p a n t s .

9 .  A r e s e a r c h  base  o f  30 y e a r s .

10. The m u l t i p l e  p u rpose  t o  which i t  can be p u t :  r e s e a r c h ,  s e l e c 

t i o n ,  t r a i n i n g ,  and p e r s o n a l  a s  w e l l  as  c a r e e r  deve lopm en t.

These c h a r a c t e r i s t i c s  o f  t h e  i n - b a s k e t  s u b s t a n t i a t e  i t s  c h o ic e  as 

t h e  in s t ru m e n t  o f  t h i s  r e s e a r c h .  P ro d u c in g  q u a n t i t a t i v e  d a t a  a s  w e l l  

as  q u a l i t a t i v e  m a t e r i a l ,  t h e  i n - b a s k e t  s im u la t io n  i s  t h e  n e x t  b e s t
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t h i n g  t o  th e  o b s e r v a t io n  o f  r e a l  l i f e  b e h a v io r  because  i t  i s  c a p a b le  o f  

r a i s i n g  complex b e h a v io r  and r e a s o n in g ,  p r e c i s e l y  th e  r e a l i t y  o f  p o l i 

t i c a l  b e h a v io r .
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CHAPTER THREE 

The Meret In -B a s k e t  Experiment 

I n t r o d u c t i o n

The p u rpose  o f  t h i s  r e s e a r c h  i s  t o  d e s ig n  an in s t r u m e n t ,  in  t h e  

s im u l a t io n  fo rm a t ,  which would m easure  t h e  amount, t y p e ,  and o c c a s io n  

o f  an i n d i v i d u a l ' s  p o l i t i c a l  b e h a v io r .  The p ro c e d u re s  t h a t  were 

fo llow ed  t o  d e s ig n  and v a l i d a t e  t h i s  in s t ru m e n t  a r e  b ased  on t h e  30- 

y e a r  h i s t o r y  o f  th e  i n - b a s k e t  and p a r t i c u l a r l y ,  th e  c o n t r i b u t i o n s  o f  

F r e d e r i c k s o n  e t  a l .  (1962, 1966, 1957, 1972) and Lopez ( 1 9 6 6 ) .  These

c o n t r i b u t i o n s  a r e  summarized in  t h e  f i r s t  s e c t i o n  o f  t h i s  c h a p t e r .  The 

p ro c e d u re s  u sed  t o  d e s ig n  th e  M eret i n - b a s k e t  a re  e x p la in e d  in  t h i s  

c h a p t e r ' s  second  s e c t i o n .  These d e s ig n  f a c e t s  c o n t r i b u t e  t o  t h e  i n 

s t r u m e n t ' s  v a l i d i t y  and r e l i a b i l i t y .  The t h i r d  and f i n a l  s e c t i o n  d e s 

c r i b e s  t h e  p i l o t  groups and p a n e l  o f  j u d g e s .  G e n e r a l ly ,  t h i s  c h a p te r  

i s  a ch ro n o lo g y  o f  th e  i n s t r u m e n t ' s  d e s ig n  supplem ented by th e  M eret 

in - b a s k e t  i tem s  and t r a i n i n g  m a t e r i a l s  in  t h e  ap p e n d ix e s .

The In -B ask e t  I n s t ru m e n t :  H i s t o r i c a l  C o n t r ib u t io n s

V a l i d i t y

K e i l  ( 1 9 8 1 ) ,  in  an e x c e l l e n t  d i s c u s s i o n  o f  a ssessm en t  c e n t e r  v a l 

i d i t y ,  s t a t e d :  " V a l id i ty  i s  n o t  a t h i n g ,  i t  i s  sometimes n o t  a p r o p e r 

t y  o f  a t h i n g .  V a l id i t y  i s  a co n c ep t  t h a t  t a k e s  on meaning on ly  in  

r e l a t i o n  t o  s p e c i f i c  e v e n ts  and p r o c e s s e s "  ( p .  7 9 ) .  The p r o c e s s e s ,  o f

c o u r s e ,  a r e  t h e  many im por tan t  p h a ses  o r  p ro c e d u re s  o f  t h e  i n - b a s k e t ' s  

d e s ig n  t h a t  d i r e c t l y  impact i t s  i n t e r n a l  v a l i d i t y .  For c o n te n t  v a l i d 

i t y ,  t h e  p r o c e s s e s  o f  d im ension  s e l e c t i o n ,  m a t e r i a l  s e l e c t i o n ,  s c o r in g
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key deve lopm en t,  and so f o r t h  must be c lo s e  t o  a 1:1 r a t i o  between th e  

t a r g e t e d  job  l e v e l  and th e  e x e r c i s e s  as  p o s s i b l e .  Moving f a r t h e r  from 

t h a t  r a t i o ,  say  a 1:5 o r  1:10 c o n c e p t ,  r e q u i r e s  t h a t  th e  in - b a s k e t  de

s ig n e r  cope w ith  c o n s t r u c t  v a l i d i t y  and guard  a g a in s t  in f e r e n c e  when 

s c o r i n g .  A ccu ra te  cod ing  o f  th e  e x a m in e e 's  b e h a v io r  in  th e  s c o r in g  key 

developm ent phase  p r o t e c t s  a g a in s t  in f e r e n c e  and th u s  guards  c o n s t r u c t  

v a l i d i t y .

K e i l ' s  p o in t  i s  im por tan t  b ecau se  th e  te rm  v a l i d i t y  i s  c o n fu s in g  

and no lo n g e r  u s e f u l  ( F i t z p a t r i c k ,  1983). Some t e s t  d e v e lo p e rs  say  th e  

s c o re s  th em se lv e s  a re  th e  v a l i d i t y  m easure  in  c o n t r a s t  t o  K e i l ' s  b e l i e f  

t h a t  v a l i d i t y  r e s u l t s  from th e  p ro c e s s  o f  t h e  i n s t r u m e n t ' s  developm ent. 

In d e e d ,  t h e  t e s t  s c o re s  must r e p r e s e n t  th e  h y p o th e s iz e d  t r a i t s ,  bu t  th e  

t e s t ' s  fo u n d a t io n s  a re  even more c r i t i c a l .

Many o f  th e  e a r l y  v a l i d i t y  s t u d i e s  focused  on th e  s c o re s  

th em se lv e s  t o  a s c e r t a i n  c o n c u r r e n t ,  p r e d i c t i v e ,  c o n s t r u c t  v a l i d i t y .  

Using th e  P l a n t  M anager 's  i n - b a s k e t  t h a t  was deve loped  by t h e  ETS, 

Meyer (1970) conducted  a s tu d y  w i th  81 G ene ra l  E l e c t r i c  u n i t  managers 

t o  examine i n t e r n a l  v a l i d i t y  i s s u e s .  Scores  on th e  t e s t  r e l a t e d  s i g n i 

f i c a n t l y  t o  job  perfo rm ance r a t i n g s  o f  m anagers , a t t e s t i n g  t o  con

c u r r e n t  v a l i d i t y .  Meyer showed t h a t  th e  t e s t  d id  n o t  on ly  m easured 

m a n a g e r ia l  e x p e r ie n c e ,  but i t  a l s o  p ro v id e d  a measure o f  m an a g e r ia l  

a b i l i t y  o r  a p t i t u d e .  O ther  i n t e r n a l  v a l i d i t y  i s s u e s  fo r  a s se ssm en t  

c e n t e r s  have been c l e a r l y  e s t a b l i s h e d  in  numerous s t u d i e s  (T horn ton  & 

Byham, 1982).

F r e d e r ik s e n  ( 1962) conduc ted  s e v e r a l  f a c t o r  a n a l y t i c  s t u d i e s  o f  

th e  c o n te n t  and s t y l e  o f  i n -b a s k e t  re s p o n s e s  t h a t  dem ons tra ted  p a t t e r n s
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o f  p e rfo rm a n c e .  For exam ple, work perfo rm ance  v a r i a n c e  f e l l  i n to  t h r e e  

f a c t o r s :  p r e p a r in g  fo r  a c t i o n ,  amount o f  work, and s e e k in g  g u id an c e .

F r e d e r ik s e n ,  long  a t t r a c t e d  t o  th e  p e r s o n a l i t y  a s se s sm e n t  p o t e n t i a l  o f  

t h e  i n - b a s k e t ,  a l s o  perfo rm ed  s e v e r a l  c o n s t r u c t  v a l i d i t y  s t u d i e s  

(1 9 6 6 ) .  R e l a t i n g  in - b a s k e t  perfo rm ance t o  p s y c h o lo g ic a l  t e s t  s c o r e s ,  

F r e d e r ik s e n  o b se rv e d  such p e r s o n a l i t y  and i n t e r e s t  c o r r e l a t i o n s  a s :  

im a g in a t iv e  c o u r s e s  o f  a c t i o n  and h ig h  v o c a b u la ry ;  w r i t i n g  volume and 

h ig h  a c t i v e  s c o r e s  on th e  T h rus tone  Temperament S c h e d u le ;  p r o c r a s t i n a 

t i o n  and low e d u c a t io n a l  l e v e l ;  and o t h e r s .  He summarized h i s  con

s t r u c t  v a l i d i t y  s t u d i e s :  " I t  would t h e r e f o r e  seem r e a s o n a b le  t o  c o n s i 

d e r  u s in g  s c o re s  on s i t u a t i o n a l  t e s t s  l i k e  t h e  i n - b a s k e t  as  dependent 

v a r i a b l e s  in  s o c i a l - p s y c h o l o g i c a l  e x p e r im e n ts ,  o r  a s  p r o v i s i o n a l  c r i 

t e r i a  fo r  v a l i d a t i n g  t e s t s  which approach  th e  p rob lem  o f  m easu r ing  p e r 

s o n a l i t y  l e s s  d i r e c t l y "  ( p .  8 7 ) .

P r e d i c t i v e  v a l i d i t y  o f  th e  i n -b a s k e t  h as  been  d e m o n s tra ted  in  sev 

e r a l  s t u d i e s  such as  th e  AT&T s tu d y  d e s c r ib e d  in  c h a p te r  tw o , and th e

works o f  Lopez (1966) and Meyer (1 9 7 0 ) .  Lopez (1966) d e s c r ib e d  th e  

S e a rs  & Roebuck s tu d y  t h a t  u t i l i z e d  th e  i n - b a s k e t  t o  p r e d i c t  e f f e c t i v e 

n e s s  in  an e x e c u t iv e  r o l e .  "They fo u n d ,"  w ro te  Lopez , " t h a t  p e r f o r 

mance on th e  i n - b a s k e t  t e s t  was a r e a s o n a b ly  good p r e d i c t o r  o f  execu

t i v e ,  m a n a g e r ia l ,  and d e c is io n -m ak in g  pe rfo rm an ce"  ( p .  103).

A f t e r  more th a n  30 y e a r s  o f  r e s e a r c h  and a p p l i c a t i o n ,  th e  i n 

b a s k e t  h as  e a rn e d  u n u s u a l ly  h ig h  marks in  e v e ry  v a l i d i t y  a r e a ,  p a r t i c u 

l a r l y  face  v a l i d i t y  (M eyer, 1970). Some i n - b a s k e t  d e s ig n e r s  go to  

g r e a t  le n g th  t o  p roduce  l e t t e r s  and r e p o r t s  on c o lo r e d  l e t t e r h e a d ,  v a r 

ious  s i z e s  o f  p a p e r  and ty p e  s i z e .  The i tem s  a r e  no t  c o p ie d .
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C o n se q u e n tly ,  r e a l i s m  i s  h e ig h te n e d  (C rooks ,  1968; T horn ton  & Byham, 

1982) and th e  i n - b a s k e t ' s  v a l i d i t y  f o r  a l l  o f  i t s  p u rp o se s  seems o b v i

ous and a c c e p ta b l e  t o  p a r t i c i p a n t s .

For t h e  M eret i n - b a s k e t ,  two ty p e s  o f  v a l i d i t y  were e s t a b l i s h e d  

and i n t e g r a t e d — c o n te n t  and c o n s t r u c t .  C on ten t  v a l i d i t y ,  w i th  i t s  sub

s e t  o f  f a c e  v a l i d i t y ,  was b u i l t  upon an a c t u a l  m erger  s i t u a t i o n ,  which 

gave r e a l i s m  t o  th e  item s and th e  e n t i r e  p o l i t i c a l  env ironm ent o r  do

main o f  t h e  s im u l a t io n .  C o n s t ru c t  v a l i d i t y  was b u i l t  upon s e v e r a l  

t h e o r e t i c a l  p r i n c i p l e s .  The f i r s t  i s  a d e f i n i t i o n  o f  p o l i t i c a l  behav

i o r  a s :  " S o c ia l  i n f l u e n c e  a t te m p ts  t h a t  a r e  d i s c r e t i o n a r y  ( i .  e . ,  t h a t

a r e  o u t s i d e  th e  b e h a v io r a l  zones p r e s c r ib e d  o r  p r o h i b i t e d  by th e  form al 

o r g a n i z a t i o n ) ,  and t h a t  a re  in te n d e d  ( d e s ig n e d )  t o  prom ote o r  p r o t e c t  

th e  s e l f - i n t e r e s t s  o f  i n d iv i d u a l s  o r  groups ( u n i t s ) .  These s e l f -  

i n t e r e s t s  t h r e a t e n  th e  s e l f - i n t e r e s t s  o f  o t h e r s  ( i n d i v i d u a l s ,  u n i t s ) "  

( P o r t e r ,  e t  a l . ,  1981, p .  112). The second i s  t h e  body o f  power l i t e r 

a t u r e  from v a r i o u s  d i s c i p l i n e s  summarized in  c h a p te r  tw o , and th e  t h i r d  

i s  t h e  ty p o lo g y  o f  p o l i t i c a l  b e h a v io r  d e p ic t e d  in  F ig u re  1. V a l i d i t y  

was t e s t e d  th ro u g h  th e  t h r e e  h y p o th e se s  o f  th e  i n s t r u m e n t :  (1 )  v a r io u s

p o l i t i c a l  b e h a v io r s  can be p r e s e n te d  by th e  i n - b a s k e t  r e s p o n d e n t s ,  (2) 

t h e s e  b e h a v io r s  w i l l  ran g e  from i n e f f e c t i v e  t o  e f f e c t i v e  s o l u t i o n s  t o  

o r g a n i z a t i o n a l  s i t u a t i o n s ,  and (3 )  t h e  p o l i t i c a l  b e h a v io r s  e x p re s s e d  

w i l l  v a ry  w ith  t h e  ty p e  o f  problem  p r e s e n t e d .

R e l i a b i l i t y

R e l i a b i l i t y ,  which i s  s t a b i l i t y  o f  measurement ove r  t im e ,  h a s  been 

d i r e c t l y  a t t r i b u t e d  t o  th e  t r a i n i n g  o f  t h e  a s s e s s o r s  ( G i l l ,  1982) and 

t o  t h e  q u a l i t y  o f  t h e  s c o r in g  k e y .  The ETS o r i g i n s  o f  th e  i n - b a s k e t

_*r-.
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have c o n t r i b u t e d  g r e a t l y  t o  th e  p sy c h o m e tr ic  knowledge o f  s c o r in g  r e l i 

a b i l i t y .  U sing  th e  r e s u l t s  o f  two s c o r e r s  o f  th e  i n - b a s k e t s  and s p l i t  

h a l f  s c o re s  which a r e  c o r r e l a t i o n s  betw een odd and even t e s t  i tem  

s c o r e s ,  F r e d e r ik s e n  (1957) a t t e s t e d  t o  h ig h  d e g re e s  o f  r e l i a b i l i t y  in  

th e  s c o r in g  o f  i n - b a s k e t s .  T h is  i n t e r r a t e r  r e l i a b i l i t y  h as  been a 

h a l lm a rk  o f  i n - b a s k e t  s im u la t io n s  (MacKinnon, 1975). The c o n t i n u a l  

e f f o r t  t o  d e s ig n  s t r u c t u r e d  in te r v ie w s  and a c t i o n  p la n  r e p o r t s  h a s  a l s o  

improved r e l i a b i l i t y .

No s i n g l e  r e s e a r c h  p r o j e c t  on th e  i n - b a s k e t  h a s  been com prehensive  

enough t o  answer a l l  t h e  v a l i d i t y  and r e l i a b i l i t y  i s s u e s  a t  o nce .  As 

Lopez sum m arized, " th e  p rocedu re  has  been t h a t  each su c ce e d in g  i n v e s t i 

g a to r  h as  s to o d  on th e  s h o u ld e r s  o f  h i s  p r e d e c e s s o r s  t o  g a in  a lo n g e r  

and w ider  v iew  o f  th e  problem" ( p .  8 6 ) .  To summarize, t h e  m ajor

s t u d i e s  and t h e i r  r e s e a r c h e r s  have been th e  fo l lo w in g :

1. The A i r  Force  -  Norman F r e d e r ik s e n

2. Management P ro g re s s  S tudy -  Douglas Bray

3. B e l l  System -  J o e l  Moses

4 .  Bureau o f  B us iness  -  Norman F r e d e r ik s e n

5 . School A d m in is t r a t io n  S tudy  -  John Hemphill

6 . H arvard  B us iness  School -  Lewis Ward

7. IBM -  W a lte r  McNamara and W il l ia m  Dodd

8 . G e n e ra l  E l e c t r i c  -  H e rb e r t  Meyer

9. P o r t  A u th o r i t y  -  F e l ix  M. Lopez

10. S e a rs  & Roebuck -  V. Jon  Benz

P a r t  two o f  t h i s  c h a p te r  e x p la in s  th e  p ro c e d u re s  o r  p r o c e s s e s  t h a t  

were fo llow ed  in  th e  Meret i n - b a s k e t  deve lopm ent.
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The P rocedu re  and Design F a c e ts  o f  

th e  M eret In -B a s k e t  Development

The Dimensions

A l l  i n - b a s k e t  in s t ru m e n ts  fo cu s  on p a r t i c u l a r  d im ensions  o f  behav

i o r ,  sometimes c a l l e d  c o m p e te n c ie s ,  th u s  th e  Meret i n - b a s k e t  fo c u se s  on 

a  v a r i e t y  o f  p o l i t i c a l  b e h a v io r s  drawn from th e  l i t e r a t u r e .  As f i r s t  

c o n s t r u c t e d ,  t h e  Meret in - b a s k e t  had  11 b e h a v io r a l  d im e n s io n s .  A f te r  

t h e  f i r s t  t r y o u t ,  th e  d im ension  c o n c e rn in g  use o f  d e c e i t  was merged 

w ith  t h e  in fo rm a t io n  d im ens ion . The former was seen  as  an i l l e g i t i m a t e  

b e h a v io r  and th e  r e s e a r c h e r  d id  n o t  want t o  focus on a  n e g a t iv e  p o l i t i 

c a l  t a c t i c .  I f  use  o f  d e c e i t  appeared  in  th e  r e s p o n s e s  o f  t h e  exami

n e e s ,  i t  cou ld  be no ted  in  th e  in fo rm a t io n  d im ension . The f i n a l  10 d i 

m ensions a re  l i s t e d  in  an a b b r e v i a t e d  format in  Appendix X.

The body o f  power l i t e r a t u r e  d i s c u s s e d  in  c h a p te r  two em phasizes  

t h e  im portance  o f  o n e 's  need fo r  power, t h e r e f o r e ,  t h e  f i r s t  d im ension  

a d d r e s s e s  t h i s  c o n s t r u c t .  D im ensions two th rough  n in e  a r e  d e r iv e d  

c h i e f l y  from F a r r e l l  and P e t e r s o n ' s  (1982) ty p o lo g y  o f  p o l i t i c a l  behav

i o r  ( F ig u r e  1). The m erger s im u la t io n  c o u ld  have evoked b e h a v io r s  such

as l a w s u i t s  and t h r e a t s ,  b u t  t h i s  was no t l i k e l y  so t h e s e  d im ensions

were n o t  examined. The 10th d im e n s io n ,  th e  Sense o f  t h e  O r g a n iz a t io n ,  

i s  a t r a d i t i o n a l  i n -b a s k e t  c o n s i d e r a t i o n .  I t  i s  o f t e n  term ed  d i f f e r 

e n t l y  a s  e x t r a o r g a n i z a t i o n a l  s e n s i t i v i t y ,  s e n s i t i v i t y  t o  s o c i a l  s u b t l e 

t i e s ,  s t a k e h o ld e r  s e n s e ,  and a p p r e c i a t i n g  e x i s t i n g  o r g a n i z a t i o n a l  

v a lu e s  and cus tom s. One o f  th e  e x p e r t  judges  fo r  th e  r e s e a r c h  p r o j e c t  

who h a s  e x te n s iv e  a sse ssm en t  c e n t e r  e x p e r ie n c e  s t r o n g l y  recommended 

t h i s  10th d im e n s io n 's  i n c l u s i o n  though i t  does no t c l e a r l y  a p p e a r  in
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th e  l i t e r a t u r e  as  a  s p e c i f i c  p o l i t i c a l  competency (B. E. G r i f f i t h s ,  

p e r s o n a l  com m unication , Ja n u a ry  10, 1986). The 10 dim ensions a r e  as

fo l lo w s :

1. S e l f - i n t e r e s t ,  Power: a m b i t io n  and d e s i r e  fo r  i n f l u e n c e ,  

w an ting  power (n  pow er) ,  th e  power m o t iv e ,  independence , dom inance, and 

s u p e r i o r i t y .

2 .  C o a l i t i o n  B u i ld in g :  a l l i a n c e s  and c o a l i t i o n  b u i ld i n g  w ith

o th e r  i n d i v i d u a l s  and u n i t s ,  d e v e lo p in g  and m a in ta in in g  a power b a s e .  

( In d e p e n d e n t  o f  t h e  formal s t r u c t u r e ,  c o a l i t i o n s  a r e  e x p l i c i t l y  c r e a t e d  

by t h e i r  members fo r  a s p e c i f i c  p u r p o s e .  C o a l i t i o n s  must a c t  as  a 

g ro u p ,  e . g . ,  j o i n t l y  s ig n in g  a memorandum.)

3 .  N e u t r a l i z i n g  O p p o s i t io n :  n e u t r a l i z i n g  o r  d e s t r o y in g  s t a k e 

h o l d e r s ,  e . g . ,  f i r i n g ,  ig n o r in g ,  r e p r i s a l s ,  b lo c k in g ,  a t t a c k i n g  or 

b lam ing  o t h e r s .  (S c ap e g o a tin g  and b lam ing  a r e  u s u a l ly  r e a c t i v e .  P ro 

a c t i v e  a t t a c k i n g  i s  more p e r s o n a l  and i s  u s u a l l y  gea red  tow ard  r e d u c in g  

c o m p e t i t io n  w ith  a  r i v a l . )

4 .  G a in ing  Support:  g a in in g  s u p p o r t  from h ig h e r  l e v e l s ,  a l i g n i n g  

w i th  po w erfu l  o t h e r s ,  c l e a r i n g  th e  in v es tm e n t  w i th  th e  immediate b o s s ,  

i n g r a t i a t i n g  o n e s e l f  w ith  one in  a u t h o r i t y ,  p r a i s i n g ,  e s t a b l i s h i n g  good 

r a p p o r t ,  and to u c h in g  b a s e s .

5 . Use o f  In fo rm a t io n :  u s in g  in fo rm a t io n  as a p o l i t i c a l  t o o l ,

e . g . ,  w i th h o ld in g ,  d i s t o r t i n g ,  u s in g  in fo r m a t io n  t o  overwhelm o t h e r s ,  

o u t r i g h t  ly in g  o r  f a l s i f y i n g  in  some i n s t a n c e s ,  u s in g  s e l e c t i v e  d i s c l o 

s u re s  o r  in n u en d o e s ,  w h is t le b lo w in g ,  and overwhelming th e  t a r g e t  w i th  

d a ta  t o  o b sc u re  a p ie c e  o f  i n fo r m a t io n .
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6. U sing  R esou rces :  u s in g  m a t e r i a l  and p h y s ic a l  r e s o u r c e s ,  

a c c e s s in g  in f o r m a t io n ,  s e c u r in g  p e r s o n n e l  a s s ig n m e n ts ,  e q u ip m en t,  o r  

space  as  p o l i t i c a l  t o o l s .  A ls o ,  c o l l e c t i n g  d a t a ,  g a r n e r in g  r e a l  o r  

sym bolic  r e s o u r c e s  t o  s u p p o r t  o n e ’ s p o s i t i o n .

7. Exchanging  F av o rs :  exchang ing  f a v o r s ,  h o r s e  t r a d i n g ,  d e v e l 

oping  q u id  p ro  quo d e a l s ,  making p a y o f f s  in  exchange fo r  s u p p o r t ,  and 

p e rfo rm in g  s e r v i c e s  or f a v o rs  t o  c r e a t e  o b l i g a t i o n s .

8 .  O u ts id e  A c t i v i t y :  t a l k i n g  w ith  a c o u n te r p a r t  from a n o th e r  

o r g a n i z a t i o n  o r  engag ing  in  o u t s i d e  p r o f e s s i o n a l  a c t i v i t y .

9 . B a r g a in in g ,  Compromising: b a r g a i n in g ,  n e g o t i a t i n g ,  compro

m is in g ,  u s u a l l y  w i th  r e g a rd  t o  i s s u e s  and p o l i c i e s .

10. Sense o f  th e  O r g a n iz a t io n :  s t a k e h o ld e r  s e n s e / a n a l y s i s ,  u n d e r

s ta n d in g  o r g a n i z a t i o n a l  dynamics and th e  macroview, and knowing th e  

g a te k e e p e r s  and power c e n t e r s .

The Choice o f  t h e  S i t u a t i o n

The M adison e t  a l .  (1980) s tu d y  c a l l e d  a t t e n t i o n  t o  m anagers ' p e r 

c e p t io n s  o f  p o l i t i c a l  b e h a v io r  in  o r g a n i z a t i o n s .  The most p o l i t i c a l  

s i t u a t i o n  in  t h e  m anagers ' o p in io n  was r e o r g a n iz a t i o n  c h a n g es ,  fo llow ed  

by p e r s o n n e l  c h a n g e s .  O ther  e n v iro n m e n ta l  p r e s s u r e s  conducive  t o  p o l i 

t i c a l .  a c t i v i t y  in c lu d e d  budget a l l o c a t i o n ,  d e a l in g  w ith  o u t s i d e r s ,  

p o l i c y  c h a n g e s ,  c o n f l i c t s ,  s t a t u s  o r  ego invo lvem en t ,  and t r a u m a t ic  

change o r  p r e s s u r e .  T h is  d i s c u s s io n  in  th e  l i t e r a t u r e  se rv e d  as th e  

job  a n a l y s i s  t y p i c a l l y  perfo rm ed  in  t h e  f i r s t  s te p s  o f  an i n - b a s k e t  de

s ig n .  The e n v iro n m en ta l  c o n d i t i o n s  and s i t u a t i o n s  d e s c r ib e d  in  th e  

Madison e t  a l . s tu d y  were s p e c i f i c a l l y  p o l i t i c a l  job  e le m e n ts .  A
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m erger s i t u a t i o n  was chosen  b ecause  i t  c o u ld  encompass many o f  th e  

p o l i t i c a l  e le m en ts  enum era ted , in c lu d in g  t r a u m a t ic  change o r  p r e s s u r e .

A m erger s i t u a t i o n  o f f e r s  c o u n t l e s s  p o s s i b i l i t i e s  fo r  t e s t i n g  

o n e 's  p o l i t i c a l  p r o p e n s i t i e s .  The l i t e r a t u r e  on m ergers  p r e s e n t s  a 

common p i c t u r e  o f  th e  human problem s a s s o c i a t e d  w ith  any m erger such as 

r e s i g n a t i o n s ,  p o s i t i o n i n g  f o r  h i g h e r  a s s ig n m e n ts ,  s a b o ta g e  by em

p l o y e e s ,  d e c re a s e  in  m o ra le ,  and g e n e ra l  c o n fu s io n  (B o lan d ,  1970; 

C h ia r a ,  1985; Ferguson  & D oig , 1982; M arks, 1982; S h i r l e y ,  1977).

A m erger  o f  two p u b l i s h in g  companies was s e l e c t e d  f o r  t h e  M eret 

s im u l a t io n  because  o f  t h e  a p p a r e n t l y  g e n e r a l  and d i r e c t  n a tu r e  o f  t h a t  

b u s i n e s s .  P u b l i s h in g  would be f a i r l y  ea sy  fo r  th e  p i l o t  g roups t o  un

d e r s t a n d .  I t  would not d e t e r  an e l e c t r o n i c s  o r  h e a l t h  p r o f e s s i o n a l  to  

make d e c i s i o n s  whereas an e l e c t r o n i c s  p r o f e s s i o n a l  m igh t be t o t a l l y  

l o s t  in  a  h o s p i t a l  s e t t i n g  and v i c e  v e r s a .  C o n c u r re n t ly ,  t o  a t t r a c t  

th e  i n t e r e s t s  o f  e l e c t r o n i c s  and h e a l t h  p r o f e s s i o n a l s  and o t h e r  s u b s e t s  

o f  t h e  p i l o t  g ro u p s ,  th e  p u b l i s h i n g  companies o f  t h e  s im u l a t io n  s p e c 

i a l i z e d  in  c o m p u te rs ,  m ed ic a l  and academ ic m a t e r i a l s .  Both p u b l i s h i n g  

co m pan ies ,  a s  d e s c r ib e d  in  t h e  newspaper a r t i c l e  (Appendix C ) , were 

p r o f i t a b l e — an a t t r a c t i o n  f o r  t h e  f i n a n c i a l  p r o f e s s i o n a l s .  In  summary, 

t h e r e  was s im u la t io n  m a t e r i a l  t o  c a p tu r e  e v e ry o n e 's  i n t e r e s t ,  y e t  th e  

p u b l i s h i n g  env ironm ent was b r o a d ly  d e f in e d  so as  n o t  t o  t u r n  anyone 

away.

A S y n o p s is  o f  t h e  Meret s i m u l a t i o n ,  I n s t r u c t i o n s  fo r  t h e  P a r t i c i p a n t s ,  

and A d m in i s t r a t i o n  P ro ced u res

The in - b a s k e t  i tem s were dev e lo p ed  from m erger c a s e  s t u d i e s  

( C h ia r a ,  1985; Ferguson  & D oig , 1982; M arks, 1982; S h i r l e y ,  1977),
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th e  10 d im ens ions  and th e  v a r io u s  s i t u a t i o n s  o f  th e  Madison e t  a l .

( 1980) s tu d y .  The p a r t i c i p a n t s  f i r s t  a r e  g iv en  some p r e l im in a r y  i n 

s t r u c t i o n s .  These i n s t r u c t i o n s  in c lu d e  background in f o r m a t io n ,  a  M eret 

o r g a n i z a t i o n  c h a r t ,  and a newspaper a r t i c l e  on th e  m erger o f  M eret and 

Muse p u b l i s h i n g  com panies , and i n s t r u c t i o n s  (A ppendixes A, B, C ) .  The 

a d m i n i s t r a t o r  r e a d s  a lo u d  th e  b r i e f  background s h e e t ,  and th e n  th e  

group h as  abou t 10 m inu tes  t o  become f a m i l i a r  w i th  t h e  background o f  

th e  o r g a n i z a t i o n  by r e a d in g  th e  new spaper a r t i c l e  and o r g a n i z a t i o n  

c h a r t .  The p a r t i c i p a n t s  in  th e  group a r e  a s s ig n e d  th e  i d e n t i t y  o f  

C h r is  W a llac e ,  t h e  Manager o f  Human R esources  o f  Meret P u b l i s h in g  Com

pany . P a r t i c i p a n t s  a r e  g iv en  a t a b l e - t e n t  name c a rd  w i th  h i s  o r  h e r  

new i d e n t i t y  and t i t l e  on i t .  These f i r s t  few m inu tes  a r e  c r i t i c a l  as  

th e y  s e t  th e  s t a g e  f o r  th e  s im u la t io n .

To in v o lv e  th e  p a r t i c i p a n t s  as  q u i c k ly  and f u l l y  as p o s s i b l e ,  th e  

n ex t  e lem en t  in  th e  in - b a s k e t  i s  a t e l e c o n f e r e n c i n g - t y p e  announcement 

from a s e n io r  v i c e - p r e s i d e n t  o f  Muse, t h e  a c q u i r in g  f i rm .  A two m inu te  

v id e o  p r e s e n t a t i o n  from th e  e x e c u t iv e  i s  p la y e d  tw ice  (Appendix D ) . 

T his  announcement g iv e s  f u r t h e r  d i r e c t i o n s  f o r  t h e  s im u la t io n  and r e 

f e r s  t o  m a t e r i a l s  t h a t  th e  p a r t i c i p a n t  would soon r e c e i v e .

To summarize th e  s im u la t io n  th u s  f a r ,  t h e  p a r t i c i p a n t s  a r e  C h r is  

W allace  o f  M eret P u b l i s h in g  Company in  Ramona, C a l i f o r n i a .  The v e ry  

p r o f i t a b l e  Muse I n t e r n a t i o n a l  from S t .  L ou is  h a s  p u rch a se d  M e re t ,  t h e  

s e n io r  v i c e - p r e s i d e n t  from S t .  L o u is  h a s  a sked  t h r e e  a d m i n i s t r a t i v e  

managers from M eret t o  choose one c o o r d i n a to r  from among th em se lv e s  t o  

r e o r g a n iz e  t h e  a d m i n i s t r a t i o n  a t  M e re t .  The t h r e e  managers a l s o  r e 

c e iv e  word from Muse t h a t  t h e i r  boss  h a s  r e s ig n e d  because  o f  th e
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m erger .  Up t o  t h i s  p o i n t ,  t h e  p a r t i c i p a n t s  have c l e a r  i n s t r u c t i o n s  and 

th e  n e c e s s a ry  background in fo rm a t io n  t o  com ple te  th e  s im u la t io n .

The p a r t i c i p a n t s  th e n  r e c e iv e  an enve lope  a d d re s s e d  t o  C h r is  

W allace (Appendix E) c o n ta in in g  th e  fo l lo w in g  m a t e r i a l s :  a message

from M. W a l le r ,  t h e  d i r e c t o r  o f  m ark e t in g ;  a  s e a l e d  enve lope  from Bryan 

Emerson, th e  Muse s e n io r  v i c e - p r e s i d e n t  who was in  t h e  v id eo  t e l e c o n 

fe re n c e ;  a l e t t e r  o f  r e s i g n a t i o n  from t h e i r  b o s s ,  C h a r le s  Goodwin; a 

computer memo from E v e r e t t  C a r lso n ;  and a s e a l e d  enve lope  w ith  a n o te  

from C. B urns, t h e  s e c r e t a r y  (Appendixes G, H, I ,  J ,  K, N, 0 ,  P ,  Q). 

P a p e r ,  p e n s ,  message form s, and a c a le n d a r  a r e  a l s o  in  th e  e n v e lo p e .  

The f i n a l  s e t  o f  d i r e c t i o n s  i s  p la c e d  on to p  o f  a l l  t h e  m a t e r i a l s  in 

s id e  th e  enve lope  (Appendix F ) . The a d m i n i s t r a t o r  r e a d s  th e s e  f i n a l  

d i r e c t i o n s  t o  th e  p a r t i c i p a n t s .  From t h i s  p o in t  on , th e  p a r t i c i p a n t s  

a re  g iven  one hour  t o  com plete  th e  i n - b a s k e t .

S y n o p s is . The f i r s t  i tem  i s  a message from th e  m arke ting  d i r e c 

t o r ,  W a l le r ,  who i s  se ek in g  adv ice  from W allace  (Appendix G ) . The en

ve lope  s e n t  by Bryan Emerson, M use 's  v i c e - p r e s i d e n t  who appeared  on th e  

v id e o ,  c o n ta in s  a two-page o u t l i n e  f o r  W allace  t o  c o m p le te .  On t h i s  

o u t l i n e  i s  a y e l lo w  p o s t - i t  no te  s t a t i n g :  " C h r i s —You a re  my #1 ch o ic e

fo r  th e  p o s i t i o n .  Make your case  w e l l  t o  j u s t i f y  my i n t u i t i o n !  Bryan" 

(Appendixes H, I ) .

A l e t t e r  o f  r e s i g n a t i o n  from W a l la c e 's  b o s s ,  C h a r le s  Goodwin, i s  

th e  t h i r d  i tem  and i t  c o n ta in s  v a lu a b le  in fo rm a t io n  f o r  W allace (Appen

d ix  J ) .  N ex t,  a  computer p r i n t o u t  memo from E v e r e t t  C a r lso n  i n d i c a t e s  

t h a t  W allace  was exam ining an autom ated p e r s o n n e l  system  (Appendix K ) . 

C a r lson  i s  a s e n io r  e d i t o r  a t  Muse.
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The l a s t  i tem  in  th e  i n -b a s k e t  e nve lope  i s  a s e a le d  enve lope  con

t a i n i n g  t h r e e ,  two-page pe rfo rm ance  rev iew s  on J .  D. U l r i c h ,  P a t  

R am irez, and C h r is  W allace .  The perfo rm ance  rev iew s  p ro v id e  in fo rm a

t i o n  on W a l l a c e 's  two p e e rs  w i th  whom W allace  i s  in  c o m p e t i t io n  fo r  th e  

c o o r d i n a t o r ' s  p o s i t i o n .  They a l s o  gave W allace  a p i c t u r e  o f  h i s  o r  h e r  

s t r e n g t h s  (A ppendixes N, 0 ,  P ,  Q ) . A f t e r  th e  examinees r e a d  th e s e  mat

e r i a l s ,  abou t  15 m inu tes  i n t o  th e  i n - b a s k e t  h o u r ,  a ta p e  o f  two t e l e 

phone m essages  i s  p lay e d  a f t e r  th e  fo l lo w in g  v e r b a l  i n s t r u c t i o n s  a re  

re a d  by th e  a d m i n i s t r a t o r :  "You n o t i c e  your answ ering  machine i s

b l in k i n g ;  you p la y  your messages th ro u g h  t w i c e . "

The two m essages a re  b r i e f .  One i s  from Bruce F a r l e y ,  p r e s e n t l y  

th e  s u p e r v i s o r  o f  g e n e ra l  a d m i n i s t r a t i o n  under Ram irez, and i t  m entions 

a rumor abou t J .  D. U l r ic h  t a k i n g  G oodw in 's p l a c e .  The o th e r  message 

i s  from P a t  R am irez, M use 's  manager o f  th e  l e g a l  d e p a r tm e n t .  A female 

v o ic e  m en tions  th e  new p o s i t i o n  and im p l ie s  t h a t  W allace owes fa v o rs  t o  

Ramirez (See  t r a n s c r i p t i o n s ,  Appendixes L, M). C o n seq u en tly ,  W allace  

i s  in  d i r e c t  c o m p e t i t io n  w ith  Ramirez and U l r i c h ,  and as t y p i c a l  w i th in  

m e rg e rs ,  rumors a r e  sp re a d in g  a l r e a d y .

With 10 m inu tes  rem a in ing  o f  t h e  h o u r ,  p a r t i c i p a n t s  a re  g iv en  

n o t i c e  o f  t h e  t im e so th e y  can f i n i s h  t h e  e x e r c i s e ;  most com pleted  

w i th in  th e  h o u r .

A d m i n i s t r a t i o n . A l l  o f  th e  i te m s ,  d i r e c t i o n s ,  and o t h e r  m a t e r i a l s  

were p r e t e s t e d  by s i x  h i g h - l e v e l  m anagers fo r  c l a r i t y  and c o n te n t  v a l 

i d i t y  and th e n  th e  in s t ru m e n t  was a d m in is t e r e d  t o  th e  f i r s t  p i l o t  group 

on Ja n u a ry  21, 1986. A f t e r  t h e  f i r s t  p i l o t  g roup com pleted  i t s  work, a
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few m inor changes were made t o  th e  i tem s and th e  a d m i n i s t r a t i o n .  These 

changes were a s  fo l lo w s :

1. The d i r e c t i o n ,  "Use th e  in fo rm a t io n  a t  h a n d " ,  was added t o  

t h e  f i n a l  i n s t r u c t i o n s  because  s e v e r a l  p a r t i c i p a n t s  com plained o f  n o t  

h a v ing  enough in fo rm a t io n  t o  make t h e i r  d e c i s i o n s .  That i s  a f re q u e n t  

c om p la in t  in  s im u l a t io n s .

2 . The s t a t e m e n t ,  " I n - b a s k e t  i tem s  as  o f  l a t e  F r id a y  a f t e r n o o n ,  

March 14, 1986", was added t o  t h e  f r o n t  o f  t h e  l a r g e  i n -b a s k e t  enve lope  

(Appendix E ) . A few o f  th e  p a r t i c i p a n t s  th o u g h t  t h a t  t h i s  e n t i r e  

package was from Emerson when in  f a c t  i t  was n o t .

3 . E v e r e t t  C a r l s o n 's  name was added t o  th e  o r g a n iz a t io n  c h a r t  in  

t h e  s e n i o r  e d i t o r ' s  b lo c k .  A lthough he was d e f in e d  as  a s e n io r  e d i t o r  

in t h e  com puter a r e a  o f  th e  company, s e v e r a l  p a r t i c i p a n t s  were u n su re  

o f  who he was o r  how pow erfu l  he m ight b e .  They seemed to  want th e  

s e c u r i t y  o f  h a v in g  him on th e  c h a r t .  H is  memo r e f l e c t e d  t h i s  change 

(Appendix K ) .

4 .  In  t h e  W alle r  m essage , t h e  name Cathy was s u b s t i t u t e d  f o r  

a n o th e r  fem ale name. Cathy was on th e  o r g a n i z a t i o n  c h a r t  and th e  o th e r  

name was n o t  (Appendix G ) .

5. In  t h e  a d m i n i s t r a t i o n  o u t l i n e ,  E m erson 's  name was added t o  

th e  o u t s i d e  e nve lope  and h i s  rank  was r e s t a t e d  in  th e  f i r s t  s e n te n c e  on 

th e  o u t l i n e  (Appendixes H, I ) . A ga in ,  a  few examinees were u n c le a r  as  

to  who Emerson w as, though i t  was m en tioned  in  th e  background in fo rm a

t i o n  (Appendix A ).

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



78

6- F i n a l l y ,  because  a few were u n c le a r  why C h r is  W allace  r e 

c e iv e d  t h e  c o n f i d e n t i a l  pe rfo rm ance  r e v ie w s ,  t h i s  s ta te m e n t  was added 

t o  t h e  s e a l e d  e nve lope  w ith  C h r i s ' s  name on i t :

" I  came upon t h e s e  in  c l e a r i n g  C. Goodwin's d esk  and th o u g h t

you sh o u ld  p la c e  them  in  t h e  c o n f i d e n t i a l  p e r s o n n e l  f i l e s .  

Thank yo u , C. Burns"

In  a l l ,  t h e r e  a re  seven  i tem s  i n  t h e  a c t u a l  i n - b a s k e t  t h a t  r e q u i r e  

a  r e s p o n s e  o r  a c t i o n .  No changes were made i n  th e  a d m i n i s t r a t i o n  o f  

th e  s im u l a t io n  (Appendix S ) .

The I n t e r v i e w  and th e  A c t io n  R eport  Form

A f t e r  c o m p le t in g  th e  i n - b a s k e t ,  each  p a r t i c i p a n t  in  b o th  p i l o t

g roups  was in te r v ie w e d  and r e q u i r e d  t o  com ple te  a form about t h e  simu

l a t i o n .  Both o f  t h e s e  d a ta  c o l l e c t i o n  p ro c e d u re s  were in c lu d e d  i n  th e  

r e s e a r c h  expe r im en t  t o  e n r i c h  t h e  u n d e r s t a n d in g  o f  p o l i t i c a l  b e h a v io r  

and t o  c o n f i rm  th e  r e s u l t s  o f  t h e  s im u l a t io n .  The in t e r v i e w  e x p lo re d  

why th e  r e s p o n d e n ts  a c te d  p o l i t i c a l l y  th ro u g h  t h e s e  q u e s t i o n s :

1. What d id  you t h i n k  o f  th e  M eret s i t u a t i o n ?

2. What d id  you do f o r  each  item? (Go th ro u g h  each  i te m ,  be 

s u re  you u n d e rs ta n d  what t h e  p a r t i c i p a n t s  d i d ,  make m a rg in a l  n o t e s  when 

n e c e s s a r y ,  p robe  f o r  re a s o n s  d e c i s i o n s  were m ade.)

3. How d id  you approach  th e  i n - b a s k e t ?  ( S o r t ,  sequence)

4 .  What was th e  most c h a l l e n g i n g  i te m  and why?

5 . What e x p e r ie n c e s  and s t r e n g t h s  d id  you b r in g  t o  t h e  s i t u a 

t io n ?

6 .  How w i l l i n g  were you t o  make a  d e c i s i o n  based  on th e  i n f o r 

m atio n  a t  hand?
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7. Do you t h i n k  t h a t  you , a s  C h r i s ,  would have an im pact on th e  

o r g a n i z a t i o n ?  (Appendix U ) .

The i n te r v ie w s  fo r  th e  two p i l o t  g roups  were conducted  by t r a i n e d  

a s s e s s o r s  and m o n ito red  by th e  r e s e a r c h e r .  Out o f  33 i n t e r v i e w s ,  26 

were com ple ted  by p a i r s  o f  a s s e s s o r s  f o r  r e l i a b i l i t y  p u rp o s e s .  Because 

o f  a v a r i e t y  o f  l o g i s t i c a l  p ro b lem s,  t h e  rem ain ing  seven  in te r v ie w s  

were c o n d u c te d  by i n d iv i d u a l  a s s e s s o r s .  The s t r o n g e s t ,  most s e n i o r  i n 

t e r v i e w e r s  were a s s ig n e d  t o  conduct t h e s e  seven  in te r v ie w s  and t h e  r e 

s e a r c h e r  o b se rv e d  each one in  t u r n .  Most o f  th e  in te r v ie w s  l a s t e d  one-  

h a l f  h o u r .

W hile  in te r v ie w in g  th e  p a r t i c i p a n t s ,  t h e  a s s e s s o r s  r e c o rd e d  t h e i r  

n o te s  w i th  a r e d  pen d i r e c t l y  on t h e  i n - b a s k e t  i tem s (sam p les  in  Appen

d ix e s  Y, Z ) . O the r  n o te s  from t h e  i n t e r v i e w  were re c o rd e d  on t h e  i n 

t e r v i e w  s h e e t  (Appendix U ). The o n ly  change on th e  M eret I n te r v ie w  

Form from t h e  f i r s t  to  th e  second p i l o t  g roup was t h e  moving o f  qu es 

t i o n  seven  t o  t h e  second p la c e  because  o f  i t s  im por tance .

The A c t io n  R eport Form (Appendix V) was des ig n ed  t o  a d d re s s  se v 

e r a l  i s s u e s  in  t h e  s im u la t io n  and t o  s e rv e  as  an open-ended  e v a lu a t i o n  

on t h e  s i m u l a t i o n .  The form r e q u i r e d  abou t 10 m inu tes  t o  c o m p le te .  No 

changes were made on i t  between th e  p i l o t  g ro u p s .

T ryout

The M eret in - b a s k e t  was a d m in is t e r e d  t h r e e  t im es  in  o r d e r  t o  meet 

t h e  q u o ta  o f  30 p a r t i c i p a n t s .  The i n - b a s k e t  was a d m in is t e r e d  t o  th e  

f i r s t  p i l o t  g roup o f  13 examinees on J a n u a ry  21, 1986. The second

p i l o t  g roup  o f  20 examinees e n t a i l e d  two a d m i n i s t r a t i o n s  o f  t h e  i n 

b a s k e t  on F e b ru a ry  24, 1986 and March 6 ,  1986.
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Ju d g in g  and S c o r in g  Key Development

The p ro c e d u re s  f o r  ju d g in g  th e  M eret in - b a s k e t  re s p o n s e s  a r e  i n t e 

g r a l  to  t h e  s c o r in g  key developm ent. The o b j e c t iv e  o f  ru n n in g  p i l o t  

groups th ro u g h o u t  i n -b a s k e t  c o n s t r u c t i o n  i s  t o  g a th e r  s u f f i c i e n t  r e 

sponses  from th e  p a r t i c i p a n t s  t o  form a b e h a v io r a l l y  anchored  s c o r in g  

k ey . A f t e r  th e  a s s e s s o r s  in te rv ie w e d  th e  p a r t i c i p a n t s  in  th e  f i r s t  

p i l o t  g roup , th e  a s s e s s o r s  im m edia te ly  summarized th e  e s se n c e  o f  each 

p a r t i c i p a n t ' s  r e sp o n se  t o  th e  seven i te m s .  These summaries were p la c e d  

on index  c a rd s  and th e n  c a te g o r iz e d  w ith  th e  i n te r v ie w  answers o n to  t h e  

l i s t  o f  10 d im e n s io n s .  A f te rw a rd s ,  t h e  index  c a rd s  were p r e s o r t e d  by

th e  r e s e a r c h e r ,  i te m  by i tem , on a ran g e  o f  e f f e c t i v e  p o l i t i c a l  behav

i o r  based  on th e  d e f i n i t i o n  in  c h a p te r  one .  T h is  p r e l im in a r y  s o r t i n g  

o f  th e  b e h a v io r s  was examined s e p a r a t e l y  by each o f  th e  t h r e e  judges  

and a d ju s tm e n ts  were made a c c o r d in g ly .  The judges  examined over  300 

b e h a v io r s  and e v a lu a te d  t h e i r  a p p r o p r i a t e n e s s  t o  th e  M eret s i t u a t i o n .  

Each judge was a l s o  asked  t o  rank  th e  seven  i tem s in  o rd e r  o f  impor

t a n c e  and t o  a s s ig n  s c o r in g  w e ig h ts  t o  each  i tem . The ju d g e s '  a s s ig n e d  

w e igh ts  a l lo w ed  fo r  a c o n v e rs io n  o f  th e  raw s c o re s  t o  an a d ju s t e d

s c o r e .  T h is  a d ju s t e d  s co re  i s  im p o r ta n t  fo r  i t  gave a p p r o p r i a t e

w e ig h ts  t o  th e  item s which v a r i e d  in  d i f f i c u l t y .

The s c o r in g  key was used by two a s s e s s o r s  t o  mark th e  i n - b a s k e t s  

(Appendix W). Each a s s e s s o r  marked a l l  13 i n - b a s k e t s  o f  th e  f i r s t  

p i l o t  g roup f o r  i n t e r r a t e r  r e l i a b i l i t y  p u rp o se s .

A f t e r  th e  assessm en t  fo r  t h e  second p i l o t  group o f  20 was c o n c lu 

ded , a d d i t i o n a l  b e h a v io r s  were added t o  t h e  s c o r in g  k e y ,  and th e  ju d g es  

met a s  a group t o  f i n a l i z e  th e  s c o r in g  k e y ,  r a n k in g ,  and w e ig h ts .  The
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judges  r e a c h e d  co n sen su s  on th e  i tem s  in  t h e  s c o r in g  k e y ,  and th e n

tu rn e d  t h e i r  a t t e n t i o n  t o  t h e  r a n k in g s  and w e ig h ts .  Based on th e

a ssum ption  t h a t  t h e  r a n k in g s  sh o u ld  be d e te rm in e d  by how c r i t i c a l  th e

item s w ere t o  C h r i s  W a l l a c e 's  s e l f  i n t e r e s t s  and how im p o r ta n t  th e

item s were f o r  W a l l a c e 's  p o l i t i c a l  e f f e c t i v e n e s s  now and in  t h e  f u t u r e ,

th e  fo l lo w in g  ran k s  and w e ig h ts  were e s t a b l i s h e d .

W eights a s s ig n e d  by ju d g es  
I tem  numbers and d e s c r i p t i o n  t o  t o t a l  100 p o i n t s

1. W a lle r  Message 14 p o i n t s

2. A d m in i s t r a t i o n  O u t l in e 40 p o i n t s

3 . L e t t e r  o f  R e s ig n a t io n 15 p o i n t s

4 . Computer Memo 12 p o i n t s

5 . F a r l e y  Message 8 p o i n t s

6 . Ram irez Message 5 p o i n t s

7. Perfo rm ance  Reviews 6 p o i n t s

Two d i f f e r e n t  a s s e s s o r s  marked th e  second p i l o t  g r o u p 's  i n 

b a s k e t s ,  and t h e  f i n a l  s c o re  t o t a l s  were c a l c u l a t e d .  S t a t i s t i c a l  t e s t s  

f o r  i n t e r r a t e r  r e l i a b i l i t y  were a l s o  c a l c u l a t e d  and a r e  d i s c u s s e d  in  

c h a p te r  f o u r .

A s se s so r  T r a in in g

F i f t e e n  s tu d e n t  v o l u n te e r s  from l o c a l  u n i v e r s i t i e s  were t r a i n e d  as 

a s s e s s o r s  fo r  t h e  M eret s im u l a t io n .  (See t h e  a s s e s s o r  t r a i n i n g  manual 

in  Appendix AA and th e  e x p la n a to r y  c o rre sp o n d en c e  in  Appendix BB.) 

A f t e r  r e c e i v i n g  more th a n  t h r e e  h o u rs  o f  i n s t r u c t i o n ,  in c lu d in g  i n t e r 

v iew ing  p r a c t i c e  w i th  v id e o  fee d b a c k ,  t h e  a s s e s s o r s  r e c e iv e d  s e v e r a l  

s h e e t s  o f  i n s t r u c t i o n s  and feedback  n o te s  from th e  r e s e a r c h e r  d u r in g
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t h e i r  t r a i n i n g  (Appendixes CC, DD). The r e s e a r c h e r  c o n t in u o u s ly  ob

se rv e d  th e  a s s e s s o r s  a s  th e y  in te rv ie w e d  and re c o rd e d  th e  d a t a ,  and she  

answered q u e s t i o n s  th ro u g h o u t  th e  i n te r v ie w  and d a ta  t r a n s c r i b i n g  

p e r i o d .  The a s s e s s o r s  became f a m i l i a r  w i th  t h e  M eret i n - b a s k e t ,  t h e  

d im e n s io n s ,  and th e  d e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r .  They v e r i f i e d  

each o t h e r ' s  n o t e s ,  d im e n s io n s ,  and index  c a rd s  on each r e s p o n d e n t .

The i n - b a s k e t  s c o r e r s  were t r a i n e d  a d d i t i o n a l l y  in  how t o  use  t h e  

s c o r in g  key (Appendix EE). The r e s e a r c h e r  e v a lu a te d  th e  s c o r e r s '  

t r a i n i n g  a f t e r  th e y  s c o re d  th e  r e sp o n se s  o f  t h e  f i r s t  13 p a r t i c i p a n t s .  

Two new s c o r e r s  were a s s ig n e d  t o  mark th e  20 i n - b a s k e t  r e s p o n s e s  o f  t h e  

second p i l o t  g ro u p .  Changes were made in  th e  s c o r e r s '  t r a i n i n g  p r i o r  

t o  th e  m arking o f  t h e  second p i l o t  g r o u p 's  re s p o n s e s  t o  i n c r e a s e  i n t e r 

r a t e r  r e l i a b i l i t y .  These changes in c lu d e d  c heck ing  t h r e e  s c o re s  o f  

t h e i r s  a g a in s t  t h e  r e s e a r c h e r ' s  s c o re s  on p a r t i c u l a r  i n - b a s k e t s  b e f o r e  

go ing  on t o  mark a l l  t h e  i n - b a s k e t s .  T h is  p ro ce d u re  a l low ed  f o r  d i s 

c u s s io n  o f  d i f f e r e n c e s .  Emphasis was p la c e d  on th e  t h r e e  ra n g e s  o f  

e f f e c t i v e  p o l i t i c a l  b e h a v io r  and t h e i r  d e s c r i p t i o n s  i n s t e a d  o f  l i t e r a l  

adherence  t o  a p a r t i c u l a r  b e h a v io r  (Appendix F F ) . These two a d d i t i o n a l  

t r a i n i n g  components i n c r e a s e d  th e  i n t e r r a t e r  r e l i a b i l i t y  s c o re s  by 

a lm ost 10 p o i n t s .

The a s s e s s o r s  e v a lu a te d  th e  e n t i r e  p r o c e s s  as  th e  experim en t  con

t i n u e d .  S e v e ra l  o f  t h e i r  s u g g e s t io n s  c o n t r i b u t e d  t o  th e  th o ro u g h n e ss  

o f  th e  d a ta  c o l l e c t i o n ,  fo r  exam ple, p l a c in g  th e  i te m  e x p lo r a t i o n  q u e s 

t i o n  a t  t h e  b e g in n in g  o f  th e  i n te r v ie w .
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Feedback o f  R e s u l t s  t o  P a r t i c i p a n t s  

In  v o l u n te e r i n g  f o r  t h i s  r e s e a r c h  p r o j e c t ,  t h e  p a r t i c i p a n t s  were 

a s s u r e d  o f  r e c e iv i n g  d e t a i l e d ,  i n d iv i d u a l i z e d  feedback  on t h e i r  r e 

sp o n ses  t o  th e  M eret s im u l a t io n .  They r e c e iv e d  a l e t t e r  summarizing 

t h e  p u rp o se  o f  th e  r e s e a r c h ,  t h e i r  s c o r e ,  comments by t h e  r e s e a r c h e r ,  

and t h e  d im ension  s h e e t s  (Appendix  GG). The dim ension  s h e e t s  in c lu d e d  

t h e  a s s e s s o r s '  s y n t h e s i s  o f  t h e  i n d i v i d u a l ’ s r e s p o n s e s  w i th  s p e c i f i c  

b e h a v io r a l  examples (Appendix HH). The p a r t i c i p a n t s  a l s o  r e c e iv e d  a 

sample page from th e  answer key t o  i l l u s t r a t e  how t h e  s c o r i n g  was de

r i v e d  (Appendix I I ) . F i n a l l y ,  t h e  r e s e a r c h e r  i n v i t e d  a l l  p a r t i c i p a n t s  

t o  an open d i s c u s s io n  s e s s i o n  on th e  r e s u l t s  o f  t h e  e n t i r e  s im u la t io n .  

T h is  s e s s i o n ,  a t t e n d e d  by s i x  p a r t i c i p a n t s ,  l a s t e d  \h h o u rs  and 

fo l lo w e d  th e  o u t l i n e  in  Appendix J J .

P i l o t  Groups and P an e l  o f  Judges 

P o l i t i c a l  b e h a v io r  i s  p r e v a l e n t  in  eve ry  ty p e  o f  o r g a n i z a t i o n ,  

t h e r e f o r e  a wide v a r i e t y  o f  o r g a n i z a t i o n s  i s  r e p r e s e n t e d  in  t h e  p i l o t  

g ro u p s .  Responding t o  a l e t t e r  r e c e iv e d  (Appendix KK) from th e  r e 

s e a r c h e r ,  20 p r o f e s s i o n a l  c o n t a c t s  a sked  two o r  t h r e e  p a r t i c i p a n t s  o f  

management l e v e l  from t h e i r  o r g a n i z a t i o n s  t o  p a r t i c i p a t e  in  t h e  r e 

s e a rc h  p r o j e c t .  In  a p a c k e t  o f  m a t e r i a l s  fo r  t h e  f u tu r e  p a r t i c i p a n t s ,  

th e  r e s e a r c h  d e s c r ib e d  a d e c is io n -m a k in g  s tu d y .  The m a t e r i a l s  a l s o  i n 

c lu d e d  a c o n f i d e n t i a l i t y  s t a t e m e n t ,  a  co n sen t  form , a r e t u r n  e n v e lo p e ,  

and d a te s  fo r  th e  a sse ssm e n t  (A ppendixes LL, MM).

For t h e  f i r s t  a s se ssm e n t  d a t e ,  p a r t i c i p a n t s  r e t u r n e d  17 co n sen t  

fo rm s. Then, acknowledgement l e t t e r s  (Appendix NN), maps and phone 

c a l l s  rem inded each p e rso n  o f  t h e  d e s ig n a te d  a sse ssm en t  t im e  and a new
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l o c a t i o n .  In  t h e  f i r s t  p i l o t  g ro u p ,  13 a t t e n d e d  and com ple ted  th e  

e x e r c i s e .  A d d re s s in g  c o n f i d e n t i a l i t y  c o n c e r n s ,  each p a r t i c i p a n t  r e 

c e iv e d  a  number fo r  a l l  i d e n t i f i c a t i o n ,  and th e  a s s e s s o r s  c a l l e d  

everyone C h r is  o r  t h e  number a s s ig n e d  t o  t h e  p e rs o n .

To r e a c h  t h e  t a r g e t e d  30 p a r t i c i p a n t s ,  th e  second p i l o t  g roup r e 

q u i r e d  17 p a r t i c i p a n t s .  Out o f  t h e  20 new p a r t i c i p a n t s  r e g i s t e r e d  fo r  

th e  F eb ru ary  24, 1986 s e s s i o n ,  9 d id  n o t  a t t e n d ,  and 2 m anagers a r r i v e d  

fo r  t h e  s im u la t io n  as l a s t  m inu te  s u b s t i t u t e s ,  which r e s u l t e d  in  a 

t o t a l  o f  13 i n d i v i d u a l s .  S t i l l  s h o r t  4 p e o p le  fo r  t h e  g o a l  o f  30, a 

t h i r d  s e s s i o n  o f  7 p a r t i c i p a n t s  com ple ted  t h e  e f f o r t .

In  summary, because  o f  p a r t i c i p a n t  ab sen c e s  fo r  th e  second  p i l o t  

g ro u p ,  t h e  i n - b a s k e t  was a d m in is t e r e d  t o  a n o th e r  group t o  com ple te  t h e  

t a r g e t  number o f  30. B efore  t h i s  make-up group o f  7 c o u ld  be combined 

w ith  t h e  second p i l o t  group o f  13, f u r t h e r  s t a t i s t i c a l  a n a l y s i s  o f  th e  

g roups was r e q u i r e d .  A s tu d e n t  J^-Test f o r  independen t sam ples was c a l 

c u l a t e d  a t  t h e  .05  a lp h a  l e v e l  f o r  th e  s c o re s  o f  bo th  g ro u p s .  T h is

2l e v e l  would e n s u re  t h a t  th e  n u l l  h y p o th e s i s  o f  = f o r  t h e  two 

groups would n o t  be f a l s e l y  a c c e p te d .  The p .71 c a l c u l a t e d  v e r i f i e d  

th e  h y p o th e s e s  t h a t  t h e  groups were s i m i l a r ,  t h a t  no s t a t i s t i c a l  d i f 

f e re n c e  between t h e  sample groups e x i s t e d ,  and t h a t  th e  groups c o u ld  be 

combined. C o n se q u e n tly ,  th e  group o f  13 and th e  group o f  7 were com

b in ed  and c a l l e d  t h e  second p i l o t  g roup .

The p i l o t  group p a r t i c i p a n t s  h e ld  such t i t l e s  as  d i r e c t o r  o f  

f in a n c e ,  depu ty  c i t y  d i r e c t o r ,  a d m i n i s t r a t o r ,  d i r e c t o r  o f  s p e c i a l  p r o 

j e c t s ,  q u a l i t y  c o n t r o l  m anager, and program  e n g in e e r .  There  were f i v e  

p a r t i c i p a n t s  from th e  h e a l t h  f i e l d ,  f iv e  from s a l e s  and m a rk e t in g ,  f iv e
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from f in a n c e ,  four  from th e  a c t i v e  m i l i t a r y ,  s i x  from m a n u fa c tu r in g ,  

and e i g h t  from th e  p u b l ic  s e c t o r .  There  were 12 female and 21 male 

p a r t i c i p a n t s .

The ju d g es  r e p r e s e n te d  th e  sample groups in  v a r io u s  w ays. One 

judge  was a c o l l e g e  d e a n ,  h i g h l y  a c t i v e  in  th e  p o l i t i c s  o f  e d u c a t io n .  

The second  was a s e n io r  e x e c u t iv e  i n  a l a r g e  a e ro sp a c e  f i rm .  The t h i r d  

was t h e  p r e s i d e n t  o f  a s u c c e s s f u l  c o n s u l t i n g  f irm  whose c l i e n t s  i n c l u 

ded a l l  t h e  s u b s e t s  o f  th e  sample group : m a n u fa c tu r in g ,  h e a l t h ,

f i n a n c e ,  s a l e s ,  and th e  p u b l ic  s e c t o r .  The judges  were s e l e c t e d  b e 

cau se  o f  t h e i r  p o s i t i o n ,  e x p e r i e n c e ,  and f a m i l i a r i t y  w i th  o r g a n iz a 

t i o n a l  p o l i t i c s ;  th ey  were no t  p e r s o n a l  or p r o f e s s i o n a l  a s s o c i a t e s .  

They each r e c e iv e d  an h o u r ' s  o r i e n t a t i o n  from th e  r e s e a r c h e r  on th e  

M eret s im u la t io n  and r e s e a r c h  g u i d e l i n e s  (Appendix 0 0 ) .  They met w i th  

th e  r e s e a r c h e r  i n d iv i d u a l l y  t o  r e v ie w  th e  s c o r in g  key f o r  t h e  f i r s t  

t im e  a f t e r  th e  i n i t i a l  p i l o t  g ro u p ,  and a l l  t h r e e  met w i th  t h e  r e 

s e a r c h e r  t o  rea c h  a f i n a l  co n sen su s  on th e  key and th e  i te m  ra n k in g s  

when th e  second p i l o t  group had com ple ted  i t s  i n - b a s k e t s .
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CHAPTER FOUR 

R e s u l t s  o f  th e  Experim ent 

I n t r o d u c t i o n

The r e s u l t s  o f  t h e  in - b a s k e t  in s t ru m e n t  developm ent and v a l i d a t i o n  

l i e  c h i e f l y  in  th e  s c o r in g  key , th e  s c o re s  th e m s e lv e s ,  and th e  p o l i t i 

c a l  d im ension a n a l y s i s  m a t e r i a l s .  W ith in  t h i s  in fo rm a t io n  l i e s  t h e  

v e r i f i c a t i o n  o f  t h e  i n s t r u m e n t ' s  t h r e e  m ajor h y p o th e s e s :  (1 )  v a r i o u s

p o l i t i c a l  b e h a v io r s  can be p r e s e n te d  by th e  i n - b a s k e t  r e s p o n d e n ts ;  (2 )  

t h e s e  b e h a v io r s  w i l l  range  from i n e f f e c t i v e  t o  e f f e c t i v e  s o l u t i o n s  t o  

o r g a n i z a t i o n a l  s i t u a t i o n s ;  and (3 )  t h e  p o l i t i c a l  b e h a v io r s  e x p re s s e d  

w i l l  v a ry  w i th  th e  ty p e  o f  problem  p r e s e n t e d .  These h y p o th e se s  a r e  

d i s c u s s e d  in  t h i s  c h a p t e r .  The Meret I n te r v ie w  Form and A c tion  R eport  

d a ta  a re  summarized and compared w ith  th e  i n - b a s k e t  r e s u l t s  f o r  d a t a  

t r i a n g u l a t i o n .  A lthough  no t t r i a n g u l a t i o n  in  t h e  s t r i c t e s t  s e n s e ,  

where t h r e e  d i f f e r e n t  m easures  o f  i d e n t i c a l  c o n te n t  a re  u se d ,  t h i s  com

p a r i s o n  o f  t h r e e  k in d s  o f  d a ta  about one ev e n t  s u p p o r t s  d a ta  a c c u ra c y  

and c o n te n t  v a l i d i t y .  F i n a l l y ,  t h i s  c h a p te r  in c lu d e s  some d i s c u s s io n  

on th e  r e l i a b i l i t y  i s s u e s  o f  a s s e s s o r  t r a i n i n g ,  p a n e l  and r a t e r  ju d g 

m en ts ,  and t e s t  a d m i n i s t r a t i o n .

H y p o th e s is  1: V ar ious  P o l i t i c a l  B eh av io rs  Can Be P r e s e n te d

by th e  In -B ask e t  R esponden ts  

The i n - b a s k e t  i te m  re sp o n se s  and in t e r v i e w  answ ers fo r  each p a r t i 

c ip a n t  were s y n th e s i z e d  onto  th e  d im ension  s h e e t s  (Appendix X ) , immedi

a t e l y  a f t e r  t h e  s im u la t io n  and in te r v ie w s  so t h a t  a l l  th e  p a r t i c i p a n t s '  

b e h a v io r s  and r e f l e c t i o n s  co u ld  be c a p tu r e d  a c c u r a t e l y .  H y p o th e s is  1
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was u p h e ld  because  o f  t h e  s t r o n g  e v id e n c e  o f  v a ry in g  p o l i t i c a l  behav

i o r s  a s  r e c o rd e d  on th e  d im ension  s h e e t s  (Appendix HH). A c o n te n t

a n a l y s i s  o f  t h e  p a r t i c i p a n t s '  d im ension  s h e e t s  p r e s e n t e d  a  range  fo r

each  p o l i t i c a l  b e h a v io r  depending  on th e  p a r t i c u l a r  d im ension  examined. 

For exam ple , from exam ining N e u t r a l i z i n g  O p p o s i t io n  th e  fo l lo w in g  f iv e  

c a t e g o r i e s  o f  b e h a v io r  emerged:

a ig n o re d  b avo ided  c used  i n f o r -  d demoted e wanted t o  
c o m p e t i -  c o m p e t i-  mat ion abou t r i v a l s  f i r e  o r
t i o n  t i o n ,  bu t t h e  c o m p e t i -  f i r e d
a l t o g e t h e r  acknowledged t i o n ,  r i v a l r y  someone

 ̂ i t

A l l  10 p o l i t i c a l  d im ensions  o f  b e h a v io r  d em o n s tra ted  by th e  r e 

sp o n d e n ts  a f f o r d e d  s i m i l a r  ran g e s  o f  b e h a v io r s .  The most u sed  t a c t i c s

were Use o f  In fo rm a t io n  as a p o l i t i c a l  t o o l ,  C o a l i t i o n  B u i ld in g ,  and 

Sense o f  O r g a n iz a t io n .  M o dera te ly  d i s p la y e d  b e h a v io r s  in c lu d e d  Use o f  

R e s o u rc e s ,  N e u t r a l i z i n g  O p p o s i t io n ,  S e l f - i n t e r e s t / P o w e r  and Exchanging 

F a v o r s ,  and B arga in ing /C om prom is ing . The b e h a v io r  used l e a s t  was Out

s id e  A c t i v i t y .  Each d im ens ion , i t s  p a r t i c u l a r  r a n g e ,  and t h e  number o f  

r e s p o n s e s  a r e  l i s t e d  in  Appendix PP in  t h e  o rd e r  j u s t  d e s c r i b e d .  From 

t h e s e  ra n g e s  one can see  t h a t  w i t h in  a p a r t i c u l a r  d im ension  t h e r e  a r e  

l e v e l s  o f  i n t e n s i t y  as  a p a r t i c i p a n t  e x e r c i s e s  t h e  b e h a v io r .  In  f a c t ,  

one may a rgue  t h a t  t h e  n o n d e m o n s tra t io n  o f  a p a r t i c u l a r  t a c t i c  may be 

d e l i b e r a t e l y  p o l i t i c a l .  I f  t h a t  were t r u e ,  t h e  nonbehav io r  would p ro b 

a b ly  show up in  some o th e r  form, such as w i th h o ld in g  in fo r m a t io n .  

H y p o th e s is  2: The B ehav io rs  W il l  Range from I n e f f e c t i v e  t o

E f f e c t i v e  S o lu t io n s  t o  O r g a n iz a t io n a l  S i t u a t i o n s  

The a s s e s s o r s  summarized each  i n d i v i d u a l ' s  r e sp o n se  t o  t h e  seven 

i n - b a s k e t  i tem s onto  3x5 index  c a rd s  im m edia te ly  a f t e r  t h e  i n te r v ie w
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(Appendix CC). These e x p l i c i t  b e h a v io r a l  r e s p o n s e s  o f  t h e  p a r t i c i p a n t s  

e v e n tu a l l y  com prised  th e  s c o r in g  k e y .  The r e s e a r c h e r  s o r t e d  a p p ro x i 

m a te ly  40 index  c a r d s  fo r  each i te m  a lo n g  a ran g e  o f  e f f e c t i v e  p o l i t i 

c a l  b e h a v io r  and th e n  t h e  judges  approved  o r  a d j u s t e d  t h e  r e s e a r c h e r ' s

s o r t i n g .  In  some c a s e s ,  t h e  ju d g es  b e l i e v e d  a  p a r t i c u l a r  b e h a v io r  was

q u i t e  s o p h i s t i c a t e d ,  and th e y  moved i t  i n t o  t h e  h ig h  r a n g e .  In  o th e r  

c a s e s ,  th e  ju d g es  a g re e d  t h a t  a p a r t i c u l a r  b e h a v io r  was unw ise , so th ey  

moved i t  t o  a low o r  m odera te  p la c e  on t h e  con tinuum . T h is  s o r t i n g  and 

ju d g in g  o c c u r r e d  a f t e r  each  p i l o t  group and p roduced  th e  f i n a l  s c o r in g  

key (Appendix W).

As shown in  Appendix W, th e  r e s p o n d e n ts  d e m o n s t ra te d  a wide range

o f  b e h a v io r s .  U s u a l ly ,  th e  low o r  i n e f f e c t i v e  b e h a v io r s  c o n s i s t e d  o f

i n a c t i v i t y ,  av o id a n c e  o f  c o m p e t i t io n ,  o r  i n d e c i s i v e n e s s .  The m odera te  

range  c o n ta in e d  b e h a v io r s  t h a t  a f f e c t e d  some s o l u t i o n  t o  th e  p rob lem , 

c l a r i f i e d  com m unica tions ,  o r  r e c o g n iz e d  p o l i t i c a l  b e h a v io r s  in  o t h e r s .  

The h ig h  l e v e l  o f  e f f e c t i v e n e s s  p r e s e n te d  c l e a r ,  d e c i s i v e  examples o f  

p o l i t i c a l  b e h a v io r  and a c c e p ta b l e  s o l u t i o n s  t o  th e  i tem s a c c o rd in g  t o  

th e  p a n e l  o f  ju d g e s .

I n s e r t  T ab le  1 abou t h e re

In  a d d i t i o n  t o  t h e  r i c h  examples o f  p o l i t i c a l  b e h a v io r  in  t h e  h ig h  

range  o f  t h e  s c o r in g  k e y ,  th e  f i n a l  e f f e c t i v e n e s s  s c o re s  fo r  t h e  33

p a r t i c i p a n t s  d e m o n s t ra te  t h i s  h y p o th e s i s  (T a b le  1). The a d ju s t e d

s c o re s  range  from 21 t o  89 out o f  a p o s s i b l e  20 t o  100 ra n g e .  The 33

s c o re s  d i s c r i m i n a t e  over  15 l e v e l s  o f  low e f f e c t i v e n e s s ,  17 l e v e l s  o f
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T able  1

S cores  o f  33 Respondents  on E f f e c t i v e n e s s  Range from Low t o  High

Low M oderate High

(2 0 -4 6 )  (4 7 -7 3 )  (74 -100)

21 47

27 47 .5

28 49

33 50

33 .5 51

34 53

34 .5 53 .5

35 54

35 .5 55

37 56

37 .5 58

38 59

42 61

43 63

45 64

65

69

15 t o t a l  17 t o t a l  1 t o t a l

N o te . Minimum Score = 20, Maximum = 100, Median = 47.
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m o d era te ,  and 1 o f  h ig h  e f f e c t i v e n e s s  b ased  on th e  w e ig h ts  a s s ig n e d  to  

each i te m  by t h e  ju d g e s .  The s c o r in g  key p r o v id e s  many examples o f  

h ig h ly  e f f e c t i v e  b e h a v io r s  fo r  th e  i n - b a s k e t  b u t ,  b ecause  th e  items 

were w e ig h te d ,  o n ly  one p a r t i c i p a n t  emerged w i th  a h ig h  t o t a l  s c o r e .

I n s e r t  T ab le  2 abou t h e re

T ab le  2 i l l u s t r a t e s  s e v e r a l  f requency  s t a t i s t i c s .  The f i r s t  

column l i s t s  t h e  a d ju s t e d  s c o re s  fo r  each o f  t h e  33 p a r t i c i p a n t s .  Th is  

sc o re  i s  b ased  on th e  raw s c o re s  fo r  each i te m ,  and i t  i s  c a l c u l a t e d  so 

t h a t  a p e r f e c t  s c o re  e q u a ls  100 p o i n t s .  Column one shows th e  a d ju s t e d  

s c o re s  from th e  low es t  t o  t h e  h i g h e s t .

The second column shows th e  a c tu a l  coun t  each  s c o re  r e c e iv e d .  As 

th e  column i l l u s t r a t e s ,  each p a r t i c i p a n t  r e c e iv e d  a d i f f e r e n t  s c o r e ,  

excep t  fo r  t h e  s c o re  o f  37 ( c a l c u l a t e d  a s  a mode o f  3 6 .8 ) ,  which was 

o b ta in e d  tw ic e .

The l a s t  t h r e e  columns show th e  p e rc e n ta g e s  o f  r e l a t i v e ,  a d ju s t e d  

and c u m u la t iv e  f r e q u e n c ie s  fo r  each s c o r e .  The columns R e l a t i v e  and 

A d ju s ted  F requency  a r e  i d e n t i c a l  because  o f  th e  s i n g l e  s c o re  f re q u e n 

c i e s  and sm a l l  sample s i z e .  The C um ulative  F requency  column d i s p l a y s  

p e rc e n ta g e s  and i s  u s e f u l  fo r  f u r t h e r  a n a l y s i s  o f  t h e  s c o r e s .  The mean 

o f  th e  33 s c o re s  i s  47 .4 4  and 50% o f  t h e  p a r t i c i p a n t s  s c o re d  47 .4 0  or 

l e s s ,  t h e  median s c o r e .

One s c o r e ,  89 , i s  20 p o i n t s  h ig h e r  th a n  t h e  n e x t  b e s t  s c o re  (69) 

and as such i s  an o u t l i e r .  "An o u t l i e r  i s  a r e s e a r c h  s u b je c t  whose 

s c o re s  d i f f e r  rem ark ab ly  from th e  g e n e ra l  p a t t e r n  e s t a b l i s h e d  by the
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T ab le  2

F requency  and D i s t r i b u t i o n  o f  33 Cases

A d ju s te d

Score

A bso lu te

Frequency

R e la t  ive  

F requency  (%)

A d ju s te d  

Frequency  (%)

C um ulative  

F requency  (%)

21 1 3 .0 3 .0 3 .0

27 1 3 .0 3 .0 6 .  1

28 1 3 .0 3 .0 9 .  1

33 1 3 .0 3 .0 12. 1

33 .5 I 3 .0 3 .0 15.2

34 1 3 .0 3 .0 18.2

34 .5 1 3 .0 3 .0 21 .2

35 1 3 .0 3 .0 24 .2

35 1 3 .0 3 .0 2 7 .3

37 6 . 1 6 .1 33 .3

38 1 3 .0 3 .0 36 .4

42 1 3 .0 3 .0 39 .4

43 1 3 .0 3 .0 4 2 .4

45 1 3 .0 3 .0 4 5 .5

47 1 3 .0 3 .0 4 8 .5

47 .5 1 3 .0 3 .0 51 .5

49 1 3 .0 3 .0 54 .5

50 1 3 .0 3 .0 57 .6

51 1 3 .0 3 .0 60 .6

T a b le  c o n t in u e s
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Table  2

Frequency and D i s t r i b u t i o n  o f  33 Cases (C on tinued )

A d ju s ted

Score

A b so lu te

Frequency

R e la t i v e  

Frequency (%)

A d ju s te d  

Frequency  (%)

Cum ulative 

Frequency (%)

53 1 3 .0 3 .0 63 .6

53 .5 1 3 .0 3 .0 66 .7

54 1 3 .0 3 .0 69.7

55 1 3 .0 3 .0 72.7

56 1 3 .0 3 .0 75 .8

58 1 3 .0 3 .0 78 .8

59 1 3 .0 3 .0 81 .8

61 1 3 .0 3 .0 84 .8

63 1 3 .0 3 .0 87 .9

64 1 3 .0 3 .0 90 .9

65 1 3 .0 3 .0 93 .9

69 1 3 .0 3 .0 97 .0

89 I 3 .0 3 .0 100.0

TOTAL 33 100.0 100.0

N o te . Mean = 4 7 .4 4 , Median = 4 7 .4 0 ,  Mode = 3 6 .8 .
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o t h e r  s u b j e c t s  in  th e  sam p le ,"  w ro te  Borg and G a l l  (1983 , p .  3 9 1 ) .  In 

t h i s  r e s e a r c h ,  th e  o u t l i e r  was in c lu d e d  in  a l l  t h e  d a t a  a n a l y s i s .  

E xam ina tion  o f  t h i s  s u b j e c t ' s  m a t e r i a l s  and in te r v ie w  n o te s  a c t u a l l y  

d e m o n s t ra te d  t h a t  th e  in - b a s k e t  co u ld  c h a l l e n g e  someone s u f f i c i e n t l y .  

T h is  i n d iv i d u a l  s t a t e d  h i s  p o l i t i c a l  frame o f  a n a ly s i s  q u i t e  c l e a r l y  in  

th e  i n te r v ie w :  " I  wanted t o  know more about i n t e r n a l  p o l i t i c s ,  p e r 

s o n a l i t i e s ,  s e n s i t i v e  a r e a s ,  and th e  p o l i t i c s  o f  th e  s i t u a t i o n . "  The 

s t r o n g l y  d e m o n s t ra te d  p o l i t i c a l  s k i l l s  o f  t h i s  i n d iv i d u a l  a r e  examined 

in  c h a p te r  f i v e .

In  summary, h y p o th e s i s  2 i s  su p p o r te d  by th e  v a r i e t i e s  o f  p o l i t i 

c a l  b e h a v io r  l i s t e d  in  th e  s c o r in g  key (Appendix W) and in  th e  f i n a l  

a d ju s t e d  s c o r e s  o f  th e  p a r t i c i p a n t s .  These s c o re s  c h i e f l y  e x te n d  from 

th e  low ra n g e  t o  th e  m oderate  range  o f  e f f e c t i v e n e s s ,  bu t  th e  i n s t r u 

ment p ic k e d  up one h ig h  s c o r in g  p a r t i c i p a n t .  Out o f  a p o s s i b l e  33 

s c o r e s ,  t h e  in s t ru m e n t  d i s c r im in a t e d  ove r  30 d i f f e r e n t  s c o re s  o f  e f f e c 

t i v e n e s s  in  p o l i t i c a l  b e h a v io r .

H y p o th e s is  3: The P o l i t i c a l  B eh av io rs  Expressed  W il l  Vary

w ith  th e  Type o f  Problem  P r e s e n te d

H y p o th e s is  3 was examined u s in g  th e  m a t r ix  in  Appendix QQ. Here 

th e  i n t e n t  was t o  examine th e  p a r t i c i p a n t s ' r e sp o n ses  t o  each i te m  t o  

s e e  i f  a p a r t i c u l a r  p o l i t i c a l  b e h a v io r  was c o n s i s t e n t l y  d e m o n s tra ted  in  

t h a t  i n s t a n c e .  For th e  m a jo r i t y  o f  t h e  i te m s ,  any one o r  more o f  th e  

d im ensions  c o u ld  have been d e m o n s t ra te d .

The l i s t  o f  c o n s id e r a t i o n s  fo r  each  i te m  t h a t  a re  enum erated  a t  

t h e  to p  o f  each page in  th e  s c o r in g  key (Appendix X) p r e s e n t s  th e  ty p e  

o f  p rob lem  o f f e r e d  t o  th e  p a r t i c i p a n t s .  For example, th e  W a lle r
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Message i s  a p o l i c y  fo rm u la t io n  r e q u e s t  from a s e n io r  pe rson  in  Muse. 

In  c o n t r a s t ,  t h e  F a r le y  Message i s  a rumor from someone o f  a lower 

p o s i t i o n  in  t h e  o r g a n i z a t i o n .  The A d m in is t r a t io n  O u t l in e  i s  a 

p la n n in g - ty p e  prob lem  and th e  L e t t e r  o f  R e s ig n a t io n ,  a p e rs o n n e l  and 

o r g a n i z a t i o n a l  change i s s u e .  The Computer Memo r e f l e c t s  th e  prob lem  o f  

new te c h n o lo g y .  The Ramirez Message i s  a r e l a t i o n s h i p  p rob lem . 

L a s t l y ,  th e  Perfo rm ance Reviews c o u ld  be v iew ed as an e t h i c a l  dilemma 

r e g a r d in g  use  o f  c o n f i d e n t i a l  in fo rm a t io n .

To t e s t  t h e  t h i r d  h y p o th e s i s ,  each  p a r t i c i p a n t ' s  re sp o n se  t o  each 

i tem  was examined one i te m  a t  a t im e  t o  s e e  i f  a re sp o n se  p a t t e r n  

emerged among t h e  p i l o t  groups fo r  t h a t  one i tem  o r  problem . In  t h e  

W alle r  Message (Appendix G ) , fo r  exam ple, an a l l i a n c e  w ith  W a lle r  was 

sought by I 1 r e s p o n d e n ts  as i l l u s t r a t e d  in  F ig u re  2. They viewed 

W aller  as  a r e s o u r c e  o r  an o p p o r tu n i ty .  O ther  s t r o n g  p a t t e r n s  were 

e v id e n t  and a r e  summarized n e x t .

I n s e r t  F ig u re  2 abou t h e re

The A d m in is t r a t io n  O u t l in e  (Appendix I )  evoked v a r io u s  b e h a v io r s  

because  o f  i t s  c o m p le x i ty .  The O u t l in e  was f i r s t  in t ro d u c e d  by Bryan 

Emerson in  h i s  v id e o  i n s t r u c t i o n s ,  and i t  r e q u i r e d  u t i l i z a t i o n  o f  a l l  

th e  in fo rm a t io n  c o n ta in e d  in  th e  i n - b a s k e t  m a t e r i a l s .  On Em erson 's  r e 

q u e s t ,  C h r is  W allace  was t o  subm it a r e o r g a n iz a t i o n  p la n  t h a t  a l s o  

c a l l e d  fo r  W a l l a c e 's  s e l f - n o m in a t io n .  Four p o l i t i c a l  d im ensions were 

e x h ib i t e d  above a l l  o t h e r s :  S e l f - i n t e r e s t / P o w e r , G ain ing  S u p p o r t ,

Using R e so u rce s ;  and Sense o f  O r g a n iz a t io n .  The o th e r  s i x  d im ensions
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Waller Message

Self—interest, . 
Power

Coalition building

Neutralizing. 
opposition

%
Gaining Support - 3

Use of 
Information

Using Resources •

Exchanging Favors -

Bargaining, 
compromising»

Sense of 
Organization'

Figure 2. Waller Message: Political Behaviors Exhibited

IPOutside activity -
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were d i s p l a y e d  t o  a l e s s e r  d e g re e .  In  a l l ,  106 p o l i t i c a l  b e h a v io r s  

were d e m o n s t ra te d  by th e  r e s p o n d e n t s ,  in c lu d in g  r e p e a te d  b e h a v io r s .

I n s e r t  F ig u re  3 abou t h e r e

The L e t t e r  o f  R e s ig n a t io n  (Appendix j )  a p p e a re d  t o  most p a r t i c i 

p a n ts  as  a s o u rc e  o f  v a lu a b le  in fo rm a t io n  which th e y  d id  o r  d id  n o t

u t i l i z e .  One h a l f  o f  t h e  p a r t i c i p a n t s  r e l i e d  h e a v i l y  on th e  in fo rm a

t i o n  in  t h e  l e t t e r  t o  p la n  th e  A d m in is t r a t i o n  O u t l i n e .  On one h a n d ,

s e v e r a l  p a r t i c i p a n t s  a l i g n e d  th e  M eret f i n a n c i a l  departm en t w i th  th e  

p a re n t  company, Muse, a s  s u g g e s te d  in  Goodw in 's  l e t t e r .  On t h e  o th e r  

hand , in fo r m a t io n  abou t t h e  i n f u s i o n  o f  c a p i t a l  and b u i ld i n g  monies 

from Muse was o v e r lo o k e d  by e v e ry o n e .  T h is  in fo rm a t io n  c o u ld  have 

fu e le d  th e  Use o f  R esources  d im ens ion . Three  p a r t i c i p a n t s  a c t i v e l y  

sought s u p p o r t  from Goodwin, th e  man who r e s i g n e d  a t  M ere t .

I n s e r t  F ig u re  4 about h e r e

A m odera te  l e v e l  o f  C o a l i t i o n  B u i ld in g  was t h e  p r i n c i p a l  r e sp o n se  

t o  th e  Computer Memo (Appendix K) as  shown in  F ig u re  5. Nine p a r t i c i 

p a n ts  s e t  up a m ee t in g  w i th  C a r lso n  t o  examine th e  computer program  and 

t o  work ou t i t s  im p le m e n ta t io n .

I n s e r t  F ig u re  5 about h e r e

No dom inant p a t t e r n  emerged from th e  F a r l e y  Message (Appendix L ) . 

One h a l f  o f  t h e  group ig n o re d  th e  message o r  b r i e f l y  acknowledged i t .

!T"7
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A few d e m o n s tra te d  e i t h e r  annoyance w ith  F a r l e y  o r  v e ry  d i r e c t  p o l i t i 

c a l  b e h a v io r  such  as  p rom otion  o f  F a r l e y ,  d i r e c t  c o n f r o n t a t i o n ,  or

r e c o g n i t i o n  o f  him  a s  a good so u rc e  o f  i n f o r m a t io n .

I n s e r t  F ig u re  6 about h e r e

The Ramirez M essage (Appendix M) gave th e  p a r t i c i p a n t s  th e  oppor

t u n i t y  t o  d e a l  w i th  c o m p e t i t io n  and p o l i t i c a l  b e h a v io r  on th e  p a r t  o f  

someone e l s e .  H ere a  m odera te  C o a l i t i o n  B u i ld in g  p a t t e r n  emerged bu t 

c h i e f l y  as  an e f f o r t  t o  av o id  c o m p e t i t io n  and smooth th e  r e l a t i o n s h i p .

I n s e r t  F ig u re  7 abou t  h e r e

The m a j o r i t y  o f  p a r t i c i p a n t s  u sed  th e  in fo r m a t io n  in  th e  P e r f o r 

mance Reviews (A ppendixes  0 ,  P , Q) t o  s t r e n g th e n  t h e i r  p o s i t i o n  as 

C h r is  W allace  in  t h e  company. This  in fo r m a t io n  was used  by 24 r e s p o n 

d e n ts  t o  make d e c i s i o n s  and t o  ta k e  a c t i o n  a g a i n s t  Ram irez. In  sum

mary, th e  d a ta  in  F ig u re s  2 th rough  8 i l l u s t r a t e  th e  p a t t e r n s  o f  p o l i 

t i c a l  b e h a v io r  a s  d e m o n s tra ted  by th e  p a r t i c i p a n t s  and s u p p o r t  th e  

t h i r d  h y p o th e s i s .

I n s e r t  F ig u re  8 about h e r e

A summary o f  t h e  e x h i b i t e d  b e h a v io r s  i l l u s t r a t e d  in  F ig u re s  9 and 

10 a l s o  s u p p o r t s  h y p o th e s i s  t h r e e .

I n s e r t  F ig u re s  9 and 10 abou t h e re
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F ig u re  9 r e p r e s e n t s  t h e  t o t a l i t y  o f  p o l i t i c a l  b e h a v io r s  e x h ib i t e d  

a c ro s s  a l l  i te m s .  Use o f  In fo rm a t io n  was t h e  h i g h e s t  w i th  53 examples 

fo llow ed  by C o a l i t i o n  B u i ld in g  w ith  40 . Sense o f  O r g a n iz a t io n  was ex

h i b i t e d  25 t im e s ,  and t h e  S e l f - i n t e r e s t / P o w e r  d im ension  was used 20 

t im e s .  The low es t  b e h a v io r  was O u ts id e  A c t i v i t y  w h ich ,  in  th e  Meret 

s i t u a t i o n ,  would have been  r e g i s t e r e d  by a s p e c i f i c  c o n ta c t  w i th  Muse. 

In  com parison w ith  Appendix PP, which shows ran g e s  o f  each d im ension 

based  on i n d i v i d u a l  sum m aries , F ig u re  9 r e p r e s e n t s  a  coun t  o f  a c tu a l  

exam ples . Such a com parison  i n d i c a t e s  t h a t  two d im ensions  were ex

h i b i t e d  more th a n  once by a p a r t i c i p a n t —Use o f  I n fo rm a t io n  and C o a l i 

t i o n  B u i ld in g .  L a s t l y ,  F ig u re s  9 and 10 i l l u s t r a t e  t h a t  th e  Adminis

t r a t i o n  O u t l in e  evoked n o t  on ly  th e  most p o l i t i c a l  b e h a v io r s  o f  a l l  th e  

i n - b a s k e t  i tem s b u t  a l s o  e v e ry  k in d  o f  p o l i t i c a l  b e h a v io r  in  q u e s t i o n .

F ig u re  10 shows th e  t a l l i e s  o f  p o l i t i c a l  b e h a v io r s  e x h ib i t e d  fo r  

each i te m . The A d m in i s t r a t i o n  O u t l in e  evoked 106 p o l i t i c a l  b e h a v io r s ;  

th e  Perform ance Reviews and L e t t e r  o f  R e s ig n a t io n  evoked 26 and 24 r e 

s p o n s e s ,  r e s p e c t i v e l y .  T h is  o rd e r  o f  a c t i v i t y  d i r e c t l y  c o r r e l a t e s  w ith  

t h e  p a r t i c i p a n t s  r a n k in g  o f  c r i t i c a l n e s s  o f  i tem s which i s  d i s c u s s e d  

n ex t  in  th e  i n t e r v i e w  sum m aries.

The d a ta  in  F ig u re s  2 th rough  10 c l e a r l y  i l l u s t r a t e  t h a t  t h e r e  i s  

some o rd e r  t o  th e  t a c t i c s  e x h ib i t e d  by th e  r e s p o n d e n ts  and s u p p o r t  th e  

t h i r d  h y p o t h e s i s .  For t h e  W a lle r  M essage, Computer Memo and Ramirez 

M essage, C o a l i t i o n  B u i ld in g  i s  th e  dominant c h o ic e  b ecau se  s t a k e h o ld e r s  

a re  r e c o g n iz e d .  Use o f  In fo rm a t io n  i s  a p p r o p r i a t e  t o  th e  L e t t e r  o f  

R e s ig n a t io n  and Perfo rm ance  Review p rob lem s. L a s t l y ,  i t  i s  no t  s u r 

p r i s i n g  t h a t  t h e  m ajor i te m ,  th e  A d m in is t r a t io n  O u t l i n e ,  evoked a l l  10
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dim ensions o f  p o l i t i c a l  b e h a v io r  because  o f  i t s  c o m p le x ity  and impor

t a n c e .

In te r v ie w  Summaries 

The h a l f  h ou r  i n te r v ie w s  which fo llow ed  a f t e r  t h e  s im u la t io n  cen 

t e r e d  c h i e f l y  on th e  item s o f  th e  i n - b a s k e t .  The a s s e s s o r s  went 

th rough  each in - b a s k e t  i tem  and asked  each  re sp o n d e n t  why th e y  d id  what 

th ey  d i d .  About 10 m inu tes  were sp en t  on th e  rem a in in g  q u e s t io n s  in  

Appendix U, w h i le  t h e  p a r t i c i p a n t s '  r e s p o n s e s  were s im u l ta n e o u s ly  

t r a n s c r i b e d  on to  th e  Meret I n te r v ie w  Form by th e  a s s e s s o r s .  U su a l ly  

one a s s e s s o r  to o k  n o te s  w h ile  th e  o th e r  p r e s e n t e d  th e  q u e s t i o n s .  These 

forms were examined q u e s t io n  by q u e s t io n  t o  see  what p a t t e r n s  emerged. 

A summary o f  t h e s e  answers fo l lo w s .

What Did You Think  o f  t h e  M eret S i tu a t io n ?

Answers t o  t h i s  q u e s t i o n  v a r i e d .  S e v e ra l  saw th e  s i t u a t i o n  as 

f u l l  o f  o p p o r tu n i ty  and t y p i c a l  o f  m erg e rs .  Seven p a r t i c i p a n t s  wanted 

more in fo r m a t io n  and f iv e  found i t  s t r e s s f u l .  A few d i s c u s s e d  t h e i r  

concern  fo r  more o r g a n i z a t i o n a l  s t r u c t u r e .

How Did You Approach th e  In -B ask e t?  ( S o r t ,  sequence)

Most p a r t i c i p a n t s  f i r s t  s o r t e d  th e  item s and th e n  q u ic k ly  d i s 

pensed  w ith  th e  easy  ones so t h a t  t im e c o u ld  be d ev o ted  t o  th e  o u t l i n e  

r e q u e s te d  by Emerson.

What Was th e  Most C h a l le n g in g  I tem  and Why?

Most p a r t i c i p a n t s  s t a t e d  t h a t  th e  A d m in is t r a t io n  O u t l in e  was th e  

most c h a l l e n g i n g ,  in  p a r t i c u l a r  th e  r e s t r u c t u r i n g  o f  th e  s t a f f .  Rea

sons why th e  A d m in is t r a t io n  O u t l in e  was most c h a l l e n g in g  v a r i e d  from
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o n e 's  h a v in g  t o  use  a l l  t h e  in fo rm a t io n  a t  hand t o  i t s  h a v in g  an impact 

on C h r is  W a lla c e ’ s c a r e e r .

What E x p e r ie n c es  and S t r e n g th s  Did You B ring  t o  t h e  S i tu a t io n ?

A ga in ,  v a r i o u s  r e s p o n s e s  were p r e s e n te d  by th e  33 r e s p o n d e n ts .  

F ive  minor them es emerged: my a b i l i t y  t o  work w ith  and communicate

w ith  o t h e r s ;  changes  in  my own b u s in e s s e s ;  my a b i l i t y  t o  look a t  th e

o v e r a l l  s i t u a t i o n ;  my p o l i t i c a l  e x p e r ie n c e  and my exposu re  t o  immediate

n eed s .  Four r e s p o n d e n ts  s a id  t h a t  th e y  had n e v e r  had a  r e o r g a n iz a t i o n  

e x p e r i e n c e .

How W il l in g  Were You t o  Make a D e c is io n  Based on th e  In fo rm a t io n  a t  

Hand?

More th a n  one h a l f  o f  t h e  re sp o n d e n ts  th o u g h t  i t  was easy  t o  make 

d e c i s i o n s ,  e s p e c i a l l y  when Emerson c a l l e d  fo r  c e r t a i n  d e c i s i o n s .  A few 

re sp o n d e n ts  were h e s i t a n t  o r  found th e  d e c is io n -m a k in g  d i f f i c u l t .

Do You Think You, as  C h r i s ,  Would Have an Impact on th e  O rg a n iz a t io n ?

There was a lm os t  unanimous agreement t h a t  C h r is  would have an im

p a c t  on M eret f o r  two r e a s o n s :  f i r s t ,  t h e  p a r t i c i p a n t s  as C h r is  saw

them se lves  as  s t r o n g  communicators who knew th e  o r g a n i z a t i o n  as  a whole 

and , second C h r i s  was a r e s o u r c e  p e rso n  o f  h ig h  v i s i b i l i t y .

The A c tion  Report Form

The A c tion  R eport  Form (Appendix W) gave th e  p a r t i c i p a n t s  an 

o p p o r tu n i ty  t o  r e sp o n d  in d e p e n d e n t ly  o f  th e  i n t e r v i e w e r s  upon comple

t i o n  o f  th e  i n - b a s k e t .  About 10 m inu tes  were r e q u i r e d  t o  com ple te  th e  

form.
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What Three  Words Would You Use t o  D e s c r ib e  th e  S i t u a t i o n  a t  M eret?

T hree  them es emerged from th e  words used  t o  d e s c r i b e  t h e  M eret 

s i t u a t i o n  in  t h i s  open-ended  q u e s t i o n .  Out o f  99 p o s s i b l e  words from 

th e  33 r e s p o n d e n t s ,  o n e - t h i r d  o f  t h e  words were n e g a t i v e ,  such  a s  un

s e t t l i n g ,  u n e a sy ,  u n c e r t a i n ,  t e n s e ,  a n x io u s ,  d a n g e ro u s ,  o r  c o n f u s in g .  

A nother t h i r d  o f  t h e  words f e l l  i n t o  c a t e g o r i e s  l i k e  c h a l l e n g e ,  oppor

t u n i t y ,  and f u tu r e  g row th . The re m a in in g  t h i r d  o f  t h e  a d j e c t i v e s  used  

by th e  p a r t i c i p a n t s  d e s c r ib e d  t h e  s i t u a t i o n  w i th  words such a s  c h a n g e ,  

g row th , a d ju s tm e n t  and t r a n s i t i o n .  These  l a s t  two c a t e g o r i e s  o f  words 

were used  by th o s e  who sc o re d  s i g n i f i c a n t l y  h ig h e r  on t h e  s im u l a t io n .  

Most o f  th o s e  who s c o re d  above t h e  median o f  47 used  th e  more p o s i t i v e  

words l i k e  c h a l l e n g e  and g row th . A few blamed M eret f o r  i t s  poor o r 

g a n iz a t i o n  and o n ly  tw ic e  was th e  a d j e c t i v e  p o l i t i c a l  u se d .

Which Three  I tem s R e q u ir in g  A t t e n t io n  from C h r is  W allace  a r e  t h e  Most 

C r i t i c a l  in  T h is  S i tu a t io n ?

Q u e s t io n  two r e q u i r e d  a ra n k in g  o f  t h e  c r i t i c a l n e s s  o f  t h e  i t e m s .  

E m erson 's  A d m in is t r a t io n  O u t l in e  was a lm os t  unanim ously  ran k e d  as th e  

most c r i t i c a l .  O the r  h ig h  p r i o r i t i e s  w ere t h e  Perfo rm ance R eview s, th e  

L e t t e r  o f  R e s i g n a t io n ,  and th e  W a lle r  m essage . T ab le  3 shows t h e  ra n k 

in g s  o f  t h e  i tem s by th e  p a r t i c i p a n t s .  I tem s 7 and 3 were e x tre m e ly  

c lo s e  in  r a n k in g ,  a lm ost t i e d  fo r  second  p l a c e .  I tem  1 was n e x t  so i t  

i s  in c lu d e d  in  th e  T a b le .

I n s e r t  T ab le  3 abou t h e re
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T able  3

P a r t i c i p a n t s '  Ranks fo r  t h e  In -B a s k e t  I tem s

I n - b a s k e t  i tem s Rank3

I. W a lle r  Message 4b

2. A d m in i s t r a t i o n  O u t l in e 1

3. L e t t e r  o f  R e s ig n a t io n 3

4 . Computer Memo

5. F a r l e y  Message

6. R am irez Message

7. P erfo rm ance  Reviews 2

Ranking was b a sed  on th e  q u e s t i o n  posed  in  th e  A c t io n  R eport  Form: 

"Which t h r e e  i tem s  r e q u i r i n g  a t t e n t i o n  from C hr is  W allace  a r e  t h e  most 

c r i t i c a l  in  t h i s  s i t u a t i o n ? "  bThe W a lle r  Message i s  one p o in t  lower 

in  th e  co m p o s i te  r a n k in g s ,  so  i t  i s  in c lu d e d .
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A f t e r  t h e  f i r s t  p i l o t  g roup , when t h e  judges  f a m i l i a r i z e d  them

s e lv e s  w ith  t h e  i tem s  and th e  s c o r in g  k e y ,  th ey  a s s ig n e d  ra n k s  t o  th e  

seven i n - b a s k e t  i tem s  as  shown in  T ab le  4 .  The judges  ranked  t h e  i tem s 

in d e p e n d e n t ly -  As Table  4 i l l u s t r a t e s ,  a l l  t h r e e  judges  ranked  th e  Ad

m i n i s t r a t i o n  O u t l in e  as  th e  most c r i t i c a l  i te m . T h is  f i r s t  e f f o r t  

tow ards a co n sen su s  c l e a r l y  shows d isa g re em e n t  among th e  judges  on th e  

ranks  o f  t h e  n e x t  s i x  i te m s .  I t  was n o t  u n t i l  th e  judges  d i s c u s s e d  th e  

i tem s t h a t  th e y  reach ed  a  c o n s e n s u s .

I n s e r t  Table  4 abou t h e re

In  a d d i t i o n  t o  i n i t i a l  r a n k in g s ,  th e  judges  w eigh ted  each  i te m  so  

t h a t  t h e  most im p o r ta n t  i tem s would r e c e iv e  a g r e a t e r  number o f  p o i n t s .  

A lthough t h i s  ra n k in g  and w e ig h t in g  was a p r e l im in a r y  one as shown in  

T a b le s  4 and 5 ,  i t  p r e p a re d  th e  judges  f o r  th e  consensus d i s c u s s io n  

which was h e ld  a f t e r  th e  second p i l o t  g roup .

I n s e r t  T ab le  5 abou t h e re

The ju d g es  met a f t e r  t h e  second  p i l o t  group t o  d i s c u s s  t h e  s c o r in g  

key and t o  r a n k  and w eigh t t h e  i te m s .  They exchanged o p in io n s  and 

fo rm u la te d  t h e  s ta te m e n t  on c r i t i c a l n e s s  which th e y  th e n  used t o  ran k  

th e  i te m s :  "Which i tem s a re  most c r i t i c a l  t o  C h r is  W a l la c e 's  s e l f -

i n t e r e s t  and how im p o r tan t  a re  t h e  i tem s  f o r  W a l la c e 's  p o l i t i c a l  e f f e c 

t i v e n e s s  now and in  th e  f u tu r e ? "  T h is  q u e s t i o n  d iv e rg e d  from th e  qu es 

t i o n  a sked  t h e  p a r t i c i p a n t s :  "Which t h r e e  item s r e q u i r in g  a t t e n t i o n

from C h r is  W allace  a re  th e  most c r i t i c a l  in  t h i s  s i t u a t i o n ? "  The
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T ab le  4

J u d g e s '  Ranks fo r  th e  In -B a sk e t  I tem s  a f t e r  t h e  F i r s t  P i l o t  Group

I n - b a s k e t  i tem s

g
Rank f o r  

Judge #1

Rank fo r  

Judge #2

Rank fo r  

Judge #3

I. W a lle r  Message 4 3 3

2. A d m in is t r a t io n  O u t l in e I 1 1

3. L e t t e r  o f  R e s ig n a t io n 6 2 4

4 . Computer Memo 2 4 5

5. F a r le y  Message 5 5 7

6. Ramirez Message 3 6 6

7. Perfo rm ance  Reviews 7 7 2

Ranking was based  in  th e  c r i t i c a l i t y  o f  t h e  i te m .
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T ab le  5

J u d g e s '  W eights  f o r  t h e  In -B ask e t  I tem s a f t e r  t h e  F i r s t  P i l o t  Group

I n - b a s k e t  i tem s

W eighta o f  

Judge #1

Weight o f  

Judge #2

Weight o f  

Judge #3

1. W a lle r  Message 15 15 15

2. A d m in is t r a t i o n  O u t l in e 24 40 30

3. L e t t e r  o f  R e s ig n a t io n 8 20 10

4 . Computer Memo 20 10 10

5. F a r le y  Message 10 5 5

6. Ramirez Message 18 5 10

7. Perfo rm ance  Reviews 5 5 20

= 100 = 100 = 100

Judges were a sked  t o  d i s t r i b u t e  100 p o i n t s  among th e  7 i tem s b a sed  on 

t h e i r  r a n k in g s  and th e  c r i t i c a l n e s s  o f  th e  i te m s .
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d i f f e r e n c e s  in  t h e s e  two q u e s t io n s  may e x p la in  t h e  d i s c re p a n c y  between 

th e  p a r t i c i p a n t s  ra n k in g s  and th e  j u d g e s ,  as  d e l i n e a t e d  in  T ab le  6 .

I n s e r t  Tab le  6 about h e re

The ju d g es  d id  no t a d d re s s  th e  c r i t i c a l n e s s  o f  th e  Perfo rm ance  Re

v iew s f o r  th e  immediate s i t u a t i o n  a s  t h e  p a r t i c i p a n t s  d i d .  R a th e r ,  as 

th e y  d i s c u s s e d  th e  s i t u a t i o n ,  th e y  in c lu d e d  a f u tu r e  c o n s i d e r a t i o n  in  

t h e i r  q u e s t i o n .  In  f a c t ,  t h e  q u e s t i o n  upon which th e y  b a sed  t h e i r  

r a n k in g s  was t h e i r  own. They d id  n o t  r e f e r  t o  th e  q u e s t io n  posed  to  

th e  p a r t i c i p a n t s .

For many p a r t i c i p a n t s ,  and t h i s  i s  t h e  second r e a s o n  f o r  t h e  d i s 

c re p a n c y ,  th e  in fo rm a t io n  in  th e  Perfo rm ance  Reviews was v e ry  h e l p f u l .  

In  c o n t r a s t ,  t h e  judges  e v a lu a te d  th e  p r o c e s s  o f  rev iew s and b e l i e v e d  

t h a t  p e rfo rm ance  rev iew s  a r e  g e n e r a l l y  i r r e l e v a n t  t o  o n e 's  p o l i t i c a l  

e f f e c t i v e n e s s .  In  summary, t h e  ju d g e s  looked  a t  th e  Perfo rm ance  Re

v iew s a s  r o u t i n e s  and th e  r e s p o n d e n ts  r e l i e d  h e a v i l y  on th e  c o n te n t  o f  

th e  r e v ie w s .  Even th e  judge  who o r i g i n a l l y  p la c e d  th e  Reviews in  th e  

second p l a c e  (T a b le  4 ;  Judge #3) r e f e r r e d  t o  t h e  im portance  o f  t h e  P e r 

formance Review in  m i l i t a r y  s e t t i n g s ,  r a t h e r  th a n  th e  im portance  o f  th e  

in fo r m a t io n  in  t h e  M eret r e v ie w s .

D e s p i te  t h i s  d i s c r e p a n c y ,  l i t t l e  s c o r in g  impact r e s u l t e d .  Very 

few o f  t h e  p a r t i c i p a n t s  s c o re d  h ig h  on th e  Perform ance Reviews and 

t h e r e f o r e ,  th e y  were n o t  s h o r t e d  p o t e n t i a l  p o i n t s  in  th e  a d ju s t e d  

s c o r e s .
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T ab le  6 

J u d g e s ' Consensus o f  Ranks and W eights fo r  th e In -B a sk e t I tem s and

Ranks o f  t h e  P i l o t  Groups

I te m  #

Item

D e s c r i p t io n

J u d g e s '

Rank3

J u d g e s '

W eights

P i l o t  G roups ' 

Rankb ’°

2 A d m in is t r a t io n  O u t l in e 1 40 1

3 L e t t e r  o f  R e s ig n a t io n 2 15 3

1 W a lle r  Message 3 14 4

4 Computer Memo 4 12

5 F a r le y  Message 5 8

7 Perform ance Reviews 6 6 2

6 Ramirez Message 7 5

Ranking was based  on th e  q u e s t io n :  "Which i tem s a r e  most c r i t i c a l  to

C h r is  W a l l a c e 's  s e l f - i n t e r e s t  and how im p o r tan t  a r e  t h e  i tem s  fo r  

W a l l a c e 's  p o l i t i c a l  e f f e c t i v e n e s s  now and in  th e  f u tu r e ? "  = 33.

Com posite  s c o re s  fo r  q u e s t i o n  number two on th e  A c t io n  Report Form: 

"Which t h r e e  i tem s r e q u i r i n g  a t t e n t i o n  from C h r is  W allace  a re  th e  most 

c r i t i c a l  in  t h i s  s i t u a t i o n ? "
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Which D e c is io n  o r  A c t io n  o f  Yours as  C h r is  W allace  was th e  Most Out

s ta n d in g ?  In  O th e r  Words, About Which D e c is io n  Are You Most C o n f i 

den t?

Q u e s t io n  t h r e e  sought in fo rm a t io n  on th e  q u a l i t y  o f  th e  p a r t i c i 

p a n t s '  d e c i s i o n s  and t h e i r  l e v e l s  o f  c o n f id e n c e  in  d e c is io n -m a k in g .  

The m a jo r i t y  b e l i e v e d  t h a t  t h e i r  re sp o n se  t o  th e  A d m in is t r a t io n  O u t l in e  

was t h e i r  b e s t  d e c i s i o n ,  and th ey  recommended th em se lv es  fo r  th e  p o s i 

t i o n .

About Which D e c is io n  Are You th e  L e a s t  C o n f id en t?  Why?

The l e a s t  c o n f id e n t  d e c i s io n s  were e i t h e r  d i r e c t l y  r e l a t e d  t o  la c k  

o f  in fo rm a t io n  in  t h e  r e s t r u c t u r i n g  p ro c e s s  or t o  r e l a t i o n s h i p  i s s u e s  

w ith  F a r l e y  and Ram irez.

Did Your P r o f e s s i o n a l  B ackground/E xperiences  Help You in  Any Way w ith  

th e  Meret S i t u a t i o n ?

Twenty-two p a r t i c i p a n t s  r e f e r r e d  t o  p re v io u s  e x p e r ie n c e s  t h a t  had 

h e lp e d  them in  t h e  M eret s i t u a t i o n ,  such as m e rg e rs ,  r e s t r u c t u r i n g ,  and 

h a n d l in g  u n c o m fo r ta b le  s i t u a t i o n s .

Open Comments in  t h e  M eret S im u la t io n  E x e rc i s e

The f i n a l  q u e s t i o n  p ro v id e d  an open comment s e c t i o n  on th e  s im u la 

t i o n .  Responses ranged  w ide ly  w ith  no theme em erging . A few wanted 

more t im e  and more in fo r m a t io n .  O th e rs  d e s c r ib e d  th e  in - b a s k e t  as  fun , 

i n t e r e s t i n g  o r  c h a l l e n g i n g .  One s a i d  t h a t  i t  seemed loaded  w ith  M achi

a v e l l i a n  i n t r i g u e .

The s c o r in g  k e y ,  d im ension s h e e t s ,  M eret I n te r v ie w  Form d a ta  and 

A c tion  R eport  Form complement one a n o th e r .  In  some q u e s t i o n s ,  such as  

q u e s t io n s  one and f iv e  on th e  I n te r v ie w  and th e  A c tion  Report Forms
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(A ppendixes U, V ) , t h e  p a r t i c i p a n t s  gave v e ry  s i m i l a r  a n sw e rs .  A l l  th e  

d a ta  co n firm ed  th e  im por tance  o f  t h e  A d m in is t r a t io n  O u t l i n e .  These 

d a ta  t r i a n g u l a t i o n s  w i l l  be d i s c u s s e d  f u r t h e r  in  c h a p te r  f i v e .

R e l i a b i l i t y

A s s e s s o r  t r a i n i n g  i s  one o f  t h e  most im p o r ta n t  a s p e c t s  o f  a s s e s s 

ment c e n t e r s  and in - b a s k e t  s i m u l a t i o n s .  The th o ro u g h n e ss  o f  t h e  t r a i n 

ing  u l t i m a t e l y  c o n t r i b u t e s  t o  t h e  s c o r in g  key dev e lo p m en t,  t o  t h e  s c o r 

in g  o f  t h e  i n - b a s k e t s ,  t h e  q u a l i t y  o f  th e  feedback  p ro v id e d  t h e  p a r t i 

c i p a n t ,  and t o  t h e  s i g n i f i c a n c e  l e v e l  o f  th e  r e l i a b i l i t y  s t a t i s t i c s .  

These f a c t o r s  i n t e r r e l a t e  and s u b s t a n t i a t e  th e  i n i t i a l  r e l i a b i l i t y  e s 

t im a te s  fo r  t h e  M eret i n - b a s k e t .

The a s s e s s o r s  r e c e iv e d  3 hou rs  o f  t r a i n i n g  as o u t l i n e d  in  th e  

manual (Appendix AA) and f u r t h e r  t r a i n i n g  b e fo r e  and a f t e r  t h e  f i r s t  

p i l o t  g roup . The most im p o r ta n t  a s p e c t s  o f  t h i s  t r a i n i n g  em phasized 

t h e  d im e n s io n s ,  t h e  i tem s o f  t h e  in - b a s k e t  t h e m s e lv e s ,  and th e  impor

ta n c e  o f  i n te r v ie w  s k i l l s .  The a s s e s s o r s  a c t u a l l y  p r a c t i c e d  on i n t e r 

v iew ing  each  o th e r  and r e c e iv e d  c o n s ta n t  feedback  from t h e  r e s e a r c h e r  

and t h e  o th e r  a s s e s s o r s .  U sing  a v id e o  camera was v e ry  e f f e c t i v e  fo r  

t h i s  p r a c t i c e  t im e  b e c au se  o f  t h e  q u a l i t y  o f  feedback  i t  a f f o r d s .  The 

teams o f  i n t e r v i e w e r s  were p a i r e d  up c a r e f u l l y  by t h e  r e s e a r c h e r  t o  

b a la n c e  t h e i r  ages and e x p e r i e n c e .

The f i r s t  sample group was a c t u a l l y  th e  m ajo r  p r a c t i c e  run  fo r  th e  

a s s e s s o r s .  A s s e s s o rs  were g iv en  a d d i t i o n a l  n o t e s ,  sam ple in - b a s k e t  

i t e m s ,  and s u g g e s t io n s  b e f o r e  t h e  s im u la t io n  (Appendix RR). D uring  th e  

f i r s t  p i l o t  t e s t  o f  t h e  in s t r u m e n t ,  t h e  r e s e a r c h e r  o b se rv e d  th e  a s s e s 

s o r s  c o n t in u o u s ly  and commented a f t e rw a rd s  on t h e i r  p a r t i c u l a r
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s t r e n g t h s .  The a s s e s s o r s  were e n t h u s i a s t i c  abou t th e  in te r v ie w s  th e y  

were i n t r i g u e d  by th e  d i f f e r e n c e s  among th e  p a r t i c i p a n t s .  The r e 

s e a r c h e r  checked  each  a s s e s s o r ' s  w r i t t e n  index  c a r d s ,  d im ension  s h e e t s ,  

and o th e r  m a t e r i a l s  fo r  accu ra cy  and adh e ren ce  t o  t h e  d im e n s io n s .  

A f t e r  th e  f i r s t  sample g ro u p ,  examples o f  good index  c a rd  summaries and 

dim ension s h e e t s  were s e n t  t o  t h e  a s s e s s o r s  w i th  an accompanying l e t t e r  

o f  encouragement (A ppendix CC). The a s s e s s o r s  needed on ly  minor i n t e r 

view a d ju s tm e n t s .  T h e i r  q u e s t i o n s  t o  t h e  r e s e a r c h e r  were c e n te r e d  

c h i e f l y  on th e  d im e n s io n s .

The two a s s e s s o r s  from t h i s  group who v o lu n te e re d  t o  mark th e  13 

in - b a s k e t s  o f  t h e  f i r s t  sample g roup r e c e iv e d  a d d i t i o n a l  t r a i n i n g  

(Appendix EE). They were g iv en  an e x p la n a t io n  o f  th e  s c o r in g  k e y ,  i t s  

u s e ,  and th e  r a n g e s  o f  e f f e c t i v e  p o l i t i c a l  b e h a v io r .  A s c o r in g  s h e e t  

was p ro v id e d  fo r  each  p a r t i c i p a n t  (Appendix S S ) . Both r a t e r s  worked 

s low ly  a t  f i r s t ,  becoming f a m i l i a r  w i th  th e  key bu t  in  t h e  e n d ,  each  

f in i s h e d  in  3 h o u rs  a v e ra g in g  15 m inu tes  on each i n - b a s k e t .

The p a n e l  o f  ju d g es  approved t h e  f i r s t  d r a f t  o f  th e  s c o r in g  key 

(Appendix W) which th e  s c o r e r s  used t o  mark th e  f i r s t  p i l o t  g r o u p 's  r e 

s u l t s .  Not u n t i l  t h e  judges  rea c h e d  a  consen su s  on a l l  t h e  i te m  ran k s  

and w e ig h ts  was a  s c o r in g  c o n v e rs io n  c a l c u l a t e d .  The w e ig h t in g  t a s k  

p r e s e n te d  th e  ju d g e s  w ith  a d i f f e r e n t  t a s k .  For n u m er ica l  s i m p l i c i t y ,  

a t o t a l  w e igh t  o f  100 was a s s ig n e d  by th e  r e s e a r c h e r  fo r  a l l  seven  

i te m s .  The ju d g es  rea c h e d  a  consensus  on th e  d i s t r i b u t i o n  o f  t h e  100 

p o in t s  so t h a t  a  s c o r i n g  c o n v e rs io n  c o u ld  be t a b u l a t e d .  Tab le  5 p r e 

s e n ts  t h e  s c o r in g  c o n v e rs io n  e q u a t io n .  The maximum raw s c o re  f o r  each  

item  i s  f iv e  ( s e e  Appendix W t o  u n d e rs ta n d  how th e  s c o re s  a r e  a s s ig n e d
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t o  s p e c i f i c  b e h a v io r s )  and th e  a d ju s tm e n t  f a c t o r  was c a l c u l a t e d  by 

d i v id i n g  f i v e  i n t o  t h e  w e igh t  a s s ig n e d  by th e  j u d g e s ,  g iv in g  th e  

a d ju s tm e n t  f a c t o r .  The a d ju s t e d  s c o re s  a re  c a l c u l a t e d  by m u l t ip ly in g

th e  raw s c o re  by th e  a d ju s tm e n t  f a c t o r .

I n s e r t  T ab le  7 about h e re

Once th e  raw s c o r e s  o f  th e  f i r s t  p i l o t  group were c o n v e r te d  u s in g

th e  j u d g e s '  fo rm u la ,  th e  i n t e r r a t e r  r e l i a b i l i t y  fo r  t h e  f i r s t  p i l o t

group was computed u s in g  th e  P e a rso n  c o r r e l a t i o n  f o r  each  i te m  and th en  

a v e ra g in g  th e  seven  s c o r e s .  T ab le  8 d i s p l a y s  th e  i t e m - b y - i t e m  c o r r e l a 

t i o n  fo r  each  r a t e r  and th e  l e v e l  o f  s i g n i f i c a n c e  f o r  each  i te m .  Three

weak i tem s  emerged from t h i s  a n a l y s i s :  th e  A d m in is t r a t io n  O u t l i n e ,  th e

F a r le y  m essage , and th e  Ramirez m essage . C o n se q u e n tly ,  t h e s e  t h r e e  

i tem s were c a r e f u l l y  a n a ly z e d  and a p p r o p r i a t e  a d ju s tm e n ts  were made in  

a s s e s s o r  t r a i n i n g  and in  t h e  s c o r in g  key b e fo re  th e  second p i l o t  group 

was e v a lu a t e d .

I n s e r t  T ab le  8 about h e re

F o llo w in g  a r e  th e  i te m  s c o r i n g  problems and th e  changes f o r  th e  

second p i l o t  g roup .
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T ab le  7

S c o r in g  C onversion  from th e  Raw Score t o  th e  A d ju s te d  Score

I tem  #

Item

D e s c r ip t io n

Maximum 

Raw Score3

Adjustm ent

Factor*5

A d jus ted

ScoreC

2 A d m in is t r a t io n  O u t l in e 5 8 40

3 L e t t e r  o f  R e s ig n a t io n 5 3 15

1 W a lle r  Message 5 2 .8 14

4 Computer Message 5 2.4 12

5 F a r le y  Message 5 1.6 8

7 Perform ance Reviews 5 1.2 6

6 Ramirez Message 5 1 5

N o te . The a d ju s t e d  s c o re  t o t a l  e q u a ls  100 p o i n t s ,  t h e  h ig h e s t  s c o re  a 

p e rso n  can o b t a i n  fo r  e f f e c t i v e  p o l i t i c a l  b e h a v io r  in  th e  i n - b a s k e t .

Maximum Raw Score i s  t h e  h ig h e s t  s c o re  any p a r t i c i p a n t  can o b ta in  on

th e  range o f  p o l i t i c a l  b e h a v io r  as d e s c r ib e d  in  th e  Sco ring  Key

(Appendix W). ^The A djustm ent F a c to r  i s  t h e  number needed t o  c a l c u -
£

l a t e  th e  w eigh t a s s ig n e d  by th e  judges  fo r  each i te m .  The A d jus ted  

Score i s  th e  h i g h e s t  p o s s ib l e  s c o re  t h a t  a p a r t i c i p a n t  can o b ta in  

d e r iv e d  from th e  Raw Score  t im es  th e  Adjustm ent F a c t o r .
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Table  8

I n t e r r a t e r  R e l i a b i l i t y  Scores  o f  F i r s t  P i l o t  Group,

Means, S ta n d a rd  D e v ia t i o n s ,  P ea rso n  " r "  C o e f f i c i e n t s  Between Two 

S c o r e r s '  Independen t R a t in g s  o f  th e  Seven In -B ask e t  Item s (Raw S co res)

I n - b a s k e t  i tem s Mean Xa Mean Yb SD Xa SD Yb P earson  " r "

1. W a lle r  Message 2.7692 2.0769 1.3009 .9541 .754 1**

2. A d m in is t r a t io n

O u t l in e 3.6154 2.6923 1.0439 1. 1821 .57 14

3. L e t t e r  o f

R e s ig n a t io n 2.2308 2.0769 1.5359 1.4979 .8972**

4 . Computer Memo 2.3846 2.4615 1.5021 1.5064 .7989**

5. F a r le y  Message 2.0769 2.4615 1.0377 1.1266 .3948

6 . Ramirez Message 2.7692 2.0769 1.6408 1.4979 .6860*

7. Perform ance

Reviews 2.6154 2.3846 1.6093 1.4456 .8570**

N o te . jn = 13, Mean = .71 

a = R a te r  A. b = R a te r  B

** S i g n i f i c a n t  a t  .001 l e v e l .  * S i g n i f i c a n t  a t  .005 l e v e l

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



S co r ing  problem s in  
f i r s t  sample group

a .  A few p a r t i c i p a n t s '  r e 

sp o n ses  t o  t h e  F a r l e y  and 

Ramirez m essages  were no t 

re c o rd e d  anywhere on 

p a p e r  b e c au se  th e y  were 

ta p e d  a u d io  m essages;  

t h e r e f o r e ,  r a t e r s  assumed 

t h e s e  i te m s  were igno red  

and gave 1 ' s t o  th e  p a r -  

t i c i p a n t s .

b .  The A d m in i s t r a t i o n  O ut-  b .  

l i n e  e l i c i t e d  a wide v a r 

i e t y  o f  b e h a v io r s .  In  

some i n s t a n c e s ,  r a t e r s  

c e n te r e d  on o n ly  one or 

two b e h a io r s  on th e  s c o r 

ing  key and f a i l e d  t o  see 

th e  i te m  as a cu m u la t iv e  

w h o le .

122

Changes made t o  s c o r in g  
key and r a t e r  t r a i n i n g

a .  The r a t e r s  used  th e  index 

c a rd  i te m  summaries fo r  t h e s e  

i te m s .  (See  Appendix TT fo r  

t h e  r e v i s e d  Meret I n te r v ie w  

F orm .)

A NOTE was added t o  th e  

s c o r in g  key : "T his  i tem  i s

c r i t i c a l .  For a 5 s c o r e ,  

s e v e r a l  b e h a v io r s  in  th e  High 

Column must be d e m o n s t ra te d ,  

as  w e l l  as  b e h a v io r s  in  th e  

M oderate  column. A lso ,  i f  a 

p a r t i c i p a n t  f i r e s  P a t  Ramirez 

im m ed ia te ly ,  a l th o u g h  t h a t  

m ight seem t o  be a power 

s t a n c e  t o  reduce  an a d v e r 

s a r y ,  t h e  ju d g es  f e l t  t h a t  

t h i s  a c t  would be p o l i t i 

c a l l y  unwise in  th e  M eret 

s i t u a t i o n ."
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c .  The r a t e r s  had  no c l e a r  c .  

model o f  an a c c u r a te

s c o re  a g a i n s t  which t o  

m easure  t h e i r  p r o f i c i e n c y  

as a r a t e r .

d .  R a te r s  sometimes looked  d .

more fo r  l i t e r a l  behav

i o r a l  exam ples r a t h e r  th e  

t h r e e  r an g e s  o f  e f f e c 

t i v e n e s s  .

e .  One p a r t i c i p a n t  seemed e .

d i f f i c u l t  t o  a s s e s s  and 

th e  r a t e r s  v a r i e d  on a l l

o f  h i s  i t e m s .  E i t h e r  th e  

th e  a s s e s s o r s  were weak 

in  t h i s  p a r t i c u l a r  i n 

s ta n c e  o r  t h e  i n d iv i d u a l  

p r e s e n t e d  ambiguous b e 

h a v io r s  .

123

The r e s e a r c h e r  marked 3 i n 

b a s k e ts  and w i th h e ld  th e s e  

th e s e  s c o r e s .  When th e  

r a t e r s  marked t h e s e  3 i n 

b a s k e t s ,  t h e i r  s c o re s  were 

checked a g a i n s t  t h e  r e s e a r c h 

e r ' s  and th e  d i f f e r e n c e s  were 

d i s c u s s e d  so  t h a t  th e  r e 

s e a rc h e r  c o u ld  c o r r e c t  any 

f a u l t y  d e c i s i o n  making 

(Appendix UU).

R a te rs  were rem inded  t o  r e f e r  

t o  th e  d e s c r i p t i o n s  ( ra n g e s  

o f  e f f e c t i v e  p o l i t i c a l  behav

i o r )  f o r  t h e i r  r a n k in g  d e c i 

s io n s  .

In  such an i n s t a n c e ,  t h i s  s e t  

o f  s c o re s  would be e v a lu a te d  

by th e  a d m i n i s t r a t o r  o f  th e  

s i m u l a t i o n .
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When th e  second p i l o t  group com ple ted  t h e i r  i n - b a s k e t s  and th e

judges  f i n a l i z e d  th e  s c o r in g  key ( a m p l i f i e d  w i th  a v a r i e t y  o f  new be

h a v i o r a l  e x a m p le s ) ,  an a d d i t i o n a l  n o te  was added t o  t h e  s c o r in g  key

page f o r  t h e  A d m in is t r a t io n  O u t l in e :  " I f  a p a r t i c i p a n t  f i r e s  Pa t

Ramirez im m e d ia te ly ,  which m ight seem t o  be a  power s ta n c e  t o  red u c e  an 

a d v e r s a r y ,  th e  ju d g es  f e l t  t h a t  t h i s  would be p o l i t i c a l l y  unwise in  th e  

Meret s i t u a t i o n . "

These changes  t o  th e  s c o r in g  key and th e  r e v i s e d  t r a i n i n g  o f  th e  

two new v o l u n te e r  r a t e r s  in c r e a s e d  th e  i n t e r r a t e r  r e l i a b i l i t y  c o e f f i 

c i e n t  fo r  th e  second p i l o t  group by seven  p o i n t s ,  from a  .71 t o  a .78 

Pea rson  c o r r e l a t i o n .  T ab le  9 d i s p l a y s  th e  c o e f f i c i e n t  fo r  each  i te m  

and th e  l e v e l  o f  s i g n i f i c a n c e  a t  .001 fo r  each  i tem  in  t h e  i n - b a s k e t .  

F u r th e r  a d d i t i o n s  and improvements t o  th e  s c o r in g  and a s s e s s o r  t r a i n i n g  

w i l l  be recommended in  th e  f i n a l  c h a p te r .

I n s e r t  Tab le  9 about h e re

T e s t  a d m i n i s t r a t i o n  i s  an im p o r ta n t  r e l i a b i l i t y  c o n s i d e r a t i o n  be

cau se  o f  t h e  need  t o  s t a b i l i z e  th e  in s t ru m e n t  over  r e p e a te d  a d m i n i s t r a 

t i o n s .  The d i r e c t i o n s  t o  a d m in is t e r  th e  t e s t  were i d e n t i c a l  fo r  bo th  

sample g roups  and no changes had t o  be made in  them (Appendix S ) .

T h is  c h a p te r  r e p o r t e d  t h e  r e s u l t s  o f  t h e  in - b a s k e t  s tu d y  th ro u g h  

th e  v a r i o u s  p ro d u c ts  o f  t h e  r e s e a r c h .  C onten t and c o n s t r u c t  v a l i d i t y  

were e s t a b l i s h e d  th ro u g h o u t  t h e  e n t i r e  p ro c e s s  o f  th e  in s t ru m e n t  d e s ig n  

and t e s t i n g ,  b u t  b o th  became s t r i k i n g l y  c l e a r  as th e  t h r e e  h y p o th e se s  

were v e r i f i e d .  I n i t i a l  r e l i a b i l i t y  f ig u r e s  were t a b u l a t e d  and a re
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T ab le  9

I n t e r r a t e r  R e l i a b i l t y  S co res  o f  Second P i l o t  Group

Means, S ta n d a rd  D e v i a t i o n s ,  P ea rson  " r "  C o e f f i c i e n t s  Between Two

S c o r e r s '  Independen t  R a t in g s  o f  th e  Seven In -B ask e t  I tem s (Raw S co res)

I n - b a s k e t  i tem s Mean X3 Mean Yb SD X3 SD Yb P ea rso n  " r "

1. W a lle r  Message 2 . 15 1.75 1.3089 1. 1642 .8204*

2. A d m in is t r a t io n

O u t l in e 2 .95 2 .45 1.3563 1.0501 .7927*

3. L e t t e r  o f

R e s ig n a t io n 1.55 1.55 .8870 .7592 .8558*

4 . Computer Memo 1.80 1.85 1.3611 1.2680 .9270*

5. F a r le y  Message 2 .00 1.80 1.2978 1.1050 .6606*

6. Ramirez Message 2 .25 1.95 1.2927 1.0501 .7076*

7. Perform ance

Reviews 2. 10 1.85 1.2524 .9333 .6889*

N o te . n_ = 20, Mean = .78 

a  = R a te r  C. b = R a te r  D

* S i g n i f i c a n t  a t  .001 fo r  a l l  s c o r e s .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



shown in  T ab les  8 and 9 . These r e s u l t s  a re  d i s c u s s e d  in  th e  co n c lu d in g  

c h a p te r .
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CHAPTER FIVE

U n d e rs ta n d in g  I n d iv i d u a l  P o l i t i c a l  B ehavior in  O r g a n iz a t io n s

I n t r o d u c t i o n

The p u rp o se  o f  t h i s  r e s e a r c h  i s  t o  des ig n  and t o  v a l i d a t e  an i n 

s tru m en t  in  th e  in - b a s k e t  form at t h a t  m easures and e x p lo r e s  an i n d i v i 

d u a l ' s  p o l i t i c a l  b e h a v io r .  The Meret i n -b a s k e t  experim en t  acco m p lish es  

t h a t  pu rp o se  as  i t  o f f e r s  f r e s h  i n s i g h t s  i n to  th e  p o l i t i c a l  a c t o r .  

These i n s i g h t s  a l s o  a m p lify  t h e  t h e o r e t i c a l  base  about o r g a n i z a t i o n a l  

p o l i t i c a l  b e h a v io r .  T h is  f i n a l  c h a p te r  e v a lu a te s  th e  in s t ru m e n t  i t s e l f  

and o f f e r s  a framework o f  p o l i t i c a l  b e h a v io r  b u i l t  upon a s y n t h e s i s  o f  

th e  l i t e r a t u r e  and d e t a i l e d  by th e  body o f  ev idence  from th e  experim en

t a l  s tu d y .  C oncluding  rem arks a d d re s s  th e  s i g n i f i c a n c e  o f  t h i s  r e 

s e a r c h ,  p a r t i c u l a r l y  in  r e l a t i o n  t o  l e a d e r s h i p .

I n s t ru m e n t  E v a lu a t io n  

Two q u e s t io n s  can be posed  t o  any t e s t  d e v e lo p e r :  " I s  th e  t e s t

any good as  a m easure o f  th e  c h a r a c t e r i s t i c s  i t  i s  e x p e c te d  t o  a s s e s s ? "  

and "Shou ld  th e  t e s t  be used  fo r  t h e  p roposed  p u rp o se?"  For th e  Meret 

i n - b a s k e t ,  t h e  answer was yes  t o  b o th  t h e s e  q u e s t i o n s .

A Measure o f  an I n d i v i d u a l ’ s P o l i t i c a l  Behavior

The in - b a s k e t  s c o re s  r e p r e s e n t  a wide range o f  e f f e c t i v e  p o l i t i c a l  

b e h a v io r  among 33 i n d i v i d u a l s .  The t h r e e  h y p o th ese s  o f  t h e  in s t ru m e n t  

t e s t e d  s p e c i f i c  c h a r a c t e r i s t i c s  o f  p o l i t i c a l  b e h a v io r  and were s t r o n g l y  

v e r i f i e d :  V ar io u s  p o l i t i c a l  b e h a v io r s  were p r e s e n te d  by th e  i n -b a s k e t

r e s p o n d e n t s ;  t h e  b e h a v io r s  ranged  from i n e f f e c t i v e  t o  e f f e c t i v e  s o lu 

t i o n s  t o  t h e  Meret s i t u a t i o n ;  and th e  p o l i t i c a l  b e h a v io r s  e x p re s s e d
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v a r i e d  w i th  t h e  ty p e  o f  p roblem  p r e s e n t e d .  F ig u re s  2 th rough  10 i n d i 

c a t e  t h a t  more t h a n  200 b e h a v io r s  were m easured by th e  Meret i n - b a s k e t . 

The d a t a  from th e s e  f i g u r e s  t r i a n g u l a t e  w i th  t h a t  s y n th e s i z e d  from th e  

A c t io n  R eport  Form and t h e  i n t e r v i e w .  For exam ple, th e  A d m in is t r a t io n  

O u t l in e  r e g i s t e r e d  more t h a n  100 p o l i t i c a l  b e h a v io r s  a s  shown in  F ig u re  

10. That i te m  was ranked  th e  most c r i t i c a l  by bo th  p i l o t  g roups  and 

th e  ju d g e s ,  and i t  was d e s c r ib e d  as th e  most c h a l l e n g in g  by th e  p i l o t  

g ro u p s .  The n e x t  two most c r i t i c a l  i tem s fo r  th e  p i l o t  g roups were th e  

P erfo rm ance  Reviews which e l i c i t e d  26 b e h a v io r s ,  and th e  L e t t e r  o f  

R e s ig n a t io n  which e l i c i t e d  24 b e h a v io r s  (F ig u r e  10).

H y p o th e s is  2 p re su p p o se s  t h a t  th e  most e f f e c t i v e  s o l u t i o n  t o  th e  

M eret s i t u a t i o n  i s  a p o l i t i c a l  one .  T h is  p r e s u p p o s i t i o n  can be made 

b ecau se  o f  t h e  m ajor e le m en ts  o f  t h e  Meret m erger:  change , a m b ig u ity ,

r e o r g a n i z a t i o n  and c o m p e t i t io n .  These e lem en ts  a r e  th e  c l a s s i c  en

v i ro n m e n ta l  c o n d i t i o n s  fo r  p o l i t i c a l  b e h a v io r .  T h e r e f o r e ,  a l th o u g h  th e  

s c o r in g  key c a p tu re d  a l l  t h e  b e h a v io r s  dem o n s tra ted  by th e  p a r t i c i 

p a n t s ,  on ly  th e  most e f f e c t i v e  and t r u l y  p o l i t i c a l  b e h a v io r s  e a rn ed  a 

raw s c o re  o f  5 . The m o d era te ly  e f f e c t i v e  b e h a v io r s  on th e  s c o r in g  key 

a re  c h i e f l y  a d m i n i s t r a t i v e  r e s p o n s e s  t o  th e  s i t u a t i o n ,  a l th o u g h  h i n t s  

o f  p o l i t i c a l  b e h a v io r  a r e  e x h i b i t e d  in  t h e  m odera te  r a n g e .

The ju d g es  faced  t h e  i s s u e  o f  t r u e  e f f e c t i v e n e s s  fo r  a l l  t h e  be

h a v i o r a l  r e s p o n s e s  d e m o n s tra ted  by th e  p a r t i c i p a n t s .  For them , th e  

most e f f e c t i v e  s o l u t i o n s  t o  t h e  M eret s i t u a t i o n  were p o l i t i c a l  ones .  

Y e t ,  i f  an unwise p o l i t i c a l  move was made by a p a r t i c i p a n t ,  t h e  judges  

p la c e d  t h a t  b e h a v io r a l  example on th e  m odera te  or low r a n g e .  The most 

s i g n i f i c a n t  example o f  i n e f f e c t i v e  p o l i t i c a l  b e h a v io r  was th e  f i r i n g  o f
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P a t  Ramirez by s e v e r a l  p a r t i c i p a n t s .  The ju d g es  f e l t  s t r o n g l y  t h a t  

t h i s  was p o l i t i c a l l y  unwise in  th e  M eret s i t u a t i o n .

In  summary, c o n s t r u c t  v a l i d i t y  was b u i l t  c a r e f u l l y  upon a  p r e c i s e  

d e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r  t h a t  in c lu d e d  th e  e lem en ts  o f  i n f l u 

e n c e ,  s e l f - i n t e r e s t s ,  c o m p e t i t io n ,  and d i s c r e t i o n a r y  b e h a v io r .  These 

e lem en ts  o f  what makes a b e h a v io r  p o l i t i c a l  i n s t e a d  o f  s o c i a l  can r e a d 

i l y  be seen  in  t h e  b e h a v io r a l  examples on th e  h ig h  ran g e  o f  th e  s c o r in g  

key (Appendix W). For exam ple, a few p a r t i c i p a n t s  sought d i r e c t  a l l i 

ance w i th  Coven try  M e re t ,  t h e  p r e s i d e n t .  Some p re p a r e d  fo r  l e v e l s  o f  

power even h i g h e r  th a n  G oodw in 's ,  th e  t a r g e t e d  p o s i t i o n .  S e v e ra l  

focused  on exchange o f  fa v o rs  w ith  t h e  p l a y e r s  in  th e  s i t u a t i o n .  A l l  

o f  t h e s e  examples and o t h e r  h ig h ly  r a t e d  b e h a v io r s  were i n f l u e n c i n g ,  

d i s c r e t i o n a r y ,  s e l f - s e e k i n g ,  and com peting  w ith  o th e r  p e rso n s  in  th e  

s im u l a t io n .  They were a l s o  th e  most e f f e c t i v e  s o l u t i o n s  t o  th e  s im u la 

t i o n .  One p a r t i c i p a n t  s a id :

I  s e l e c t e d  m y se l f  t o  head th e  A d m in is t r a t i o n  D epartm ent. Ramirez 

needs  an i n f u s i o n  o f  job  m o t iv a t io n  b e f o r e  c o n s id e r a t i o n  f o r  p ro 

m o tio n . She i s  o th e rw is e  no t  s u f f i c i e n t l y  e x p e r ie n c e d /c a p a b le  o f  

t h e  f u l l  t a s k .

U l r ic h  needs more t im e t o  deve lop  p e o p le  and d e l e g a t i o n  

s k i l l s .  He h a s  good m an a g e r ia l  a b i l i t y ,  b u t  a s  a p eo p le  m anager, 

my t a l e n t  b r in g s  out and makes use  o f  th e  o t h e r  two m anagers ' 

s t r e n g t h s  t o  f u l l  departm en t  ad v an tag e  ( P a r t i c i p a n t  in  f i r s t  p i l o t  

g r o u p ) .

Power c o n s i d e r a t i o n s . A sense  o f  p e r s o n a l  power appeared  t o  be an 

e x tre m e ly  i n t e g r a l  f a c t o r  f o r  o n e 's  e f f e c t i v e n e s s  in  th e  Meret
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s i t u a t i o n .  Although th e  e n t i r e  s im u la t io n  was des ig n ed  t o  s u p p o r t  and 

t o  s u b s t a n t i a t e  C h r is  W a l la c e 's  power b a s e ,  n e a r ly  o n e - h a l f  o f  th e  p a r 

t i c i p a n t s  were r e l u c t a n t  t o  u t i l i z e  t h i s  power and , c o n s e q u e n t ly ,  were 

i n e f f e c t i v e  in  th e  i n -b a s k e t  s i t u a t i o n .  T h e i r  non-pow erfu l  a t t i t u d e s  

were e x p re s s e d  v i v i d l y :  " I t ' s  n o t  my job  t o  do t h i s " ;  " I  p la n  t o  w a it

fo r  an okay— f o r  d i r e c t i o n " ;  " I  canno t go o u t s id e  th e  c h a in  o f  com

mand"; " C h r is  W a l la c e 's  p o s i t i o n  i s  n o t  an im portan t  one"; and " I  t h in k  

J .  D. i s  b e t t e r  fo r  th e  j o b . "  In  c o n t r a s t ,  some p a r t i c i p a n t s  depended 

on t h e i r  p o s i t i o n  power u s in g  an a u t h o r i t a t i v e  manner r a t h e r  th a n  an 

i n f l u e n c i n g  one . The most e f f e c t i v e  p a r t i c i p a n t s  r e l i s h e d  power and 

a c t u a l l y  sought more power. They c o n ta c te d  bo th  p r e s i d e n t s  o f  Muse and 

Meret and looked  fo r  h ig h e r  p o s i t i o n s  in  th e  f u t u r e — even th e  p r e s i 

dency o f  M e re t .  They were p r o a c t i v e .

Power c o n s id e r a t i o n s  perm eate  p o l i t i c a l  a c t i v i t y .  The M eret i n 

b a sk e t  s u c c e s s f u l l y  measured th e  p re s e n c e  o f  o n e 's  power s t a n c e  th rough  

th e  p a r t i c i p a n t ' s  a c t i o n s ,  t h e  i n t e r v i e w ,  and th e  A c tion  R eport  Form. 

For exam ple, t h e  i n d iv id u a l  s c o r i n g  89 on th e  s im u la t io n  p r e s e n te d  a 

p i c t u r e  o f  power in  a c t i o n .  T h is  i n d iv i d u a l  p roposed  h i m s e l f  f o r  a new 

v i c e - p r e s i d e n t ’ s p o s i t i o n  and su g g e s te d  h i s  new p o s i t i o n  in c lu d e  con

t r o l  o f  o p e r a t io n s  as  w e l l  as  a d m i n i s t r a t i o n .  He e x p re s s e d  a d e s i r e  

fo r  th e  g r e a t e r  power base  o f  t h e  new v i c e - p r e s i d e n t ' s  p o s i t i o n  and a 

need fo r  th e  e x t r a  r e s p o n s i b i l i t y .  He p lanned  t o  c a l l  C oven try  M e re t ,  

th e  form er M eret p r e s i d e n t ,  t o  s e t  up a m eeting  w ith  him. He w ro te ,  

"Set  up m ee ting  about Muse t r a n s f e r  p o l i c y .  Use o p p o r tu n i ty  t o  lobby 

fo r  G oodw in 's p o s i t i o n  fo r  m y s e l f . "  In  t h e  i n te r v ie w ,  he s a i d  t h a t  he 

wanted t o  pu t in  a few good words f o r  h i m s e l f .  D ea l in g  w ith  t h e  l e t t e r

j /- .
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o f  r e s i g n a t i o n ,  t h i s  i n d iv i d u a l  w ro te :  " C a l l  P a t  and J .  D. t o  o rg a n iz e

a r e t i r e m e n t  d in n e r  fo r  C h a r le s .  Se t  up m ee t in g  w i th  C h a r le s  t o  in fo rm  

him o f  r e t i r e m e n t  b e n e f i t s  and how he  can maximize h i s  e x i t  from 

M e re t ."  He s t a t e d  in  t h e  in te r v ie w  t h a t  he  wanted t o  know why Goodwin 

was l e a v in g .  These examples a l s o  i n d i c a t e  t h e  im portance  o f  t h e  s t a k e 

h o ld e r  d im en s io n .

W ithout a s e n se  o f  o n e 's  own power, i t  appeared  d i f f i c u l t  t o  th e  

i n d iv i d u a l s  s c o r i n g  low in  th e  s im u la t io n  t o  se n se  th e  power o f  th e  

s t a k e h o ld e r s  a t  M e re t .  Chain-of-command ty p e  t h in k i n g ,  w ith  i t s  empha

s i s  on p o s i t i o n  power, d id  no t  in c lu d e  a d e e p e r  l e v e l  o f  power a n a l y s i s  

such as aw areness  o f  t h e  l e v e l  o f  M arlyn W a lle r  o r  th e  r e c o g n i t i o n  o f  

E v e r e t t  C a r lso n  as  s e n i o r  e d i t o r .  C a r lso n  d i r e c t e d  th e  v i t a l  e d i t i n g  

fu n c t io n  fo r  th e  p u b l i s h i n g  f irm  a n d ,  as  s u c h ,  would have th e  c l o u t  o f  

a d o c to r ,  e n g in e e r  o r  s e n io r  loan  o f f i c e r  in  t h e i r  r e s p e c t i v e  o r g a n iz a 

t i o n s .  In  summary, t h e r e  was a d i r e c t  l i n k  between low p e r s o n a l  power 

l e v e l s  and th e  i n a b i l i t y  t o  obse rve  o r  acknowledge power in  o t h e r s .

L i m i t a t i o n s . V a l i d i t y  as a  p r o c e s s  i s  a lm ost never  accom plished  

th rough  one s tu d y  o r  by one r e s e a r c h e r  (Benson & C la rk ,  1982). R e l i a 

b i l i t y  a l s o  improves w i th  r e p e a te d  a p p l i c a t i o n s .  T y p i c a l ly ,  i n - b a s k e t s  

become more s t a n d a r d iz e d  w ith  each a p p l i c a t i o n  because  th e  s c o r in g  key 

i s  improved and s c o r e r s  g a in  p r o f i c i e n c y .  For an experim en t w i th  a new 

in s t r u m e n t ,  t h e  M eret in - b a s k e t  i s  on s o l i d  g round , y e t  f iv e  l i m i t a 

t i o n s  a r e  r e c o g n iz e d .

The i n - b a s k e t  i t s e l f ,  as a s i t u a t i o n a l  t e s t ,  can e l i c i t  l i f e l i k e  

b e h a v io r  ( F r e d e r ik s e n ,  Je n se n  & B ea ton , 1982). T h is  can be done o n ly  

in  p r o p o r t io n  t o  t h e  p a r t i c i p a n t ' s  w i l l i n g n e s s  t o  e n t e r  i n t o  th e
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s i t u a t i o n ,  t o  r e a l l y  a c t  as  though he o r  she were C h r i s  W allace  in  th e  

M eret e x e r c i s e .  A f i r s t  l i m i t a t i o n  i s  t h a t  s im u la t io n s  a lw ays f a l l  

s h o r t  o f  r e a l  l i f e ,  and p a r t i c i p a n t s  always r e q u e s t  more t im e  and more 

in f o r m a t io n .  S e v e ra l  p a r t i c i p a n t s  r e s e r v e d  judgment and d e la y e d  a c t io n  

because  o f  t h i s  l i m i t a t i o n .  N e v e r th e le s s ,  s im u la t io n s  a r e  th e  s t r o n g 

e s t  means f o r  m easures  o f  p e r s o n a l i t y  save  fo r  r e a l - l i f e  o b s e rv a t io n  

and c e r t a i n l y  more v a lu a b le  th a n  th e  u s u a l  s e l f - r e p o r t  methods 

( F r e d e r i k s e n ,  e t  a l . ,  1972).

A r e l a t e d  and second  l i m i t a t i o n  co n cern s  th e  im p o r ta n t  p r e h i s t o r y  

fo r  any a c t o r  in  a  s im u l a t io n .  l though  a few exam ples o f  C hris  

W a l l a c e 's  s to c k  exchange were o f f e r e d  and a s u r f a c e  p i c t u r e  o f  th e  n e t 

work o f  r e l a t i o n s h i p s  was assumed by th e  p a r t i c i p a n t s ,  t h e  fou r  y e a rs  

o f  W a l l a c e 's  t im e  a t  M eret would be much r i c h e r  and c e r t a i n l y  more com

p l e x .

F r o s t  d e f in e d  two l e v e l s  o f  power. One l e v e l  was th e  s u r f a c e  

a c t i v i t y  such as t h a t  r e p r e s e n t e d  in  th e  M eret s im u l a t io n .  The o th e r  

la y  deep w i t h in  t h e  v e ry  s t r u c t u r e  o f  th e  o r g a n i z a t i o n .  He w ro te :

I t  i s  a more s u b t l e  phenomenon, i t s  o r i g i n s  and impact b e in g  em

bedded in  th e  symbols and system s t h a t  ev o lv e  ou t o f  c o n t e s t s  and 

s t r u g g l e s  among o r g a n i z a t i o n a l  a c t o r s .  Such c o n t e s t s  a r e ,  in  many 

c a s e s ,  p r e s e r v e d  and renewed th rough  th e  p e r p e t u a t i o n  o f  e a r l i e r  

power r e l a t i o n s ,  h id d en  b e n e a th  th e  s u r f a c e  o f  c u r r e n t  o r g a n iz a 

t i o n a l  f u n c t i o n in g ,  ( i n  p r e s s ,  p .  3)

T h is  d eep er  l e v e l  o f  power and i t s  r e s u l t i n g  a c t i v i t y  becomes i n v i s i b l e  

and t a k e n  fo r  g r a n t e d  w i th  t h e  pa ssa g e  o f  t im e  and , a c c o rd in g  t o  F r o s t ,  

t h i s  l e v e l  o f  power i s  th e  b a s i s  fo r  th e  s u r f a c e  l e v e l  d e c i s i o n  making
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and p o l i t i c a l  a c t i v i t y .  S i m i l a r l y ,  as  Bacharach and Lawler (1981) 

c la im e d ,  power must be s tu d i e d  in  term s o f  a ne tw ork  o f  r e l a t i o n s h i p s .  

Th is  s im u l a t io n  o n ly  s c r a t c h e s  th e  s u r f a c e  o f  power and r e l a t i o n s h i p s .

A t h i r d  l i m i t a t i o n  c h a l l e n g e s  t h e  im p o r ta n t  r o l e  o f  th e  p a n e l  o f  

judges  and t h e i r  e x p e r t i s e .  The ju d g es  were s e l e c t e d  t o  r e p r e s e n t  t h e  

v a r i e t i e s  o f  o r g a n i z a t i o n s  in  th e  p i l o t  g roups  and l e v e l s  more s e n io r  

th an  t h e  m id d le  m anagers in  th e  g ro u p s .  By v i r t u e  o f  t h e i r  c o l l e c t i v e  

job  e x p e r ie n c e  and p r e s e n t  e x e c u t iv e  l e v e l  p o s i t i o n s ,  t h e  p a n e l  o f  

judges  had a c l e a r  p i c t u r e  o f  th e  p o l i t i c a l  environm ent a t  M e re t .  The 

a d d i t i o n a l  t r a i n i n g  th e y  r e c e iv e d  (Appendix EE) on th e  d e f i n i t i o n  o f  

p o l i t i c a l  b e h a v io r  and th e  10 v a r i o u s  b e h a v io r s  to  be examined c o n t r i 

b u ted  g r e a t l y  t o  t h e  impact o f  t h e i r  d e c i s i o n s  and f i n a l  c o n s e n s u s .  

However, b e c a u se  i t  i s  d i f f i c u l t  t o  d e te rm in e  a l e v e l  o f  p o l i t i c a l  

a s t u t e n e s s ,  t h i s  l i m i t a t i o n  i s  im p o r ta n t  t o  acknowledge.

One judge  r e p r e s e n te d  th e  p u b l i c  s e c t o r ,  working as a dean in  th e  

community c o l l e g e  sys tem  w ith  y e a r s  o f  l a b o r  n e g o t i a t i o n  e x p e r i e n c e ,  

she had a keen  s e n se  o f  th e  g a te k e e p e r s  in  th e  Meret s i t u a t i o n .  For 

exam ple, she p o in te d  out th e  power r e s o u r c e s  t h a t  Bruce F a r le y  had  be

cause  o f  h i s  c o n t r o l  over  in fo rm a t io n  in  M eret as s u p e rv i s o r  o f  d a ta  

p r o c e s s in g .

The second  judge was an e x e c u t iv e  in  a l a r g e ,  complex a e ro sp a c e  

f irm  who c o n t r i b u t e d  t o  th e  p e r s p e c t i v e  o f  th e  t e c h n i c a l  p a r t i c i p a n t s .  

At t h e  same t im e ,  he o f f e r e d  h i s  knowledge o f  t h e  changes and th e  p o l i 

t i c a l  a m b i t io n s  o f  m idd le  m anagers .

The l a s t  judge  had m i l i t a r y  e x p e r ie n c e  and was a t  th e  tim e  o f  t h e  

s im u la t io n  a r e s e r v e  commander. Most i m p o r ta n t ly ,  as p r e s i d e n t  o f  h i s
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own c o n s u l t i n g  f i rm ,  he had  d i r e c t  e x p e r ie n c e  w ith  many o f  t h e  o r g a n i 

z a t i o n s  in  th e  p i l o t  g roup . H is i n i t i a l  b i a s  on th e  im portance  o f  th e  

p e rfo rm ance  rev iew s  was tem pered  by th e  o th e r  ju d g es  who b e l i e v e d  t h a t  

t h e s e  rev iew s  were on ly  m o d e ra te ly  c r i t i c a l .  S i g n i f i c a n t l y ,  t h e  two 

p i l o t  g roups  a l s o  ranked  th e  pe rfo rm ance  rev iew s  as  second t o  t h e  Ad

m i n i s t r a t i o n  O u t l i n e .  T ab le  3 i l l u s t r a t e s  th e  f i r s t  p i l o t  g r o u p 's  

agreem ent w ith  t h i s  judge  (number 3 in  th e  T a b le ) .  However, judge  num

b e r  3 was w i l l i n g  t o  d e f e r  t o  t h e  o th e r  judges  on t h i s  i te m  because  he 

b e l i e v e d  t h a t  h i s  m i l i t a r y  e x p e r ie n c e  e x a g g e ra te d  th e  im portance  o f  

perfo rm ance  rev iew s  p e r  s e .  N o n e th e le s s ,  th e  sample g roup r e l i e d  heav

i l y  on th e  t h r e e  rev iew s  a s  a  m ajo r  so u rce  o f  in fo rm a t io n  r e g a r d in g  

C h r is  W a l l a c e 's  c o m p e t i t io n .

T o g e th e r ,  th e  t h r e e  ju d g es  b ro u g h t  t h e i r  v a r io u s  e x p e r ie n c e s  and 

r e f l e c t i o n s  on p o l i t i c a l  b e h a v io r  t o  th e  developm ent o f  t h e  s c o r in g  

key , t h e  c o n s i d e r a t i o n s  f o r  each  i te m ,  and th e  ra n k s  and w e ig h ts  o f  

each i te m  (Appendix W; T ab les  3 and 4 ) .  They based  t h e i r  r a n k in g  on 

th e  i tem s  a f t e r  f o rm u la t in g  t h i s  s ta t e m e n t :  "Which i tem s  a r e  most c r i 

t i c a l  t o  C h r is  W a l la c e 's  s e l f - i n t e r e s t  and how im p o r ta n t  a r e  t h e  item s 

fo r  W a l l a c e 's  p o l i t i c a l  e f f e c t i v e n e s s  now and in  t h e  f u tu r e ? "  The 

j u d g e 's  f a m i l i a r i t y  w i th  a l l  t h e  d im ensions o f  p o l i t i c a l  b e h a v io r  and 

t h e i r  g round ing  in t h e  a ssu m p tio n s  o f  th e  r e s e a r c h  added t o  th e  

s t r e n g t h  o f  th e  e x p e r im e n t .

The f o u r th  l i m i t a t i o n  q u e s t io n s  th e  sample group a n d ,  c o n seq u e n t

l y ,  th e  g e n e r a l i z a b i l i t y  o f  th e  f i n d i n g s .  The sample group was formed 

th ro u g h  o r g a n i z a t i o n a l  c o n ta c t s  (Appendix KK). In  a few i n s t a n c e s ,  

c o n t a c t s  s e n t  t h e i r  m idd le  m anagers so doubt c o u ld  be c a s t  upon some
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p a r t i c i p a n t s '  w i l l i n g n e s s  t o  c o o p e ra te ,  even though a v o lu n ta r y  c o n sen t  

form was s ig n e d  by each  p a r t i c i p a n t  (Appendix MM). O ther  th a n  th e  

d i r e c t i o n s  g iven  in  th e  l e t t e r ,  th e  r e s e a r c h e r  had  l i t t l e  c o n t r o l  over  

how th e  c o n ta c t s  i n v i t e d  th e  p a r t i c i p a n t s  in  th e  p i l o t  g roup . As in  

most s o c i a l  e x p e r im e n ts ,  one d e a ls  w i th  th e  e x p e r im e n ta l ly  a c c e s s i b l e  

p o p u la t io n  and makes g e n e r a l i z a t i o n s  from t h a t  g roup .

The u n iq u en e ss  o f  t h e  in -b a s k e t  as  a p r o j e c t i v e  t e s t  o v e r r i d e s  

t h i s  ty p e  o f  l i m i t a t i o n .  The s u b je c t s  c o u ld  no t guess  t h e  v a r i e t y  o f  

s c o r in g  c a t e g o r i e s  fo r  th e  in - b a s k e t  e x e r c i s e .  The s u b je c t s  were t o l d  

t h a t  th e  s im u la t io n  would examine t h e i r  d e c i s i o n  making s k i l l s .  As 

F re d e r ik s e n  e t  a l .  w ro te :  "The f a c t  t h a t  th e  s u b j e c t s  do not know th e

s c o r in g  c a t e g o r i e s  makes i t  im p o ss ib le  fo r  them t o  b i a s  r e s p o n s e s  

d e l i b e r a t e l y  t o  g e t  h igh  s c o re s  on c e r t a i n  pe rfo rm ance  c a t e g o r i e s .  The 

examinee p resum ably  g u e sse s  on ly  t h a t  he sh o u ld  do w e l l ,  accom plish  a 

l o t  and show good judgment" (1972, p .  6 5 ) .  T h is  was t r u e  fo r  t h e  en

t i r e  p i l o t  g roup . No one guessed  th e  p r e c i s e  focus  o f  t h e  M eret i n 

b a s k e t  .

The f i f t h  and f i n a l  l i m i t a t i o n  fo l lo w s  t h e  d i s c u s s io n  o f  t h e  p r e 

v io u s  one . I t  i s  im p o r ta n t  t o  a d d re s s  th e  f a c t  t h a t  t h e  s im u la t io n  

c r e a t e d  or evoked e x a c t l y  what was t o  be m easured . Thrown i n to  a h ig h 

ly  p o l i t i c a l  a r e n a ,  would an a p o l i t i c a l  p a r t i c i p a n t  be fo rc e d  t o  a c t  

p o l i t i c a l l y  and th e n  a t t a i n  a s u c c e s s f u l  sc o re ?  Though none o f  th e  

p a r t i c i p a n t s  i d e n t i f i e d  t h e  s im u la t io n  as  a p o l i t i c a l  e x e r c i s e ,  and 

though in - b a s k e t  p a r t i c i p a n t s  t e n d  t o  respond  as  th e y  would in  r e a l  

l i f e ,  t h i s  l i m i t a t i o n  i s  a  r e a l  one. S ince  few p a r t i c i p a n t s  s c o re d  

h i g h ,  a p p a r e n t ly  no one was fo rc e d  t o  a c t  p o l i t i c a l l y .  In  th e  f u t u r e ,
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a s tu d y  m ight compare r e s u l t s  betw een two g ro u p s ,  one o f  which would be 

t o l d  t h a t  th e  e x e r c i s e  was a p o l i t i c a l  one.

A nother  a s p e c t  o f  t h i s  l i m i t a t i o n  c a l l s  a t t e n t i o n  t o  c a l c u l a t e d  

v e r s u s  a c c i d e n t a l  p o l i t i c a l  b e h a v io r .  Some p a r t i c i p a n t s  in  t h e  Meret 

s im u la t io n  sc o re d  m o d era te ly  w e l l ,  y e t  th e s e  p a r t i c i p a n t s  may have done 

so a c c i d e n t a l l y .  T h is  would be t r u e  o f  some p a r t i c i p a n t s  who e x e r c i s e  

p o l i t i c a l  t a c t i c s  w i th o u t  a  v o c a b u la ry  or framework t o  e x p la i n  them.

Most o f  th e  l i m i t a t i o n s  a c c e n tu a t e  th e  c o m p le x i t i e s  o f  p o l i t i c a l  

b e h a v io r  and c h a l l e n g e  th e  v e ry  pu rpose  o f  th e  r e s e a r c h .  I t  may be 

t h a t  p o l i t i c a l  b e h a v io r  l i e s  beyond th e  schema o f  a n a l y s i s .  The a c tu a l  

t a c t i c s  o f  p o l i t i c a l  b e h a v io r ,  o r  u n i t s  o f  a n a l y s i s  a s  B acharach  and 

Law ler (1981) d e f in e d  such a c t i o n s ,  may be th e  t i p  o f  t h e  i c e b e r g  and 

t h e r e f o r e ,  u n d e r ly in g  m o tiv es  and assum ptions  must be a l s o  e x p lo r e d  fo r  

a tho rough  u n d e rs ta n d in g  o f  an i n d i v i d u a l ' s  p o l i t i c a l  e f f e c t i v e n e s s .

The Purpose  o f  t h e  T e s t :  R esea rch  and Development

"Should  th e  t e s t  be u sed  f o r  t h e  p roposed  p u rp o se ? "  i s  th e  second 

q u e s t io n  posed by a t e s t  d e v e lo p e r .  The p roposed  p u rp o se  o f  t h i s  i n 

s tru m en t  i s  th e  e x p lo r a t i o n  o f  an i n d i v i d u a l ' s  p o l i t i c a l  b e h a v io r  fo r  

two r e a s o n s :  (1 )  as  a new r e s e a r c h  t o o l  to  f a c i l i t a t e  q u a n t i t a t i v e  and

q u a l i t a t i v e  r e s e a r c h ;  and (2 )  a s  a  deve lopm en ta l  a c t i v i t y  f o r  th e  

e x a m in ee s .

New r e s e a r c h  t o o l . In  com paring  th e  few s t u d i e s  t h a t  have  been 

conduc ted  o f  p o l i t i c a l  b e h a v io r ,  one can see  t h a t  as  P o r t e r  e t  a l .  

(1981) o b se rv e d ,  th e  s tu d y  o f  p o l i t i c a l  b e h a v io r  i s  in  i t s  in f a n c y .  

Each o f  t h e s e  s t u d i e s  i s  e x p lo r a to r y  in  n a t u r e .  As o u t l i n e d  in  F ig u re
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11, few s t u d i e s  u sed  in s t r u m e n ta t io n  and when i t  was u s e d ,  th e  i n s t r u 

ment o n ly  r e l i e d  on s e l f - r e p o r t e d  answ ers .

I n s e r t  F ig u re  11 a bou t  h e re

S e v e ra l  o f  t h e  r e s e a r c h  samples were drawn from f a c u l t i e s  and 

p a r t - t i m e  MBA s tu d e n t s  e n r o l l e d  in  even ing  c l a s s e s ,  r e f l e c t i n g  a v a r i 

e t y  o f  l e v e l s  w i t h in  t h e i r  o r g a n i z a t i o n .  Only one s tu d y  went d i r e c t l y  

t o  t h r e e  s p e c i f i c  l e v e l s  o f  management ( A l le n  e t  a l . ,  1979). The s tu d y  

o f  K ip n is  e t  a l .  (1980) a d d re s se d  ty p e s  o f  i n f lu e n c e  such as c o a l i t i o n s  

and exchange . But s in c e  th e  d e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r  c la im s  

d i s c r e t i o n a r y  and n o n r o u t in e  a c t i v i t i e s ,  many o f  th e  t a c t i c s  o f  i n f l u 

ence r e p o r t e d  by K ip n is  e t  a l .  f a l l  o u t s i d e  t h e  rea lm  o f  p o l i t i c a l  b e 

h a v io r  and a r e  more a d m i n i s t r a t i v e  as  d i f f e r e n t i a t e d  by F r o s t  and Hayes

(1 9 7 9 ) .  In  o t h e r  w ords ,  no t  a l l  i n f l u e n c i n g  b e h a v io r s  a re  p o l i t i c a l .

T h is  r e s e a r c h  endeavored  t o  b u i ld  on th e  e x p lo r a to r y  n a tu r e  o f  

t h e s e  s t u d i e s  by u t i l i z i n g  t h e i r  b road  h y p o th e s e s  t o  s t r e n g th e n  th e  

c o n te n t  v a l i d i t y  o f  t h e  i n s t r u m e n t .  I n d e e d ,  a l th o u g h  t h i s  r e s e a r c h  was 

a l s o  e x p l o r a t o r y ,  t h e  in s t ru m e n t  i t s e l f  w i l l  p ro v id e  a s o l i d  t o o l  f o r  

f u tu r e  r e s e a r c h .  A s im u la t io n  evokes r e a l - l i f e  b e h a v io r  a n d ,  t h e r e 

f o r e ,  p r e s e n t s  more a c c u r a te  d a ta  th a n  s e l f - r e p o r t  q u e s t i o n n a i r e s .  The 

two p i l o t  g roups r e p r e s e n t e d  a c l e a r l y  d e f in e d  p o p u l a t io n ,  t h a t  o f  

m idd le  m anagers .  F o llo w in g  th e  recommendation o f  Gandz and Murray 

(1 9 8 1 ) ,  a modest phenom eno log ica l  approach  t o  th e  s tu d y  o f  p o l i t i c a l  

b e h a v io r  was made in  t h e  p o s t  in - b a s k e t  i n te r v ie w s  which a re  r e p o r t e d  

in  c h a p te r  f o u r .
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Authors Purpose o f  Study Methodoloav Instrum entation Sample Results

Frost & To develop a concep Sem i-structured in te r  None N=20. Facu lty Exploratory
Hayes tu a l model o f  PB in views -  8 questions from a technolog --------------------------
(1979) o rg an iza tio n s. re la te d  to  how changes ic a l  in s t itu te  in PB is  non-consensus

occur among depart Canada and one in behavior
ments about resource A u s tra lia . --------------------------
exchange. 80% agree PB is  most p e r t i 
ment by panel o f  f iv e nent to  the nego
judges on category o f t ia t io n  phase o f
60 in c id en ts  in to  ad the exchange pro
m in is tra tiv e , d is c re  cess.
tio n a ry  o r PB.

A lle n , To exchange manager Sem i-structured in te r  None 30 CEOs Managers were able
Madison, i a l  perceptions o f views. "OP takes many 28 S ta f f  Managers and w il l in g  to
P o rte r, ta c t ic s  and the per forms. What are the 29 supervisors in id e n t ify  ta c t ic s .
Renwick, sonal c h a ra c te ris tic s ta c t ic s  o f  OP o f  which 30 e le c tro n ic s The th ree strong
Mayes. o f  p o l i t ic a l ly  e ffe c  you are  aware?" "What firm s es t were: (1 )
(1979) t iv e  in d iv id u a ls . are  the personal char a ttack in g  o r blaming

a c te r is t ic s  o f  those o thers , (2 )  use o f
people you fe e l  are in fo rm ation , (3 )
most e f fe c t iv e  in  the image b u ild in g .
use o f  OP?" Three d is t in c t  pro
Coding system. f i le s  o f  e f fe c t iv e

p o l i t ic a l  actors  
emerged from the  
th ree  groups.

Figure 11. Comparison o f  Studies o f  P o l i t ic a l  Behavior (PB) in  O rganizations (0 )  1979-80

Figure continues
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Authors Purpose o f Study

Madison, To explore perception
A lle n , o f p ra c tic in g  tnana-
P o rte r , gers regarding the
Renwick, o v e ra ll incidence and
Mayes. c h a ra c te r is tic s  o f
(1980) PB, conditions and

impacts o f PB. To 
determine whether 
managers perceive a 
d ire c t  re la tio n s h ip  
between power and 
p o l i t ic s .

Gandz & To te s t  s ix  broad
Murray hypotheses about PB,
(1980) such as: T a lk  about

p o l i t ic s  and p o l i t i 
cians would be common 
in  most 0 .

Methodology

Structured  in te rv ie w . 
Coding schemes.

D e scrip tive  s ta t is t ic s

Figure 11. (Continued)

Instrum entation Sample Results

None

M ailed , se lf-adm in 
is te re d  question
n a ire

Same as A lle n , e t  
a l .  study.

N=428. North 
American and 
Canadian MBA stu 
dents.

Managers shared 
c le a r ly  defined  
perceptions o f  OP. 
605£ in d ica ted  PB 
is  frequ en t, 74% 

s ta ted  in d iv id u a l 
in te re s ts  were 
represented. 905K 
agreed PB occurs a t  
middle and upper 
le v e ls , s t a f f  over 
l in e ,  and in  mar
ke tin g  areas more 
than o thers . Reor
g an iza tio n  occurs.

Support fo r  the s ix  
hypotheses. Recom
mendation to  study 
PB phenomenologi- 
c a l ly .

F igure continues
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Authors Purpose o f  Study Methodology

Kipnes, To examine the ta c t ic s
Schmidt, o f in flu en ce  used by
W ilkinson people a t  work when
(1980) attem pting to  change
P a rt A the behavior o f the

superio rs , co-workers 
and subordinates.

Content analysis  o f  
w ritte n  descrip tions  
about how they 
succeeded in  g e ttin g  
someone to  do some
th in g  they wanted.

K ip n is , 
Schmidt, 
W ilkinson
(1980) 
P art B

Same Factor an alysis  o f  the  
dimensions o f in f lu 
ence uncovered in  P art 
A.

F igure 11. (Continued)

J
&

Instrum entation Sample Results

S tru c tu ra l question
n a ire  to  determine 
demographics and job  
s itu a tio n  issues.

Questionnaire com
p ile d  o f  58 item s, 5 
po in t scale o f f r e 
quency th a t a ta c t ic  
o f in flu en ce  was 
used w ith  bosses, 
coworkers and sub
o rd inates.

N=165. Graduate 
business students 
in  evening 
classes.

N=754. Employed 
respondents o f  
graduate business 
students in  
evening classes.

The choice o f  in f lu 
ence ta c t ic s  is  
associated w ith  what 
the respondents are  
try in g  to  get from 
the ta rg e t person, 
the amount o f  re s is -  
tence shown, and 
the power o f  the  
ta rg e t person.

E igh t dimensions o f  
in flu en ce : asser
t io n ; in g ra t ia t io n ;  
r a t io n a l i t y ,  sanc
tio n s ; exchange, up
ward appeal; b lock
in g ; c o a lit io n s .



For r e s e a r c h  p u r p o s e s ,  t h e  p ro c e d u re s  have been s t a n d a r d i z e d  

(Appendix T) and s i m p l i f i e d .  Compared t o  more t r a d i t i o n a l  i n - b a s k e t s ,  

t h e  M eret in s t ru m e n t  i s  q u i t e  b r i e f  and e a sy  t o  s c o r e .  In  l i t t l e  more 

th a n  an h o u r ,  a  s u b s t a n t i a l  amount o f  w r i t t e n  d a ta  can be c o l l e c t e d .  

The i n te r v ie w  t im e  a l lo w s  f o r  e x p lo r a t i o n  o f  th e  i n d i v i d u a l ' s  p e r s p e c 

t i v e .  These f u r t h e r  recom m endations would improve th e  a d m i n i s t r a t i o n  

p ro c e d u re s  and a s s e s s o r  t r a i n i n g :

1. The r e v i s e d  M eret I n t e r v i e w  Form (Appendix TT) i n c l u d e s  a 

s u f f i c i e n t  space  t o  r e c o r d  re s p o n s e s  from t h e  t e le p h o n e  m essages  and 

Perfo rm ance  Review s. I t  e l i m i n a t e s  th e  q u e s t i o n  abou t how t h e  p e rso n  

approached  t h e  i n - b a s k e t .  The answ ers  t o  t h a t  q u e s t i o n  were s u p e r f l u 

ous .

2 . A s s e s s o r  t r a i n i n g  c o u ld  be improved by th e  d e s ig n  and u se  o f

an a s s e s s o r  p e rfo rm ance  m easure ;  t h e  r e q u i re m e n t  t o  com p le te  t h e  Meret 

i n - b a s k e t  as  p a r t  o f  a s s e s s o r  t r a i n i n g ;  t h e  use  o f  w r i t t e n  c r i t i q u e s  o f  

th e  a s s e s s o r s '  r e p o r t s ;  t h e  v iew ing  o f  a mock in te r v ie w ;  and t h e  expan

s io n  o f  t h e  a s s e s s o r  t r a i n i n g  manual t o  i n c lu d e  sample a s s e s s o r  work, 

as e x p la in e d  in  Appendix CC.

3. S c o r e r s '  t r a i n i n g  would be improved s i g n i f i c a n t l y  by com

p l e t i n g  th e  s u g g e s t io n s  in  number 2 above .

4 .  A s t a n d a r d iz e d  feedback  form f o r  i n d i v i d u a l s  would c o n s e rv e

t i m e .

5. Appendix PP c o u ld  be a d a p te d  t o  s y n th e s i z e  m a t e r i a l s  abou t

th e  d im e n s io n s .

U t i l i z i n g  t h e  in s t ru m e n t  fo r  f u t u r e  r e s e a r c h  i s  l i m i t e d  o n ly  by 

th e  c r e a t i v i t y  o f  th e  r e s e a r c h  p l a n .  For exam ple, t h e  in s t r u m e n t  c o u ld
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be a d m in is t e r e d  by dem ographics o f  a g e ,  s e x ,  o c c u p a t io n  and so  f o r t h  

f o r  com par ison . I t  c o u ld  be a d m in is t e r e d  t o  s e n io r  managers t o  see  i f  

t h e  s c o re s  o f  such i n d i v i d u a l s  would be h i g h e r .  R e s u l t s  from v a r io u s  

d e p a r tm e n ts  w i th in  an o r g a n i z a t i o n  c o u ld  be c o n t r a s t e d .

V a r ia b l e s  c o u ld  be c o r r e l a t e d  as  w e l l .  For exam ple, g roups m ight 

be t o l d  t h a t  t h e  Meret s i t u a t i o n  i s  p o l i t i c a l .  The sex  r o l e s  o f  t h e  

M eret key p l a y e r s  c o u ld  be r e v e r s e d .  C oncu rren t  and p r e d i c t i v e  v a l i d 

i t y  s t u d i e s  m ight be p o s s i b l e .  Most im p o r ta n t ly ,  t h e  f u t u r e  s t u d i e s  

sh o u ld  i n c r e a s e  th e  v a l i d i t y  and r e l i a b i l i t y  o f  th e  in s t r u m e n t .

Cobb ( 1986) spoke o f  p o l i t i c a l  s k i l l s  as  e i t h e r  d i a g n o s t i c  o r  t a c 

t i c a l .  The d i a g n o s t i c  s k i l l  was b ased  on two f a c t o r s :  an i n d i v i d u a l ' s

a b i l i t y  t o  g a in  a c c e s s  t o  in fo r m a t io n  and t o  p ro c e s s  t h a t  in fo rm a t io n  

by knowing i t s  p o l i t i c a l  p o s s i b i l i t i e s  and r a m i f i c a t i o n s .  D ia g n o s t ic  

s k i l l s  were c l e a r l y  d e m o n s t ra te d  by th e  h i g h - s c o r i n g  p a r t i c i p a n t s .  

T a c t i c a l  s k i l l s ,  a s  Cobb d e l i n e a t e s  them , a re  s i m i l a r  t o  t h e  10 behav

i o r a l  d im ens ions  o f  t h e  M eret i n - b a s k e t .  He emphasized t h e  im portance  

in  f l e x i b i l i t y  r e g a r d in g  t a c t i c s .  As F ig u re  9 d e p i c t s ,  s e v e r a l  t a c t i c s  

were u n d e r u t i l i z e d  in  t h e  M eret s i t u a t i o n ,  p e rh ap s  be c au se  o f  o v e r 

r e l i a n c e  on c e r t a i n  t a c t i c s  o r  i n f l e x i b i l i t i e s .  T a c t i c s ,  a s  t h e  bo ttom  

l i n e  o f  p o l i t i c a l  d i a g n o s i s ,  can be examined now. The s i g n i f i c a n c e  o f  

t h e  M eret i n - b a s k e t  w i l l  be i t s  v a lu e  as  a r e s e a r c h  t o o l  t o  f a c i l i t a t e  

b o th  q u a n t i t a t i v e  and q u a l i t a t i v e  r e s u l t s .

A deve lopm en ta l  a c t i v i t y . P o l i t i c a l  t a c t i c s  and p o l i t i c a l  models 

fo r  d e c i s i o n  making and l e a d e r s h i p  a re  n o t  p a r t  o f  a t y p i c a l  management 

developm ent c u r r i c u lu m .  Very few, i f  any , o f  t h e  sam ple group  had a 

p o l i t i c a l  model t o  g u id e  them  d u r in g  th e  M eret s im u l a t io n .  S e v e ra l
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p o s s e s s e d  a  p o l i t i c a l  v o c a b u la ry  w i th o u t  a m odel. P h ra se s  and words 

such a s :  h e i r  a p p a r e n t ,  lobby f o r  p o s i t i o n ,  a l l y ,  ne tw ork , owed me,

and h id d en  agendas were f r e q u e n t ly  u se d .  The taboo  r e l a t e d  t o  power 

and t o  p o l i t i c s  was ev idenced  in  such p h ra s e s  a s :  back s t a b b e r ,  Machi

a v e l l i a n  i n t r i g u e ,  and bad p o l i t i c s .  I t  seemed a p p a re n t  t h a t  most p a r 

t i c i p a n t s  went on i n s t i n c t  and t h a t  th e y  found th e  am bigu ity  and open 

s t r u c t u r e  d i f f i c u l t .  The Meret s c e n a r io  was n o t  p r e d i c t a b l e  o r  o r d e r ly  

and , w i th o u t  a framework upon which t o  s tu d y  such a s c e n a r io ,  h a l f  o f  

th e  p a r t i c i p a n t s  f a r e d  p o o r ly .  Thus, th e  v a lu e  o f  t h e  in s t ru m e n t  as  a 

development a c t i v i t y  seems o b v io u s .  By a d m in i s t e r in g  th e  M eret i n 

b a sk e t  and by a s s e s s in g  th e  l e v e l  o f  a group o f  m iddle  m anagers ' p o l i 

t i c a l  e f f e c t i v e n e s s ,  an e x c e l l e n t  t r a i n i n g  needs a n a l y s i s  would r e s u l t .

That th e  r e s u l t s  o f  th e  s im u la t io n  p ro v id e d  a needs a n a l y s i s  was 

t r u e  fo r  th e  p i l o t  g ro u p s .  From th e  p a r t i c i p a n t ' s  r e s p o n s e s ,  s t r o n g  

d eve lopm en ta l  a r e a s  s u r f a c e d .  F i r s t  and fo re m o st ,  t h e  p a r t i c i p a n t s  

needed a framework fo r  u n d e rs ta n d in g  th e  M eret s i t u a t i o n .  The p a r t i c i 

p a n ts  had m isc o n c e p t io n s  about th e  power m o tiv e ,  c o m p e t i t io n ,  c o n f l i c t ,  

and exchange o f  f a v o r s .  I n d iv i d u a l  deve lopm en ta l  a r e a s  t h a t  s u r f a c e d  

in c lu d e d  a u t h o r i t a r i a n  s t y l e s ,  weak communication w ith  t h e  em ployees , 

and m ee ting  to o  f r e q u e n t l y .  The i n - b a s k e t  co u ld  be used  fo r  i n d iv i d u a l  

deve lopm en ta l  work as w e l l  as fo r  g roup d i a g n o s i s  and t r a i n i n g .  A f te r  

th e  d a ta  was c o l l e c t e d  from th e  33 p a r t i c i p a n t s ,  everyone  r e c e iv e d  a 

b road  overv iew  o f  th e  r e s u l t s ,  i n d i v i d u a l  perfo rm ance  summaries (Appen

d ix e s  GG and W ) , and an i n v i t a t i o n  t o  a t t e n d  an o p t io n a l  d e b r i e f i n g  

s e s s io n  (Appendix J J ) .
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At th e  d e b r i e f i n g  s e s s io n  fo r  t h e  p a r t i c i p a n t s  (Appendix J J ) ,  th e  

r e s e a r c h e r  summarized th e  main p a t t e r n s  o f  b e h a v io r  d em o n s tra ted  by th e  

p i l o t  g ro u p s .  S e v e ra l  r e s t r a i n i n g  p o i n t s  o f  r e f e r e n c e  and n e g a t iv e  

themes p r e v a i l e d  which h in d e re d  e f f e c t i v e  b e h a v io r .  For exam ple, a few 

p a r t i c i p a n t s  were co m p le te ly  u n w i l l in g  t o  t r a d e  o r  compromise, o r  th e y  

were u n w i l l i n g  t o  r e l y  on o th e r s  fo r  a n y th in g ,  even s u p p o r t ,  t h e re b y  

s h u t t i n g  out p o t e n t i a l  a l l i e s .  Some h e ld  to o  many m e e t in g s ,  o t h e r s  r e 

fu sed  t o  acknowledge employees lower th a n  W allace  in  th e  o r g a n i z a t i o n a l  

c h a r t ,  and s e v e r a l  were o v e r ly  s u s p ic io u s  and m i s t r u s t f u l  o f  everyone 

a t  M e r e t .

A nother  m ajor  p a t t e r n  t h a t  t h e  l e s s  e f f e c t i v e  p a r t i c i p a n t s  demon

s t r a t e d  was avo idance  o f  c o n f l i c t ,  p a r t i c u l a r l y  w ith  Pa t  Ram irez. 

"Keep everyone  happy" was th e  theme f o r  t h e s e  p e o p le .  S e v e ra l  a d m it te d  

t o  a v o id in g  c o n f l i c t  a t  a l l  c o s t s  and t h e s e  i n d iv i d u a l s  p lanned  t o  be 

o b j e c t i v e ,  t o  smooth th in g s  o v e r ,  and t o  d i s c u s s  s t r e n g th s  r a t h e r  th a n  

t o  d e a l  w i th  w eak n esses .  In  t h i s  day o f  p a r t i c i p a t i v e  management, on ly  

a few sh a re d  in fo rm a t io n  w ith  t h e i r  employees o r  a t te n d e d  t o  some form 

o f  com m unication . And f i n a l l y ,  th e  d e b r i e f i n g  s e s s io n  w ith  t h e  p a r t i 

c i p a n t s  h i g h l i g h t e d  th e  im portance  o f  a macro view  o f  M ere t .  Such a 

v iew , in  a d d i t i o n  t o  power c o n s i d e r a t i o n s ,  seemed t o  be th e  keys t o  

s u c c e s s  fo r  t h e  h ig h  s c o r in g  p a r t i c i p a n t s .  The macro view o f  M eret was 

more th a n  knowing th e  h i s t o r y  o f  t h e  o r g a n i z a t i o n ;  i t  was a se n se  o f  

th e  power c e n t e r s  and g a te k e e p e r s  l i k e  C a r l s o n ,  W a lle r ,  Goodwin, and 

F a r l e y .  The s u c c e s s f u l  p a r t i c i p a n t s  saw th em se lv e s  as s t a k e h o ld e r s  and 

th e  im portance  o f  th e  e d i t o r i a l  f u n c t io n  in  t h e  company was r e c o g n iz e d .
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The l e s s  e f f e c t i v e  p a r t i c i p a n t s  rem ained  in  t h e  a d m i n i s t r a t i v e  fu n c t io n  

and never  looked  beyond t h a t .

The in - b a s k e t  i s  a p r o j e c t i v e  t e s t .  As su c h ,  p a r t i c i p a n t s  a re  

t r a d i t i o n a l l y  r e s p o n s iv e  t o  th e  r e s u l t s  o f  t h e i r  work, and in  th e  Meret 

r e s e a r c h ,  t h i s  feedback  was e x c i t i n g  t o  them . They wanted t o  compare 

t h e i r  r e s u l t s  w i th  th o s e  who had h ig h  s c o r e s .  S e v e ra l  p a r t i c i p a n t s  

c a l l e d  and th an k ed  th e  r e s e a r c h e r  f o r  th e  p e r s o n a l i z e d  feedback . In  a 

l e t t e r ,  one p a r t i c i p a n t  w ro te ,  " P o l i t i c s  a r e  i n t e r e s t i n g .  We d o n ' t  

te n d  t o  l e a r n  a n y th in g  about them in  management t r a i n i n g "  (Appendix 

WW). That t h e  in s t r u m e n t  i s  a v a lu a b le  developm ent a c t i v i t y  i s  c l e a r .

As th e  M eret i n - b a s k e t  has  been e v a lu a te d  and a f f i r m a t i v e  answers 

p r e s e n te d  t o  th e  t e s t  d e v e lo p e r s '  q u e s t i o n s ,  t h e  v a lu e  o f  a p o l i t i c a l  

model becomes more p r a c t i c a l .  In  t h e  nex t  s e c t i o n ,  such a model i s  de

v e lo p e d .  I t  i s  a r e a l i s t i c  model because  o f  th e  r e s e a r c h  e f f o r t  and 

r e s u l t s .

A Framework f o r  U n d e rs ta n d in g  P o l i t i c a l  B ehav io r  in  O rg a n iz a t io n s  

P o r t e r  e t  a l . ' s  (1981) e x p lo r a to r y  model o f  p o l i t i c a l  b e h a v io r ,  

"E p iso d ic  Upward P o l i t i c a l  I n f lu e n c e  M odel,"  i s  q u i t e  complex and im

p r a c t i c a l .  The r e s e a r c h e r  g r e a t l y  a d a p te d  and s i m p l i f i e d  th e  P o r t e r  e t  

a l .  model t o  focus  on th e  p o l i t i c a l  a c t o r  and t o  in c o r p o r a t e  th e  

le s s o n s  o f  th e  M eret sample g roup .

I n s e r t  F ig u re  12 about h e r e

The framework c e n t e r s  on th e  p o l i t i c a l  a c t o r  whose n a tu r e  and r o l e  

have been o v e r lo o k e d  ( F r o s t ,  in  p r e s s )  and th e  a n te c e d e n t s  t o  h i s  or
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h e r  p o l i t i c a l  a c t i v i t y .  Of th e  top  two b o x e s ,  one r e p r e s e n t s  t h e  in 

t e r n a l i z a t i o n  o f  p o l i t i c a l  norms and t h e  o t h e r  r e p r e s e n t s  t h e  a c t o r ' s  

s t y l e :  s o c i a l  in d ep e n d e n c e .  I t  i s  c l e a r  from th e  M eret r e s p o n s e s  t h a t

th e  power m otive  was a c r i t i c a l  e f f e c t i v e n e s s  f a c t o r .  The a c c e p t a b i l 

i t y  o f  power and s e l f - i n t e r e s t  ty p e  b e h a v io r s  was e x p re s s e d  in  t h e  in 

t e r v i e w s .  F u r th e r  r e s e a r c h  conduc ted  u s in g  t h e  M eret in - b a s k e t  c o u ld  

i n v e s t i g a t e  t h e  a c t o r ' s  r o l e  models and p a s t  s o c i a l i z a t i o n  w ith  r e g a rd  

t o  power and p o l i t i c s .  That p o l i t i c a l  norms must be i n t e r n a l i z e d  i s  

i m p o r ta n t .

The s o c i a l  independence  s t y l e  i s  a p i c t u r e  c l e a r l y  p a in t e d  by th e  

Meret sample g ro u p .  A m bition and dom inance, which a r e  n o t  a g g re s s io n  

as F r o s t  ( i n  p r e s s )  p o i n t s  o u t ,  a r e  l in k e d  t o  o n e 's  i n t e r n a l  lo c u s  o f  

c o n t r o l  and power m o tiv e .  C h r i s t i e  and G e is  (1970) s u p p o r te d  th e  

p re se n c e  o f  fa c e  t o  face  i n t e r a c t i o n  and p e r s u a s iv e n e s s  in  t h e i r  

s t u d i e s .  The most e f f e c t i v e  M eret p a r t i c i p a n t s  seemed t o  have an 

o p p o r t u n i s t i c  o u t lo o k — th e y  used  many more p o s i t i v e  words t o  d e s c r ib e  

th e  M eret s c e n a r i o .  These e f f e c t i v e  p a r t i c i p a n t s  re c o g n iz e d  com peti

t i o n  and c o n f l i c t ,  had  a  sen se  o f  t h e  s t a k e h o l d e r s ,  and were no t 

c r i p p l e d  by a chain-of-com m and m e n t a l i t y .  T h is  s t y l e ,  p a in t e d  by p r e 

v io u s  r e s e a r c h e r s  and th e  M eret a c t o r s ,  i s  c e r t a i n l y  a v ig o ro u s  one, 

bu t  i t  i s  o n ly  a p r e c o n d i t i o n  fo r  p o l i t i c a l  a c t i v i t y .

The t h i r d  box r e p r e s e n t s  s u c c e s s f u l  p a s t  a t t e m p ts  and t h e  " b a t t l e 

f i e l d "  l e a r n in g  t h a t  one p a r t i c i p a n t  r e f e r e n c e d .  T h is  im p o r ta n t  a n te 

ced en t  t o  p o l i t i c a l  a c t i v i t y  in c lu d e s  t h e  o b l i g a t i o n s  o r  s to c k  exchange 

concep t  o f  Burns (1 9 6 1 ) ,  th e  ne tw ork  id e a  o f  Bacharach and Lawler

(1 9 8 1 ) ,  and th e  h i s t o r i c a l  p o s i t i o n  o r  power so u rc e s  c o n s i d e r a t i o n s  o f
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F r o s t  ( i n  p r e s s ) .  The Meret sample group confirm ed  t h e  im por tance  o f  

o r g a n i z a t i o n a l  e x p e r ie n c e  in  t h e  a r e n a s  o f  p o l i t i c a l  a c t i v i t y .

W ith t h e s e  t h r e e  p r e c o n d i t i o n s  f o r  p o l i t i c a l  a c t i v i t y  in  r e a d i 

n e s s ,  t h e  model now h i g h l i g h t s  th e  e n v iro n m e n ta l  causes  and th e  t a r g e t s  

o f  p o l i t i c a l  a c t i v i t y .  A p e rso n  who c h a l l e n g e s  a n o t h e r ' s  power may be 

a cause  o f  p o l i t i c a l  a c t i v i t y  and a t a r g e t  a t  t h e  same t im e .  T h is  was 

t r u e  when Bryan Emerson opened th e  b id  fo r  power in  th e  Meret s i t u a t i o n  

because  he was a l s o  one o f  th e  t a r g e t s  o f  p o l i t i c a l  b e h a v io r .  F a r r e l l  

and P e t e r s o n ' s  (1982) ty p o logy  d e f in e d  th e  t a r g e t s  o f  o r g a n i z a t i o n a l  

p o l i t i c s  a s  v e r t i c a l ,  l a t e r a l ,  i n t e r n a l ,  and e x t e r n a l  o n e s .  S ta k e h o l 

d e rs  can  be any o f  th e s e  fou r  t y p e s ,  as  w e l l  as  i n d iv i d u a l s  o r  g ro u p s .  

In  t h e  M eret i n - b a s k e t ,  t h e  t a r g e t s  were p r i n c i p a l l y  i n t e r n a l ,  v e r t i c a l  

and l a t e r a l  i n d iv i d u a l s  r a t h e r  th a n  e x t e r n a l  t a r g e t s .  The environm en

t a l  c o n d i t i o n s  t h a t  a re  o f t e n  c o n c u r r e n t  w i th  t h e  t a r g e t  c h o ic e  i s  d i s 

c u sse d  below .

The d e c i s i o n  p o in t  in  t h i s  model i s  r e p r e s e n te d  by t h e  diamond 

f i g u r e ,  t h e  s a l i e n c e  o f  th e  i s s u e  t o  t h e  i n d iv i d u a l  p o l i t i c a l  a c t o r .  

U n less  t h e  p o t e n t i a l  a c to r  has s to c k  in  t h e  i s s u e  or u n le s s  o n e 's  p e r 

s o n a l  r e s o u r c e  i s  t h r e a t e n e d ,  he o r  she  w i l l  n o t  behave in  a p o l i t i c a l  

m anner. P o l i t i c a l  b eh av io r  i s  c a l c u l a t e d ,  no t u s u a l l y  a c c i d e n t a l  

(Cobb, 1986). However q u ick  and s e c o n d -n a tu re d  i t  might b e ,  a d e c i s i o n  

t a k e s  p l a c e .  The r e s u l t  i s  some form o f  p o l i t i c a l  b e h a v io r  such as th e  

10 d im ensions  d i s p la y e d  by th e  r e s e a r c h  p a r t i c i p a n t s .

I t  i s  t r u e ,  as F ro s t  ( i n  p r e s s )  s t a t e d  t h a t  th e  r e a l  s e l f -  

i n t e r e s t s  o f  a c to r s  a re  o c c a s i o n a l l y  h id d en  o r  d i s g u i s e d  as  n o n s e l f 

i n t e r e s t e d ,  n o n p o l i t i c a l  a c t i v i t y .  Such b e h a v io r  s t i l l  s tem s from a
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p o l i t i c a l  d e c i s i o n  p o i n t ,  and th e  b e h a v io r  co u ld  be term ed c o v e r t  p o l i 

t i c a l  b e h a v io r .

T h is  e x p lo r a to r y  model may r e p r e s e n t  a  moment o r  y e a r s .  I t  co u ld  

be a p p l i e d  t o  group a n a l y s i s  as  w e l l ,  w i th  a d a p ta t i o n s  as  n e c e s s a r y .  

In  c o m b in a t io n  w ith  th e  M eret i n s t r u m e n t ,  i t  co u ld  be a v a lu a b le  d i s 

c u s s io n  p o in t  f o r  management developm ent p u rp o se s .

E n v ironm en ta l  C o n d i t io n s

The c o n d i t io n s  which f o s t e r  p o l i t i c a l  a c t i v i t y  can  be examined 

f u r t h e r  and in  harmony w i th  th e  p re c e e d in g  c o n c e p tu a l  framework. The 

e n v iro n m e n ta l  c o n d i t io n s  o f  p o l i t i c a l  b e h a v io r  a re  i l l u s t r a t e d  in  

F ig u re  13 and a r e  c o n t r a s t e d  to  a d m i n i s t r a t i v e  b e h a v io r s .  As shown in  

th e  M eret s c e n a r i o ,  th e  c o n d i t io n s  t h a t  evoked p o l i t i c a l  b e h a v io r  a re  

v a r i e d  and i n t e r tw in e d .  Open o r  n o n -z e ro  sum i s s u e s ,  shown on th e  l e f t  

s id e  o f  t h e  d iag ram , a re  p r e s e n t  and a v a i l a b l e  fo r  th e  p o l i t i c a l  a c t o r .  

I n f o r m a l ,  i n d i r e c t ,  and d i s c r e t i o n a r y  b e h a v io r s  a re  o f t e n  p r e v a l e n t  and 

su rro u n d  th e  a c t o r ,  f o r  exam ple, t h e  two te le p h o n e  messages o f  th e  

M eret s c e n a r i o .  The s t a k e s  a re  most l i k e l y  h i g h ,  e s p e c i a l l y  when p o l i 

t i c a l  b e h a v io r  i s  a t  an ex trem e— coup d ' e t a t ,  s a b o ta g e ,  and m utiny  

(Z a ld  & B e rg e r ,  1978).

I n s e r t  F ig u re  13 about h e re

Change, a m b ig u i ty ,  and u n c e r t a i n t y  a r e  c o n d i t io n s  t h a t  im m edia te ly  

s i g n a l  th e  l i k e l i h o o d  fo r  p o l i t i c a l  a c t i o n  as  in  t h e  m erger a t  M e re t .  

Compounding th e  m erger a t  M e re t ,  t h e  p r o t a g o n i s t ,  C h r is  W a lla c e ,  was 

p la c e d  in  c o m p e t i t io n  w ith  h i s  o r  h e r  p e e r s  im m ed ia te ly .  F i n a l l y ,  when
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r e s o u r c e s  o f  t im e ,  money, symbols o r  p e r s o n n e l  a r e  s c a r c e  o r  even 

s h i f t i n g ,  t h e  p o l i t i c a l  a re n a  i s  c o m p le te .  A l l  o f  t h e s e  c o n d i t io n s  

were p r e v a l e n t  in  t h e  M eret s i t u a t i o n ,  y e t  a s  th e  f ig u r e  d e p i c t s ,  th e  

broken  l i n e  a t  t h e  to p  and bo ttom  o f  th e  box i n d i c a t e s  t h a t  a t o  th e  

p o r t i o n  o f  a d m i n i s t r a t i v e  b e h a v io r s  u s u a l l y  c o n t in u e s  s im u l ta n e o u s ly  

w ith  t h e  p o l i t i c a l  b e h a v io r .

The r i g h t  s i d e  o f  t h e  f ig u r e  i l l u s t r a t e s  t h e  c o n d i t io n s  t h a t  

s u p p re s s  p o l i t i c a l  b e h a v io r .  The s t r o n g e r  th e  g o a l s ,  v a lu e s  and o th e r  

e lem en ts  r e p r e s e n t e d  on th e  r i g h t  s i d e  o f  t h e  f i g u r e ,  t h e  l e s s  l i k e l y  

p o l i t i c a l  b e h a v io r  w i l l  be e x p re s s e d  by i n d i v i d u a l s  o r  g ro u p s .  The 

broken l i n e  a t  t h e  bottom  d e p ic t s  th e  o v e rf lo w  o f  p o l i t i c a l  b e h a v io r s  

and th e  f a c t  t h a t  p o l i t i c a l  b e h a v io r s  c anno t  be c o m p le te ly  s e p a r a te d  

from a d m i n i s t r a t i v e  o n e s .  For exam ple, m inor a l l i a n c e s  and f a v o rs  ex

changed c o u ld  be p a r t  o f  a dominant a d m i n i s t r a t i v e  a r e n a .

T h is  f i g u r e  c h a r a c t e r i z e s  t h e  im portance  o f  u n d e rs ta n d in g  th e  

p o l i t i c a l  e n v iro n m e n t ,  p a r t  o f  th e  s i g n i f i c a n c e  o f  t h e  r e s e a r c h  p r o j e c t  

which w i l l  be summarized n e x t .

S ig n i f i c a n c e  o f  t h e  R esearch

L e a d e rs h ip  S tu d ie s

As th e  most s tu d i e d  and l e a s t  u n d e rs to o d  phenomena in  o r g a n i z a t i o n  

b e h a v io r ,  l e a d e r s h i p  t h e o r i e s  and models beg even more fo r  an unde r

s ta n d in g  o f  p o l i t i c a l  a c t i v i t y .  Such a c t i v i t y  c o u ld  be c a l l e d  th e  

l e a s t  s t u d i e d  and most acknowledged phenomena in  o r g a n i z a t i o n s .  In  h i s  

e x te n s iv e  work on l e a d e r s h i p ,  Burns ( 1978) c o n t i n u a l l y  r e f e r r e d  t o  th e  

im portance  o f  t h e  l e a d e r  u n d e rs ta n d in g  and u t i l i z i n g  power. He w ro te :
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The l e a d e r  i s  d e a l in g  w ith  p e r s o n s — p o t e n t i a l  f o l l o w e r s —who have 

t h e i r  own power b a s e s ,  however s m a l l ,  and t h e i r  own h i e r a r c h i e s  o f  

mot i v e s .

In  t h i s  p ro c e s s  b o th  b e h a v io r a l  and s t r u c t u r a l  v a r i a b l e s  a r e  

c o n v e r te d  i n t o  two s e t s :  (1 )  th e  m otive  b a s e s —h i e r a r c h i e s  o f

w an t ,  n e e d ,  a s p i r a t i o n ,  e t c . — t h a t  can be m o b il iz e d  by com peting  

l e a d e r s  and (2 )  th e  a c t u a l  power t h a t  can be m as te re d  th ro u g h  

t h e s e  m otive  b a s e s — power t h a t  r e s t s  in  econom ic, s o c i a l ,  and 

o th e r  r e s o u r c e s  c e n te r e d  in  i n s t i t u t i o n s ,  te c h n o lo g y ,  c o a l i t i o n s ,  

c o n s t i t u t i o n s ,  r u l e s ,  t r a d i t i o n s ,  b a l l o t s ,  money, in f o r m a t io n ,  in 

t e l l i g e n c e ,  g e n iu s ,  s k i l l s .  The l e a d e r  e t e r n a l l y  must d e a l  w i th  

th e  doub le  and i n t e r r e l a t e d  q u e s t io n :  What can th e s e  p e rso n s  do

f o r  ( o r  a g a i n s t )  me in  a  p u r s u i t  o f  c o l l e c t i v e  g o a ls  and what w i l l  

t h e s e  p e rs o n s  do fo r  ( o r  a g a i n s t )  me? Hence, l e a d e r s  must a s s e s s  

c o l l e c t i v e  m o t iv a t io n — th e  h i e r a r c h i e s  o f  m o t iv a t io n s  in  b o th  l e a 

d e r s  anil f o l l o w e r s —as  s t u d i o u s l y  as  th e y  a n a ly z e  t h e  power bases  

o f  p o t e n t i a l  fo l lo w e r s  and r i v a l  l e a d e r s .  (1978 , p .  435)

B u rn s '  recommendation t h a t  l e a d e r s  a s s e s s  c o l l e c t i v e  m o t iv a t io n  

and a n a ly z e  power bases  b r in g s  us back  f u l l  c i r c l e  t o  t h e  u n d e r ly in g  

pu rp o ses  o f  t h i s  r e s e a r c h .  P o l i t i c a l  d i a g n o s i s ,  m odels ,  and t a c t i c s  

a re  u n d e r r e s e a rc h e d  (Cobb, 1986) and fo r  l e a d e r s  e a r n e s t  in  t h e i r  

v i s i o n  and n eed ing  a s s i s t a n c e ,  th e  s h e l f  i s  b a r e .  The r e s u l t s  o f  th e  

in s t ru m e n t  and i t s  p o t e n t i a l  f o r  f u tu r e  r e s e a rc h  and l e a d e r s h i p  t r a i n 

ing  i s  p ro m is in g .

F ig u re  13, fo r  exam ple, d e m o n s t ra te s  th e  need fo r  a l e a d e r  t o  

r e c o g n iz e  t h a t  t h e  absence  o f  s h a re d  v a l u e s ,  c o n s e n s u s ,  and c l e a r  g o a ls
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f o r c e s  him or  h e r  t o  e n t e r  t h e  p o l i t i c a l  a r e n a .  As t h e s e  e lem en ts  ga in  

s i g n i f i c a n c e ,  t h e  l e a d e r  moves i n t o  t h e  a d m i n i s t r a t i v e  r ea lm ,  a l t h o u g h  

some l e a d e r s  t u r n  t h a t  r e s p o n s i b i l i t y  over  t o  o t h e r s .  A c t u a l l y ,  t h e  

normal environment  o f  l e a d e r s h i p  i s  t h e  p o l i t i c a l  a r e n a  b e c a u s e ,  as  

Burns s t a t e d ,  " P o l i t i c a l  l e a d e r s h i p  i s  t e s t e d  by t h e  e x t e n t  o f  r e a l  and 

in t e n d e d  change ach ieved  by l e a d e r s '  i n t e r a c t i o n s  wi th  f o l l o w e r s  

th rough  t h e  use  o f  t h e i r  power b a s e s "  (1978 ,  p .  4 3 4 ) .  A p r a c t i c a l  

a p p l i c a t i o n  o f  t h e  Meret  s i m u l a t i o n  f o r  l e a d e r s h i p  development  was t h e  

a t t e n t i o n  needed by C hr i s  Wallace  t o  a common pu rpose — few, i f  any ,  

p a r t i c i p a n t s  a r t i c u l a t e d  such a pu rp o se .

O b s e r v a t i o n s  o f  t h e  R e sea rche r

Everyone invo lved  in t h e  r e s e a r c h  had  h i s  or  h e r  p o l i t i c a l  s t o r y  

t o  t e l l — t h e  a s s e s s o r s ,  c o n t a c t s ,  p a r t i c i p a n t s ,  j u d g e s ,  and media 

a s s i s t a n t s .  Every o r g a n i z a t i o n  a p p e a r s  t o  be p o l i t i c a l :  p roduce s e c 

t i o n s  o f  s u p e rm a rk e t s ,  academic de pa r tm e n t s  o f  u n i v e r s i t i e s ,  and b a l l e t  

s c h o o l s .  The i n - b a s k e t  p a r t i c i p a n t s  were not  q u e r i e d  e x p l i c i t l y  on 

p o l i t i c a l  b e h a v i o r ,  bu t  in  f u t u r e  r e s e a r c h  and deve lopmenta l  s i t u a 

t i o n s ,  t h e  i n t e r v i e w  might  i n c lu d e  d i r e c t  q u e s t i o n s  on p o l i t i c a l  behav

i o r  .

C l e a r l y ,  w i thou t  a framework or  p e r s p e c t i v e  upon which t o  examine 

p o l i t i c a l  a c t i v i t y ,  t h e  taboo  r e l a t e d  t o  t h e  t o p i c  abounds .  O f t en  used  

p e j o r a t i v e l y ,  t h e  word p o l i t i c a l  i s  ove rused  and m is u n d e rs to o d .  In 

a t t e m p t s  t o  e x p l a i n  or  g r a s p  e v e r y t h i n g  t h a t  t h e  r a t i o n a l  approach  d i s 

s a t i s f i e s ,  t h e  te rm  p o l i t i c a l  ha s  become a  co n v e n ie n c e ,  a lmost  a b l a c k  

h o l e  o f  u n e x p la in e d  e v e n t s .  Th is  i s  u n f o r t u n a t e  because  t h e  l e s s o n s  t o

 ̂ ■
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be l e a r n e d  from t h e  p o l i t i c a l  a s p e c t s  o f  our  human b e h a v io r  a re  

v a l u a b l e .

The r e s e a r c h e r  obse rved  o t h e r  themes in c o n d u c t in g  t h e  exp e r im e n t .  

The i n - b a s k e t  i s  an i n s t r u m e n t  o f  g r e a t  p o t e n t i a l .  I t  a l low ed  f o r  un

l i m i t e d  c r e a t i v i t y  on t h e  p a r t  o f  t h e  examinees who p l an n e d  r e t i r e m e n t  

d i n n e r s ,  c r e a t e d  new v i c e - p r e s i d e n t  p o s i t i o n s ,  and promoted v a r i o u s  

c h a r a c t e r s  a t  M e r e t . The in s t ru m e n t  c o m p le te ly  i n v o lv e d  t h e  examinees .  

One s a i d ,  " I  r e a l l y  f e l t  l i k e  C h r i s  Wallace f o r  a few moments ."

Everyone b rough t  h i s  o r  h e r  p e r s o n a l  i n t e r p r e t i v e  scheme t o  the  

s i t u a t i o n ,  o r  more th a n  one .  Some p a r t i c i p a n t s  r u l e d  out  t h e  p o s s i b i l 

i t y  o f  power on t h e  p a r t  o f  a human r e s o u r c e s  manager  ( C h r i s  Wallace)  

though numerous f a c t s  p a i n t e d  t h e  p i c t u r e  o f  a  s t r o n g  and n o n t r a d i -  

t i o n a l  human r e s o u r c e s  manager .  F o r m a l i t y  and chain-of-command was a 

mind s e t  f o r  s e v e r a l  examinees though f a c t s  e s t a b l i s h e d  Meret  as  ve ry  

i n fo r m a l  such a s :  t h e  W a l l e r  v i s i t  t o  W a l l a c e ' s  o f f i c e  and t h e  t o n e  o f

Goodwin 's  l e t t e r .  These schemes o r  mind s e t s  were t h e  o r g a n i z a t i o n a l  

h i s t o r i e s  o f  p a r t i c i p a n t s  which d i r e c t l y  a f f e c t e d  t h e i r  a b i l i t y  t o  

ada p t  t o  p o l i t i c a l  a c t i v i t y  as  summarized in  t h e  s o c i a l  independence 

a r e a  o f  F i g u r e  12.

A f i n a l  o b s e r v a t i o n  on t h e  p a r t  o f  t h e  r e s e a r c h e r  i s  about  t h e  ex

p e r i m e n t ' s  v a lu e  fo r  t h e  s t u d e n t  a s s e s s o r s .  Most o f  t h e  a s s e s s o r s  had 

l i t t l e  o r g a n i z a t i o n a l  e x p e r i e n c e ,  o t h e r  th a n  t r a d i t i o n a l  p a r t - t i m e  jobs  

l i k e  t e a c h i n g  a s s i s t a n t s h i p s ,  y e t  t h e y  q u i c k l y  r e c o g n i z e d  t h e  nuances 

o f  p o l i t i c a l  a c t i v i t y  in  t h e i r  own l i v e s .  They became keen o b s e r v e r s  

and i n t e r v i e w e r s ,  amazed a t  t h e  v a r i e t y  o f  r e s p o n s e s  and t h e  d i f f e r 

ences  among t h e  m anagers .  S e v e ra l  a p p l i e d  some o f  t h e  p r i n c i p l e s  they
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le a r n e d  t o  t h e i r  own p o l i t i c a l  a r e n a s ,  such as  t h e s i s  c om m it t ee s .  One 

a s s e s s o r  e x p r e s s e d  h e r  comments in  a p e r s o n a l  l e t t e r  (Appendix XX). 

Meaning and Im por tance  o f  t h e  Study

The i n s t r u m e n t  development  and v a l i d a t i o n  p r o c e s s  r a i s e s  numerous 

q u e s t i o n s  abou t  o r g a n i z a t i o n a l  p o l i t i c a l  b e h a v io r  t h a t  need f u r t h e r  

a t t e n t i o n .  I s  i t  p o s s i b l e ,  f o r  example,  t o  be e f f e c t i v e  i n  a h i g h l y  

p o l i t i c a l  env ironm en t  w i t h o u t  u t i l i z i n g  any p o l i t i c a l  t a c t i c s ?  W i l l  

p u r e l y  a d m i n i s t r a t i v e  a c t i v i t i e s ,  formal  r o u t i n e s ,  and s t a n d a r d  o p e ra 

t i n g  p r o c e d u r e s  be e f f e c t i v e  in  a merger  s i t u a t i o n  such as  t h e  Meret

one? The p a r t i c i p a n t s '  r e s p o n s e s  i n  t h e  Meret i n - b a s k e t  and t h e  

o p i n io n  o f  t h e  judges  s t r o n g l y  i n d i c a t e  t h a t  t h i s  i s  n o t  t h e  c a s e .

What abou t  t h e  p r e v a l e n t  n e g a t i v e  c o n n o t a t i o n s  o f  t h e  word p o l i 

t i c s ?  Th i s  dilemma i s  a c r i t i c a l  one .  I n  t h e  Madison e t  a l .  (1981)

s t u d y ,  t h e  m a j o r i t y  o f  t h e  p a r t i c i p a n t s  l a b e l e d  a t t a c k i n g  or  b laming

o t h e r s  as  t h e  most f r e q u e n t  p o l i t i c a l  b e h a v io r  t h a t  t h e y  had obse rved  

or  e x p e r i e n c e d  in  t h e i r  o r g a n i z a t i o n  when in  f a c t ,  t h e s e  b e h a v i o r s  may 

have  been j u s t  p l a i n  r udene ss  and l a c k  o f  p r o f e s s i o n a l i s m .  However, 

t h e  managers  i n  t h e  s tu d y  obse rved  t h e s e  b e h a v io r s  and a t t r i b u t e d  t h e  

word p o l i t i c a l  t o  them. The Meret  i n - b a s k e t  r e v e a l e d  t h i s  t y p e  o f  

judgment  on t h e  p a r t  o f  t h e  p a r t i c i p a n t s  as  they  a t t r i b u t e d  n e g a t i v e  

m ot ives  and b e h a v i o r s  t o  t h e  p l a y e r s  i n  t h e  s c e n a r i o .  The p rob lem  i s  

t h a t  many s e l f - d i r e c t e d  b e h a v i o r s ,  communicat ion d i f f i c u l t i e s  o r  i n t e r 

p e r s o n a l  c o n f l i c t s  a r e  t o s s e d  i n t o  t h e  b l a c k  h o le  o f  n o n r a t i o n a l  e v e n t s  

and l a b e l e d  p o l i t i c s . Th is  dilemma r e q u i r e s  p a t i e n t  and m e t h o d ic a l  r e 

e d u c a t i o n  o f  o r g a n i z a t i o n a l  a c t o r s  so t h a t  t h e  p o s i t i v e  a s p e c t s  o f  

p o l i t i c a l  b e h a v i o r — e s p e c i a l l y  w i t h i n  t h e  c o n te x t  o f  l e a d e r s h i p — a r e
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acknowledged and p r a c t i c e d .  L i k e w i s e ,  t h e  v a l u e  o f  c o m p e t i t i o n  and 

c o n f l i c t  i n  t h e  p o l i t i c a l  a r e n a  d e s e r v e s  s t u d y .  The r e a l i t y  t h a t  w in -  

l o s e  outcomes e x i s t  and t h a t  such outcomes a r e  v e r y  n e g a t i v e  a t  t im es  

i s  p a r t  o f  t h i s  di lemma.  Again ,  r e - e d u c a t i o n  i s  i m p o r t a n t .  The dimen

s i o n s  o f  p o l i t i c a l  b e h a v i o r ,  t h e  f ramework,  s c o r i n g  key ,  and e n v i r o n 

men ta l  model o f  t h e  r e s e a r c h  a r e  a l l  u s e f u l  e d u c a t i o n a l  t o o l s  t h a t  can 

a s s i s t  i n d i v i d u a l s  i n  c l a r i f y i n g  p o l i t i c a l  b e h a v i o r .

F u r th e r m o r e ,  t h e  d e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r  t h a t  i s  u t i l i z e d  

th roughou t  t h e  r e s e a r c h  e f f o r t  ( P o r t e r  e t  a l . ,  1981) demands t h e  p u r 

p o s e f u l n e s s  o f  l e a d e r s h i p  so t h a t  t h e  p romot ion  o f  s e l f - i n t e r e s t s  t y p e  

p o l i t i c a l  b e h a v i o r  f o r  p u r e l y  p e r s o n a l  r e a s o n s  i s  r e c o g n iz e d  as  j u s t  

t h a t .  I n  f a c t ,  as  p o l i t i c a l  b e h a v io r  i s  e x p lo r e d  f u r t h e r ,  t h e  macro ,  

meso, and mic ro  l e v e l s  o f  a c t i v i t y  as  w e l l  as  t h e  M a c h i a v e l l i a n  (power-  

w ie ld in g )  v e r s u s  t h e  l e a d e r  b e h a v io r  can be more c a r e f u l l y  d e l i n e a t e d  

as  d e p i c t e d  in  F i g u r e  14.

I n s e r t  F ig u re  14 abou t  h e r e

This  f i g u r e  i l l u s t r a t e s  t h e  t h r e e  l e v e l s  o f  a n a l y s i s  im por tan t  t o  

r e c o g n i z e — t h e  macro ,  meso,  and m ic ro  l e v e l s .  I t  a l s o  r e p r e s e n t s  t h e  

e x i s t e n c e  o f  p o l i t i c a l  b e h a v io r  in  t h e  c o n t e x t  o f  l e a d e r s h i p  and a com

mon p u r p o se .  That  v a r i e s  from t h e  p o w e r -w ie ld in g  type  o f  p o l i t i c a l  

b e h a v io r .  However,  t h e  f i g u r e  does r e p r e s e n t  t h e  r e a l i t y  o f  power-  

w ie ld in g  c o - e x i s t i n g  in  some l e a d e r  a c t i v i t y .  Such a d e l i n e a t i o n  o f  

p o l i t i c a l  b e h a v i o r  can  a s s i s t  in  t h e  r e s o l u t i o n  o f  t h e  m is c o n c ep t io n
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t h a t  p o l i t i c a l  b e h a v io r  i s  e n t i r e l y  s e l f - c e n t e r e d  and in  d i s c u s s i o n s  on 

th e  c o m p l e x i t i e s  o f  p o l i t i c a l  b e h a v i o r .

Ano ther  q u e s t i o n  posed by t h e  Meret r e s e a r c h  i s  t h a t  o f  o r g a n i z a 

t i o n a l  norms r e g a r d i n g  p o l i t i c a l  a c t i v i t y .  Many o f  t h e  managers i n  t h e  

p i l o t  g roups  r e l i e d  h e a v i l y  on t h e i r  own o r g a n i z a t i o n a l  e x p e r i e n c e  and 

a p a r t i c u l a r  frame o f  r e f e r e n c e .  Resea rch  s u p p o r t s  t h e  p r e v a l e n c e  o f  

p o l i t i c a l  a c t i v i t y  in  some depa r tm en t s  such as  m a r k e t i n g ,  s a l e s ,  t h e  

Board o f  D i r e c t o r s ,  and p e r s o n n e l ,  so i n d i v i d u a l s  from t h e s e  t y p e s  o f  

depa r tm en t s  may have been more f a m i l i a r  w i th  o r g a n i z a t i o n a l  p o l i t i c a l  

b e h a v io r  (Madison e t  a l . ,  1980). The s t i m u lu s  o f  t h e  Meret  i n - b a s k e t  

would e n a b le  i n d i v i d u a l s  and d e p a r tm e n t s  t o  d i s c u s s  o r g a n i z a t i o n a l  

norms and in  t u r n ,  i n d i v i d u a l  on e s .

These q u e s t i o n s ,  t h e  l i m i t a t i o n s  o f  t h e  r e s e a r c h ,  t h e  f u t u r e  r e 

s e a r c h  p o s s i b i l i t i e s ,  and t h e  p r o d u c t s  o f  t h e  in s t r u m e n t  deve lopment  

s u b s t a n t i a t e  t h e  enormous t a s k  o f  u n d e r s t a n d i n g  p o l i t i c a l  b e h a v io r  and 

based  on t h e  r e s u l t s  o f  t h i s  r e s e a r c h ,  t h e  e f f o r t  t o  u n d e r s t a n d  p o l i t i 

c a l  b e h a v io r  s h o u ld  move fo rward .

The i n s t r u m e n t ,  as  a new m easure ,  h a s  u n l i m i t e d  r e s e a r c h  a p p l i c a 

t i o n s  in  b o th  t h e  q u a l i t a t i v e  and q u a n t i t a t i v e  r e a lm s .  F u t u r e  r e 

s e a r c h e r s  s h o u ld  experiment  w i th  v a r i a b l e s  as  p r e v i o u s l y  s u g g e s t e d  in  

t h e  new r e s e a r c h  t o o l  s e c t i o n  o f  t h i s  c h a p t e r .  I n t e r v i e w s  co u ld  be ex

panded t o  i n c l u d e  phenomenologica l  i n s i g h t s  o f  t h e  p o l i t i c a l  a c t o r .  As 

a deve lopm en ta l  a c t i v i t y ,  t h e  s i m u l a t i o n  c o u ld  add a v i t a l  p e r s p e c t i v e  

on management b e h a v io r  i s s u e s  and i t  c o u ld  be a r e s p o n s i b l e  d i s c u s s i o n  

p o i n t  on t h e  n o n r a t i o n a l  e lem en ts  o f  o r g a n i z a t i o n s .  The s i m u l a t i o n  

might  s e rv e  a s  a h e u r i s t i c  d e v ic e  f o r  t h e  u n d e r s t a n d in g  o f  macro l e v e l s
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o f  p o l i t i c a l  a n a l y s i s  and f o r  t h e  u n d e r s t a n d in g  o f  e t h i c a l  i s s u e s  in  

o r g a n i z a t i o n s .  The f e a t u r e s  o f  t h e  Framework f o r  U n d e r s ta n d in g  P o l i t i 

c a l  Behav io r  in  O r g a n i z a t i o n s  ( F i g u r e  12) can be t e s t e d  and expanded.  

The s a l i e n c e  p o i n t  i n  t h e  framework can be examined,  p a r t i c u l a r l y  in  

c o n n e c t io n  w i th  p u r p o se — t h e  r e a s o n  f o r  l e a d e r s h i p .  As Borg and G a l l  

commented, "The p r o g r e s s  o f  any s c i e n c e  i s  c l o s e l y  l i n k e d  t o  t h e  d e v e l 

opment o f  new and b e t t e r  measures  o f  t h e  phenomena t h a t  a r e  i t s  con

c e r n "  (1983 ,  p .  301) .
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Background I n f o r m a t io n  

You a r e  C h r i s  W a l lace ,  t h e  manager  o f  t h e  human r e s o u r c e s  

d epa r tm en t  a t  Meret  P u b l i s h i n g  Company. Meret  has  r e c e n t l y  been 

a c q u i r e d  by a l a r g e  p u b l i s h i n g  f i r m ,  Muse I n t e r n a t i o n a l ,  and a l t h o u g h  

t h i n g s  have p ro ce e d e d  as u s u a l ,  you have j u s t  been c a l l e d  t o  view a 

t a p e  s e n t  by Muse’ s v i c e  p r e s i d e n t ,  Bryan Emerson. You had met Emerson 

a week ago when he was out from S t .  Lou is  f o r  h i s  f i r s t  v i s i t  t o  M ere t .  

Emerson runs  e v e r y t h i n g  but  t h e  e d i t i n g  f u n c t i o n s  f o r  Muse. Your 

f e l l o w  m anage rs ,  J .  D. U l r i c h  and Pa t  Ramirez,  a r e  a l s o  t h e r e  t o  view 

the  t a p e .

O the r  r e l a t e d  i n f o r m a t io n  i s  a t t a c h e d :

1. Meret  o r g a n i z a t i o n  c h a r t

2.  Newspaper c l i p p i n g  abou t  merger  o f  Meret  and Muse

Look t h e s e  t h i n g s  over  b e fo r e  t h e  t a p e  i s  shown

[ A d d i t i o n a l  i n s t r u c t i o n s  w i l l  be p ro v id e d  a f t e r  viewing th e  message

from Emerson.]

r
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Appendix C 

Newspaper A r t i c l e

Muse 
International 
to Acquire 
Meret Firm
By J.D. Johnson 
Staff Writer

ST. LOUIS, MISSOURI -  
Continuing its restructuring, Muse 
International on Monday announ
ced an agreement in principle to 
acquire Meret Publishing Company 
of Ramona, CA, a specialty book 
press with revenues last year of 
about $4 million.

S t Louis-based Muse, which 
reported 1985 profits at $100 million 
is famous internationally for such 
fiction titles as Castle Red Victoria 
Two Friends. Ocean Affair and The 
Peace Trilogy, but reaps most reven
ues from its educational business 
and technical works. With most of 
the world’s top computer program
mers located in California. Muse 
sees Meret as a gatekeeper to that 
technical market Muse also recog
nizes Meret’s expertise in child
ren’s books. “It’s hard to imagine 
being ‘bullish’ in children’s books 
but sales are up 15 to 20 percent 
over last year,” said Muse’s presi
dent Sturges Crane.

Meret House is an up-by-the- 
bootstraps organization that has 
managed to flourish in the field of 
books for computer science, 
medical and science professionals. 
The company originates and pub
lishes anthology-style manuscripts 
that represent the leading edge of 
research in such areas as artificial 
intelligence, pediatrics and ecology. 
Their books are distributed inter
nationally through wholesalers for 
students, professionals and doctors 
in private practice.

The children's section caters to 
these same professionals who are 
interested in getting their children 
the right books. “We want to foster a 
love of books," says Marlyn Waller, 
marketing director, “The culture as a 
whole, and especially the video/TV 
generation, is moving away from 
reading" Children’s books, such as 
Sky Pictures. Lancelot and Mammals. 
are beautifully illustrated, textured. 
and touchable. Waller claims suc
cess is due to their annual attendance 
at the Bologna Book Fair, the world's 
most prestigious assembly of pub
lishers of children's books. There 
they buy the American rights to 
foreign titles and meet an inter
national group of writers and artists. 
With such strengths. Meret should 
prove to be an investment plum for 
Muse.
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Appendix D

Video ( T e le c o n f e r e n c e )  S c r i p t  o f  Bryan Emerson .

Good morn ing ,  C h r i s ,  J .  D. and P a t .

Good t o  have an o p p o r t u n i t y  t o  meet you and t o  t a l k  w i t h  each o f

you abou t  M e re t .  By now you know t h a t  merger  means changes and t h e r e ' s

one s p e c i a l  prob lem I  need t o  t a l k  t o  you a b o u t .  Your boss  has  j u s t  

a d v i s e d  me t h a t  he wishes  t o  t a k e  e a r l y  r e t i r e m e n t  — e f f e c t i v e  

im m ed ia te ly .  Since one o f  t h e  g o a l s  I ' v e  e s t a b l i s h e d  i s  t o  reduce  t h e  

number o f  m an a g e r i a l  l e v e l s ,  I ' d  l i k e  t o  r e s t r u c t u r e  t h e  a d m i n i s t r a t i v e  

f u n c t i o n s  a t  M e re t .  I  want one o f  you c o o r d i n a t i n g  e v e r y t h i n g  C h a r l i e  

was r e s p o n s i b l e  fo r  and r e p o r t i n g  t o  me. Now h e r e ' s  t h e  s p e c i a l  

p rob lem wi th  which I  need  your  h e l p .

How can t h i s  be done and who among you s h ou ld  do t h e  c o o r d i n a t i o n ?

I  want each o f  you i n d i v i d u a l l y  t o  o u t l i n e  how you would go about  t h e  

t a s k .  I ' d  l i k e  i t  j u s t  as  soon as  p o s s i b l e  and I ' d  l i k e  i t  as  i f  you 

were a c t u a l l y  doing t h e  c o o r d i n a t i o n .  Maybe I c o u ld  h e a r  from you by 

Tuesday.

I ' l l  make my d e c i s i o n s  based  on your  recommendations and have had 

some m a t e r i a l s  s e n t  t o  you.  I  look  forward  t o  your  i n p u t .  Bye fo r  

now.

Reproduced  with permission of the copyright owner. Further reproduction prohibited without permission.



Appendix E

Large Envelope that Contained F, G. H, I, J. K, N. 0. P. 0

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



179

Appendix F 

F i n a l  I n s t r u c t i o n s

Time and P la c e :

A f t e r  v iew in g  th e  v id e o  o f  Emerson, you were invo lved  in  a 

c o n f e r e n c e  most o f  t h e  day.  I t  i s  now l a t e  a f t e r n o o n ,  F r i d a y ,  March 

14, and everyone  has  l e f t  f o r  t h e  weekend.  At your  o f f i c e ,  you in te n d  

t o  c l e a r  your  desk and t o  r espond  t o  Emerson 's  r e q u e s t  so t h a t  you can 

e x p r e s s  m a i l  i t  out  S a tu rda y  morning .  You cannot  r each  anyone by phone

and you canno t  p l a n  t o  work Monday on t h i s .

Your r o l e  and t a s k :

As C h r i s  W a l lac e ,  you a r e  t o  r espond  t o  the  i tems t h a t  a r e  in  your  

i n - b a s k e t  in  w r i t i n g .  For  example,  i f  you want t o  meet w i th  someone, 

w r i t e  ou t  why you would meet and what you would s a y / a s k .  I f  you c a l l  a 

m e e t in g ,  b r i e f l y  o u t l i n e  t h e  agenda and r a t i o n a l e .  You may w r i t e  or 

make n o t e s  t o  y o u r s e l f  d i r e c t l y  on t h e  i n - b a s k e t  i t e m s ,  o r  you may use

th e  e n c lo s e d  b lank  s h e e t s  o f  memo paper  and c l i p  your  r es p o n s e  t o  t h e

a p p r o p r i a t e  i t em .

You have one hour  t o  comple te  t h e  i n - b a s k e t .  Then,  a l l  m a t e r i a l s  

can be r e p l a c e d  in  t h e  e nve lope  and r e t u r n e d  t o  your  m o d era to r .

F i n a l l y ,  you w i l l  be asked t o  com ple te  a s h o r t  form about  t h e  i n - b a s k e t  

and t o  answer q u e s t i o n s  in  an i n t e r v i e w  s e t t i n g .

Remember: Be y o u r s e l f  in  t h i s  r o l e .  Do what you would a c t u a l l y

do as  C h r i s  W al lace .  Make th e  d e c i s i o n s  and p l an  a c c o r d i n g l y .  Use the  

i n f o r m a t io n  a t  hand.

You a r e  C h r i s  Wallace  

I t  i s  l a t e  F r i d a y ,  March 14th 

You have t o  r espond  t o  Emerson 's  r e q u e s t .

r  •
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A d m i n i s t r a t i o n  Out 1ine
182

Muse International
P.O. Box 4321 
S t Louis, MO 63121-4321

ME RET ADMINISTRATION OUTLINE

Objective: To restructure administrative functions at Meret; to select one
coordinator/manager to report to V. P. of Administration in St. 
Louis, Bryan Emerson

I. What vould you do formally to restructure the administrative functions 
at Meret?

2. What vould you do informally to restructure the administrative func
tions at Meret?
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3. How would you proceed?

4.  Who would you choose t o  r e p o r t  t o  me and why?
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L e t t e r  o f  R e s i g n a t io n

184

= M E R E T
Meret Center Drive 
Ramona, CA 92065 - —  
(619) 789-2567

Publishing Company

March l3, 1986

Dear Pat, J.D. and Chris,

Since we have been working together for so many years it is difficult, and 
certainly not preferable, to maintain illusions in our close collegial rela
tionship. Your support, dedication and hard work has been one of the assets 
of my long tenure at Meret. Since it soon will be announced officially, I 
want you to know that I have decided to take advantage of the early retire
ment option offered as a result of the recent merger. As you can imagine, 
this has not been an easy decision. My concern for this company, the family 
atmosphere and our love of books and ideas makes moving on particularly 
difficult.

Muse International is a very large and successful publishing firm and I am 
certain they will treat our people and accounts with dignity. However, at 
this stage of my life, I do not wish to become part of a large bureaucratic 
structure. Since I am not ready to be let out to pasture, X will be exami
ning several alternatives in the book industry.

I am confident that you and your colleagues will offer your professional 
expertise and support to whomever Bryan Emerson appoints to replace me.

There are a few issues which have been decided in joint sessions with Muse:

1. We (Meret) will increase our editing staff in the computer and 
children's books sections. The total employee count will reach 
425 by April 1986.

2. Our President, Mr. Coventry Meret, will report to Harlan Thomas, 
Sr. V. P. Muse. Mr. Meret will no longer report directly to the 
board members and 250 stockholders.

3. Meret will receive a substantial infusion of capital and building 
investment from Muse in order to be-able to serve as the distribu
tion point for the new joint operations.

4. Effective immediately, all Meret accounting procedures will be 
shifted to conform to Muse International financial systems.

Once again, thank you for your loyalty and hard work over chese many years.
I will miss you and crust you to give my successor the same fine support.

Sincerely,

C h a r l e s  Goodwin 
D i r e c t o r  o f  A d m i n i s t r a t i o n

CGcb
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Computer Memo

MERET PUBLISHING

MEMORANDUM March 13,  1986

To: Chris  W a l la ce ,  Manager of  Human Resources

From: E v e r e t t  C a r l s o n ,  S en io r  Editor

Re: Comshare e v a l u a t i o n

Some of my e d i t o r s  in the computer area  know t h i s  group and h e a r t i l y  

approve o-f t h e i r  work.  A few even want to  a t t e n d  the t r a i n i n g  co u r se !  I'm

p le a s e d  you asked f o r  our i n p u t .  You have our f u l l  s u pp o r t .  In f a c t ,  your

e f f o r t s  on our b e h a l f  are t r u l y  a p p r e c i a t e d .  You are b r i n g i n g  our

a d m i n i s t r a t i v e  s i d e  i n t o  the 1 9 8 0 ' s !  Now, l e t ' s  t a l k  about e l e c t r o n i c  mail

and networking to  S t .  L o u i s . . .
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Appendix K (Continued)

Comshare has developed 
more than the leading 

micro personnel software.

We’ve also developed a following.
our three-day train ing  course 
will leave you self-sufficient in 
all aspects of the system.

There’s also easy to under
stand documentation, a Com
share  ho tline , and a profes
sional services team. In short, 
we provide a complete range 
of services for every possible 
need.

To see what Profiles/PC has 
done for others like you, call 
Chris Kelly at Comshare toll- 
free: 1-800-922-7979 (in Michi
gan call: 313-994-4800). And do 
what a lot of personnel depart
ments are doing.

Following the leader.

P C B flO N N B L  B O P T W A A S  A M O  M D V i e U

COMSHARE.
P.O. Box 1588, Ann Arbor, MI 48106

When Comshare introduced 
Profiles/PC, we had  g rea t 
expectations for it, of course. 
But the response has been over
whelming. Today ________
Profiles/PC is in  
more personnel 
departments than 
any other software 
product of its kind.

How did we 
doit?

We listened 
to your needs 
and designed 
Profiles/
PC spe- a  
dfically 
for the ' 
personnel 
professional. I t  ru n s on the  
IBM XT or IBM AT. And it’s 
menu driven, which tells you 
it’s easy to use. Whether you’re

creating a new report or updat
ing  employee inform ation , 
you’re guided each step of the 
way; without learning a com-
 ___  puter language.

Decision making 
becomes convenient 
because a ll your 
inform ation  is in  
your departm en t. 
Salary, benefits, 

education, skills 
^  a n d  demo

g raph ics are  
ju s t  five of 
the 16 modules 

». you get, m ak
ing Profiles/ 

PC as powerful as 
a m ainfram e a t  

one-tenth the cost 
We also addressed the uni

versal need for support. Our 
pre-installation workbook and

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



187

Appendix L 

F a r l e y  Message ( t r a n s c r i p t i o n )

H i ,  C h r i s .  T h i s  i s  Bruce F a r l e y .

I  h e a r d  v i a  t h e  g r a p e v i n e  t h a t  t h e  a d m i n i s t r a t i v e  de pa r tm e n t s  w i l l  

be c o n s o l i d a t e d  unde r  J .  D. I s  t h i s  t r u e ?  What a c r a z y  i d e a .

Everybody knows J .  D. i s  r i g i d  and c e r t a i n l y  no t  a communicator .  When 

can we meet and d i s c u s s ?

H  '
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Ramirez Message ( t r a n s c r i p t i o n )

C h r i s ,  t h i s  i s  Pa t  Ramirez.  How a r e  you doing? I  wanted t o  t a l k  

w i th  you abou t  Emerson 's  r e q u e s t  from u s .  I ' d  l i k e  your  s u p p o r t  in  

b a c k ing  me f o r  t h e  m ana ge r ' s  p o s i t i o n .  For  two r e a s o n s :  my l e g a l

background and s e n i o r i t y .  B e s i d e s ,  you owe me a few! Give me a c a l l .  

Thanks .
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Envelope - Sealed with three performance reviews 
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A ppendix 0

meret Performance Review
Publishing Company

V /
COMPANY PRIVATE INFORMATION

U l r i c h ,  J .D .
Employs* Nam* (Last, First and Initial)

273
Empl. No.

control ler  ana Manager 
of  Finance

Position Tltt*
1-11-80 
Date of Hiir*

1-11-80  
Oat* Aaslgnad 
This Position

1-13-86  
Oat* of R*vi*w

C h a r l e s  Goodwin 
R*vl*w*n

Length of time you hav* _ 
supervised this employs* 3

WORK EXPERIENCE RECORD

(Compar* th* assignments undertaken bytha employ** during thla rarviaw period with thoao of th# pravioua ravlaw pariod. 
Daaerib* all now, dlffaront and/or expanded work axparlaneaa rallacting profaaaional growth.)

F i n a n c i a l  a n a l y s i s  of  merger work; s t o c k  a n a l y s i s ;  a t t e n d e d  v a l u a b l e  
Account ing  A s s o c i a t i o n  mee t ing  on f o r e i g n  c u r r e n c y  exchange and 
i n t e r n a t i o n a l  f i n a n c e s .

PERFORMANCE REVIEW

Us# thla section to record the essential points of the performance review. Baae evaluations on observable performance 
directly related to the Job.

Order  and s t a b i l i t y  o u t  of  chaos;  gave Meret  w e l l  d e f i n e d  se n se  of  
d i r e c t i o n  r e :  f i n a n c e s  and merger ,  e . g .  ke p t  s h a r e h o l d e r s  happy.

E x c e l l e n t  day t o  day e f f i c i e n c y .

If. .
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Appendix 0 (C on tinued )

MANAGEMENT RESPONSIBILITIES

Staff of seven

Growth areas: important to delegate to staff and increase staff
involvement and participation. Suggest exchanging finance and 
budget coaching of Chris Wallace in exchange for meeting and 
communication help from C. Wallace.

EMPIOVEE REMARKS

Considering all aspects of your (ob, pest, present end future, give your suggestions and/or comments ss  to ways your position 
can be changed to enhance Its value t tormsncs.

I have reviewed this document and discussed the contents with my 
my performance status but does not necessarily Imply that I agra

/  *
<

/
/

Striploytia Signature

Supervisor's Signature Oate Reviewer’s Signature Oate
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meret Performance Review
Publishing Company

COMPANY PRIVATE INFORMATION

Ramirez, Pat 
Employee Name (Last Pint and Initial)

230
Empl. No.

Manager of Legal 
Department 

Position Title
3-17-75 
Data of Hire

1-11-80 
Date Assigned 
Thla Position

1-13-86 
Date of Review

Charles Goodwin 
Reviewer:

Length of time you have 10 years 
supervised this employee

WORK EXPERIENCE RECORD

(Compare the assignments undartakan by the employee during this review period with those of the previous review period. 
Describe all new, different and/or expanded work experiences reflecting professional growth.)

Translation rights for numerous publications 

. Export laws related to publishing 

Merger work, stockholders

PERFORMANCE REVIEW

Use this section to record the essential points of the performance review. Base evaluations on obaarvable performance 
directly related to the Job.

Excellent track record -- court and government agency decisions in 
company's favor.

Translation rights work was viewed quite favorably by Muse. In 
addition, knowledge of export laws was seen as strong contribution 
to future marketing areas.

Developed clear, new and improved copyright procedures.
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Appendix P (C on t inued)  
MANAGEMENT RESPONSIBILITIES

Staff of five

Growth areas: Faster turn around on requests for legal
critiques. Need to consult with colleagues and delegate from 
beginning to end of projects; including sharing spotlight with 
staff. Reduce rivalry stance with others. Improve morale 
of group, e.g. people doing Just enough to get by on and 
nothing more, loss of enthusiasm and pride, lack of attention 
to detail, (lost telex messages.)

EMPLOYEE REMARKS

Considering all aspects of yourlob, past, present and future, ghreyoursuggestlonsand/oreommantsasto ways your position 
can be changed to anhanea lt»value to the company and ways management can assist you In Improving your job performance.

£L&rtrv=Q— lyto

^ tr s d j ’at.

I have reviewed thlsdocument and dlaeusaed the contents with my supervisor. My signature means that I have been advised of 
my performance status but does not necessarily Imply that I agree or disagree with this review.

Employee Signature Oate

Supervisors Signature Oate Reviewer's Signature Oate

F 7
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Appendix Q

m e r e t  Performance Review
Publishing Company

S

W  ■
COMPANY PRIVATE INFORMATION

Wallace, Chris
Employs* Nam* (Last, Fir* and Initial)

311
Empl. No.

Manager of Human 
Resources 

Position Title
10-5-82 

Data of Hlra

10-5-82 
Data Assigned 
This Position

1-13-86 
Data of Review

Charles Goodwin 
Reviewer

Length of time you have 
supervised this employs* s years

WORK EXPERIENCE RECORD

(Compare tha auignmanta undartakan by tha amployaa during thla review period with those of the previous review period. 
Describe all new, different and/or expanded work experiences reflecting professional growth.)

New problems of merger, including stockholder and employee relations. 
Growth of company and streamlining administration. New salary and 
health plan.

PERFORMANCE REVIEW

Uae this section to record the essential points of the performance ravlaw. Base evaluations on observable performance 
directly related to the Job.

Wallace met challenges of merger with creativity and enthusiasm, through 
company-wide communication program preserved company values and main
tained confidence among stockholders, boards, management, employees 
and communities.

Represented Meret at U.S. Information Agency’s commission to study 
American books abroad.
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MANAGEMENT RESPONSIBILITIES

Wallace delegates well. Staff of three are quite skilled and 
independent In their functions. Excellent macro view of 
organization.

Growth areas; need to be more skilled in numbers game, i.e. 
financial sophistication, budgets, etc. Greater reliance on 
written communication.

EMPLOYEE REMARKS

Considering all aspectaafyour]ob,past,praaant and future, gIvayour suggnations and/or eommarrts as to ways your position 
can be changed to enhance Its value to Hie company and ways management can assist you in Improving your job performance.

I have read and reviewed this. It is a very fair summary of the past year. I 
appreciate management support and look forward to new opportunities and 
challenges of what the merger will bring, e.g.

-co-ordination of payroll and benefits 
-influx of 50 employees 
-computerized personnel system

I havo ravlawad this documant and dlaeussad ttiacontants with my suparviaor. My signatura maans that I hava baan advlsad of 
my parfOrmanea status but doaa not nacaasarlly Imply that I agra

Empioyaa Signatura Oata

Suparviaor'a Signatura Oata Ravlawara Signatura Oats
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Appendix R 

M a t e r i a l s  f o r  Meret  I n - B a s k e t

( 10- 15 m in u te s )

1- Background I n f o r m a t io n

2.  Meret  o r g a n i z a t i o n  c h a r t

3. Newspaper c l i p p i n g  about  merger

(5 m inu tes )

4 .  Video -  Bryan Emerson 's  announcement

( 1 hour )

I tems as  t h e y  a p p e a r  in  t h e  In -B a s k e t

5. I n s t r u c t i o n s

6. Blank memo p a p e r ,  c a l e n d a r ,  name t e n t ,  c l i p s ,  e t c .

7-. Message from M a rke t ing  D i r e c t o r ,  Marlyn W a l le r

8. Three pe r fo rm ance  reviews  by Goodwin on J . D . ,  Pat  and C h r i s  
note  r e q u e s t i n g  t h a t  t h ey  be f i l e d  i s  a t t a c h e d .

. A

9. Envelope from Emerson w i th  A d m i n i s t r a t i o n  O u t l i n e  and no te  
Emerson.

from

10. Goodwin 's  l e t t e r  o f  r e s i g n a t i o n  .

11. Computer s o f t w a r e  ad and memo from S e n io r  Computer E d i t o r ,  
C a r l son

E v e r e t t

12. Taped message from Bruce F a r l e y

13. Taped message from Pa t  Ramirez

(30 m inu tes )

14. I n t e r v i e w

(15 m inu tes )

15. Ac t io n  Report  Form

r  ■
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Appendix S

A d m in is t r a t io n  D i r e c t io n s  fo r  F i r s t  P i l o t  Groups

1. T h i s  i s  an i n d i v i d u a l  e x e r c i s e  or  s i m u l a t i o n .  You may t a k e  a

b r e a k  fo r  p e r s o n a l  r e a s o n s  any t im e ,  bu t  p l e a s e  do no t  d i s c u s s  t h e

i n - b a s k e t  w i th  each o t h e r  u n t i l  you l e a v e .

2. A f t e r  t h e  i n - b a s k e t ,  you w i l l  be i n t e r v i e w e d  by two t r a i n e d  

s t u d e n t  a s s e s s o r s  from l o c a l  u n i v e r s i t i e s .  You w i l l  be g iven  a 

s h o r t  form t o  c om ple te .

3. P l e a s e  do no t  d i s c u s s  t h e  i n - b a s k e t  w i th  anyone e l s e  in  your  

o r g a n i z a t i o n  who might  be schedu led  t o  t a k e  t h e  e x e r c i s e  in  

Fe b r u a r y .

4 .  P l e a s e  use t h e  numbers a s s i g n e d  t o  you.  Only I  w i l l  have a c ce s s  

t o  t h e s e  c o d e s .

5. I  w i l l  fo rward an i n d i v i d u a l  a n a l y s i s  o f  your  work t o  you a lone  in

a few weeks.  I  w i l l  s c h e d u le  a d i s c u s s i o n  s e s s i o n  on t h e  e x e r c i s e

a f t e r  the  Feb ruary  d a t e .  Your a t t e n d a n c e  a t  t h i s  i s  o p t i o n a l .

6.  Once we b e g i n ,  no q u e s t i o n s  w i l l  be answered.  Use t h e  i n fo rm a t io n  

you have a t  hand t o  make your  d e c i s i o n s .

7. ( D i s t r i b u t i o n  o f  i n t r o d u c t o r y  m a t e r i a l s .  Read ing o f  d i r e c t i o n s .  

F ive  m inu tes  l a t e r ,  show v i d e o  th rough  t w i c e .  The f i v e  minutes  

g iv e s  the  p a r t i c i p a n t s  t im e  t o  r ead  t h e  newspaper  a r t i c l e  and 

o r g a n i z a t i o n  c h a r t . )

8.  ( D i s t r i b u t e  i n - b a s k e t s .  Reading o f  d i r e c t i o n s .  P a r t i c i p a n t s  have 

one hour  t o  complete  e x e r c i s e  from t h i s  p o i n t . )

9 .  F i f t e e n  minutes  l a t e r :  p l a y  t h e  a ud io  t a p e  w i t h  t h e s e  d i r e c t i o n s :

r .
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You n o t i c e  your  answering  machine i s  b l i n k i n g .  You p l ay  your  

messages th rough  t w i c e .

10. Announce t e n  m inu te s  t o  go a t  t h e  a p p r o p r i a t e  t im e .
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A d m in is t r a t io n  D i r e c t io n s  fo r  th e  Meret In -B a s k e t

O u t l i n e

1. Overview o f  Meret  In -B aske t  and i t s  Purpose

2. I tems (Appendixes A-Q)

3. Scor ing  Key (Appendix W)

4 .  A d m i n i s t r a t i v e  D i r e c t i o n s

5. Meret I n t e r v i e w  Form (Appendix IT)

6.  Sample Dimension Sheet  (Appendix HH)

7. Sample A s s e s s o r  Notes on I tems  (Appendixes  Y, Z)

8. Ac t ion  Report  Form (Appendix V)

9.  A s s e s s o r  T r a i n i n g  Manual (Appendix AA)

10. S c o r e r s '  T r a i n i n g  O u t l i n e  and M a t e r i a l s  (Appendix FF)

11. Sample Comments fo r  P a r t i c i p a n t s  (Appendix VV)

12. M a t e r i a l s  C h e c k l i s t

T
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1. O verv iew  o f  th e  M eret In -B a s k e t  and I t s  Purpose

The Mere t  In -B a s k e t  was d e s ig n e d  f o r  middle  management l e v e l  

p a r t i c i p a n t s  t o  t e s t  t h e i r  l e v e l  o f  p o l i t i c a l  awareness  and a b i l i t y  t o  

r e spond  e f f e c t i v e l y  i n  a  p o l i t i c a l  s i t u a t i o n .  To s e t  t h e  s t a g e ,  t h e r e  

a r e  s e v e r a l  i n t r o d u c t o r y  m a t e r i a l s  p r o v i d i n g  a s e n se  o f  t h e  company: 

an o r g a n i z a t i o n  c h a r t  and a newspaper  a r t i c l e  about  t h e  merger  o f  two 

f i c t i t i o u s  p u b l i s h i n g  companies  — Meret  and Muse. Along w i th  t h e s e  

i t e m s ,  t h e  p a r t i c i p a n t  r e c e i v e s  a name c a r d  t o  p l a c e  i n  f r o n t  o f  t h e i r  

work a r e a  and a s h o r t  s e t  o f  i n s t r u c t i o n s .  They a r e  g iven  t h e  i d e n t i t y  

o f  C h r i s  W a l l a c e ,  t h e  manager  o f  human r e s o u r c e s  a t  Meret  P u b l i s h i n g  

Company. The newspaper  a r t i c l e  g i v e s  i n s i g h t s  i n t o  t h e  v i t a l i t y  o f  t h e

company — i t  i s  an inves tment  plum f o r  Muse I n t e r n a t i o n a l .

Then t h e  p a r t i c i p a n t s  a r e  a sked  t o  watch a s h o r t  v i d e o  from a Muse

v i c e - p r e s i d e n t ,  Bryan Emerson. Emerson d i r e c t s  C h r i s  W all ace  and h i s  

o r  h e r  two p e e r s ,  J .  D. U l r i c h  and Pa t  Ramirez,  t o  come up w i th  a p l a n  

t o  r e s t r u c t u r e  t h e  a d m i n i s t r a t i v e  f u n c t i o n  a t  M ere t .

The p a r t i c i p a n t s  now r e c e i v e  t h e  a c t u a l  i n - b a s k e t  i tems  which 

s u p p o s ed ly  c o l l e c t e d  d u r in g  t h e  same day w h i l e  Wall ace  was a t  a 

c o n f e r e n c e .  There a r e  a few i tems  and two enve lopes  in  t h e  i n - b a s k e t .  

From t h i s  p o i n t  on,  t h e  p a r t i c i p a n t s  have an hour  t o  comple te  t h e  

e x e r c i s e .

The i t ems  in  t h e  i n - b a s k e t  a l l  i n t e r r e l a t e  and t h e  p a r t i c i p a n t s  

must use t h e i r  o r g a n i z a t i o n a l  c h a r t  f r e q u e n t l y  t o  fo l l o w  the  

c h a r a c t e r s '  p o s i t i o n s  a t  M e re t .  Two messages a r e  from pe o p le  s e n i o r  in 

Meret  t o  C h r i s  W a l lac e .  One enve lope  c o n t a i n s  t h e  w r i t t e n  r e q u e s t
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Emerson e x p l a i n e d  t o  them and th e  o t h e r  e n v e lo p e ,  a s e t  o f  performance  

r e v i e w s .  By t h e  t im e  t h e  p a r t i c i p a n t s  have r e a d  over  t h e s e  t h i n g s ,  two 

t e l e p h o n e  messages  a r e  h e a r d  v i a  a t a p e  p l a y e r .  These l a s t  two i tems 

add r e l a t i o n s h i p  i s s u e s  t o  t h e  s c e n a r i o .

Th i s  i s  no t  a  t r a d i t i o n a l  i n - b a s k e t  s e e k in g  t o  t e s t  o n e ' s  

p l a n n i n g ,  t ime  management o r  w r i t i n g  s k i l l s .  The Meret  i n - b a s k e t  

r e p r e s e n t s  a p o l i t i c a l  envi ronment  and th e  s u c c e s s f u l  com p le t ion  o f  the  

e x e r c i s e  depends on t h e  p a r t i c i p a n t s '  r e p e r t o i r e s  o f  p o l i t i c a l  

b e h a v i o r s .  But even more i m p o r t a n t l y ,  i t s  s u c c e s s f u l  com p le t ion  c a l l s  

f o r  a p o l i t i c a l  framework o f  a n a l y s i s .
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4 .  A d m i n i s t r a t i v e  D i r e c t i o n s  ( t o  be r e a d  by th e  a d m i n i s t r a t o r )

[ S t a n d a r i z e d  v e r b a l  d i r e c t i o n s  and p r o c e d u r e s  t o  be used  a f t e r  t h e  

p a r t i c i p a n t s  a r e  s e t t l e d  and r eady  t o  b e g i n . ]

1. Th is  i s  an e x e r c i s e ,  a l s o  known as  a s i m u l a t i o n .

2. You w i l l  work a lo n e  and you may t a k e  a  b reak  a t  any t i m e ,  but  

p l e a s e  do not  d i s c u s s  t h e  e x e r c i s e  w i th  each o t h e r  u n t i l  t h e  end 

o f  t h e  e n t i r e  p r o c e s s .

3. No q u e s t i o n s  w i l l  be answered once you b e g in .  Use t h e  in fo r m a t io n  

you have a t  hand t o  make your  d e c i s i o n s .

4.  [ D i s c u s s  a r rangem en ts  fo r  i n t e r v i e w s  and t h e  a c t i o n  r e p o r t  form.]

5. P l e a s e  use  t h e  numbers a s s i g n e d  t o  you.

6. [ D i s t r i b u t i o n  o f  i n t r o d u c t o r y  m a t e r i a l s .  Read Background In forma

t i o n  Shee t  a l o u d . ]

7. [ S t a r t  t im in g  a f i v e  minu te  segment .  P a r t i c i p a n t s  use t h i s  t ime to  

r e a d  t h e  i n t r o d u c t o r y  m a t e r i a l s . ]

8.  [ F iv e  m inu tes  l a t e r ,  show t h e  v id e o  o f  Bryan Emerson th rough

t w i c e ,  a f t e r  s a y in g  t h e s e  words:  "You have been c a l l e d  t o  view

t h i s  t a p e  s e n t  by Muse ' s  v i c e - p r e s i d e n t ,  Bryan Emerson. You run 

t h e  t a p e  t w i c e . " ]

9.  [ D i s t r i b u t e  the  i n - b a s k e t s .  Read t h e  F i n a l  D i r e c t i o n s  Sheet 

a l o u d .  P a r t i c i p a n t s  have one hour  from t h i s  p o i n t  t o  complete  the  

e x e r c i s e . ]

10. You have u n t i l  ______ — one hour  t o  complete  t h e  e x e r c i s e .

11. [ F i f t e e n  minutes  i n t o  t h e  h o u r ,  p l a y  t h e  au d io  t a p e  a f t e r  s ay ing

t h e s e  words:  "You n o t i c e  your  answering  machine i s  b l i n k i n g .  You
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p l a y  your  messages th rough  t w i c e . " ]

12. [Announce ten. minutes  r em ain ing  a t  t h e  end o f  t h e  h o u r .  C o l l e c t  

m a t e r i a l s  a t  t h e  end as  peop le  f i n i s h  and d i r e c t  t h e  f i r s t  p a r t i 

c i p a n t s  f i n i s h e d  t o  t h e i r  a s s i g n e d  i n t e r v i e w s .  Some p a r t i c i p a n t s  

may need an e x t r a  f i v e  minutes  — t h a t  i s  a c c e p t a b l e ,  but  do no t  

g iv e  more t ime  th a n  t h a t . ]
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12. MATERIALS CHECKLIST

1. Tab le  t e n t s :  C h r i s  W a l l ac e ,  Manager o f  Human R e s o u r c e s ,  Meret

P u b l i s h i n g  Company

2. P e ns ,  p a p e r  c l i p s ,  e x t r a  pape r

3. I n - b a s k e t s

4 .  Video t a p e  and r e c o r d e r / m o n i t o r

5. Audio t a p e  and aud io  p layback  machine

6. Background i n f o r m a t i o n ,  o r g a n i z a t i o n  c h a r t  and newspaper  a r t i c l e

7. Red pens f o r  a s s e s s o r s

8.  Dimension s h e e t s  f o r  a s s e s s o r s

9. A d m i n i s t r a t i v e  D i r e c t i o n s

10. S c o r in g  key and s c o r i n g  s h e e t s

11. Feedback  m a t e r i a l s  fo r  p a r t i c i p a n t s

12. A c t io n  Repor t  Forms

13. Meret  I n t e r v i e w  Form
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Meret I n t e r v i e w  Form

1. What d i d  you t h i n k  o f  t h e  Meret s i t u a t i o n ?

2. Go th ro u g h  each i t e m ,  be s u re  you u n d e r s t a n d  what t h e  p a r t i c i p a n t  
d i d ,  make m arg in a l  n o t e s  when n e c e s s a r y ,  probe  f o r  r e a s o n s  
d e c i s i o n s  were made.

3. How d i d  you approach th e  I n -B a s k e t ?  ( S o r t ,  sequence)

4.  What was t h e  most c h a l l e n g i n g  i t e m  and why?
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5. What experiences and strengths did you bring to the situation?

6. How willing were you to make a decision based on the information at 
hand?

7. Do you think you, as Chris, would have an impact on the organization?
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A ct ion  Repor t  Form

Now t h a t  you have  com ple ted  t h e  I n - B a s k e t ,  p l e a s e  answer t h e  fo l l o w in g  
q u e s t i o n s :

1. What t h r e e  words would you use t o  d e s c r i b e  t h e  s i t u a t i o n  a t  Meret

9 9 _ _ _ _ _ _ _ .

2. Which t h r e e  i t em s  r e q u i r i n g  a t t e n t i o n  from C h r i s  Wallace a r e  t h e  
most c r i t i c a l  in  t h i s  s i t u a t i o n  ( P l e a s e  w r i t e  a # I by t h e  most 
c r i t i c a l ,  a #2 by t h e  next  most c r i t i c a l ,  e t c . ) :

  1. Message from th e  M arke t ing  D i r e c t o r ,  Marlyn W al le r

  2.  Three  perfo rmance  rev iews  on J . D . ,  Pa t  and Chr i s

  3. E m erson 's  A d m i n i s t r a t i o n  O u t l i n e

 4 .  Goodwin 's  l e t t e r  o f  r e s i g n a t i o n

  5.  Computer e d i t o r ' s  memo about  t h e  p e r s o n n e l  s o f tw a r e
sys tem

  6.  Answering machine message from Bruce F a r l e y

  7. Answering machine message from Pa t  Ramirez

3. Which d e c i s i o n  or  a c t i o n  o f  yours  as  C h r i s  Wall ace  was t h e  most 
o u t s t a n d in g ?  I n  o t h e r  words,  about  which d e c i s i o n  a r e  you most 
c o n f i d e n t ?  Why?
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4 .  About which d e c i s i o n  a r e  you t h e  l e a s t  c o n f i d e n t ?  Why?

208

5. Did your  p r o f e s s i o n a l  b a c k g ro u n d /e x p e r ie n c e s  h e l p  you in  any way 
wi th  t h e  Meret  s i t u a t i o n ?

6. Open comments on t h e  Meret  s i m u l a t i o n  e x e r c i s e .
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Appendix W 
Scoring Key

#1 Waller Message—  Request in person for assistance with an interview 
and policy decision on transfer of personnel from Muse.

Considerations
° Waller is director of marketing for Meret
0 Waller stopped by C.W.'s office in person
0 Waller is quoted in newspaper article
0 Waller asks for policy suggestions on Muse transfers
0 Waller asks for help in setting up an interview

Rating

Low
1 2

Fails to influence or take 
action to influence others.
Relies heavily on formal 
organizational structures.
Avoids competition and con
flict. Fails to see or use 
proven resources of one's self 
or others, does not promote 
self-interests or solve issue 
at hand.

0 Defers to Muse's policy and 
delays response

° Returns memo to Waller, 
deferring policy decisions

0 Sees memo as unimportant

0 Needs further information

0 Sees request for transfer 
only as a single request

0 Waits; anticipating a layoff

0 Avoids influencing new policy; 
"it isn't up to C.W."

0 Does not want to look as 
though he was "pirating"; 
wants to protect self

Scale and Indicators of Political

Moderate
3

Takes action to solve immedi
ate issue demonstrating influ
ence and desire for power. 
Exhibits some political aware
ness and some range of politi
cal behaviors. Makes moder
ate, often negative, political 
assunptions. Relates items to 
each other. Proactive. More 
prescribed than discretionary 
actions.

0 Arranges interview details 
through Mark or Cathy; dele
gates recruitment function 
appropriately

0 Plans to meet Waller or 
Emerson to discuss policy on 
transfers

0 Sees transfer of people from’ 
St. Louis as a good way of 
infusing new ideas and fresh 
approaches

0 Contacts applicant directly; 
sees him as an alliance

0 Reassures Waller; opens door 
for relocations both ways; 
cooperation

° (Some contact with waller 
is mininun response here.)

Behavior

High
4 5

Goes beyond moderate levels of 
behavior and actions. Exhibits 
high level of political awareness 
and ability to take appropriate 
action. Promotes one's self or 
group's interest. Influences. 
Does not avoid conflict or com
petition with others. Displays 
ambition and desire for power. 
Attributes strong political 
motives to others.

0 Contacts Waller and Meret 
president to establish transfer 
policy; seeks alliance with 
Meret president

0 Would talk with counterpart at 
Muse regarding details for 
influencing purposes

0 Meets with Waller for lunch to 
discuss impact of merger and to 
explore hidden agenda; seeks 
alliance
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#2 A d m i n i s t r a t i v e  O u t l i n e  — T h is  came in  a s e a l e d  en v e lo p e  from Emerson.
I t  i s  a two-page i t e m  c o n t a i n i n g  f o u r  q u e s t i o n s :  I .  What would you do
f o r m a l l y  t o  r e s t r u c t u r e  t h e  a d m i n i s t r a t i v e  f u n c t i o n  a t  Meret?  2.  What 
would you do. i n fo r m a l ly ?  3. How would you proceed?  4 .  Who would 
you choose t o  r e p o r t  t o  me and why?

C o n s i d e r a t i o n s

° These  a r e  t h e  m a t e r i a l s  promised  by Emerson in  t h e  v i d e o  p r e s e n t a t i o n
° Em erson ' s  v ideo  p r e s e n t a t i o n  g i v e s  t h e  r a t i o n a l e  f o r  t h i s  o u t l i n e
° Emerson r e q u i r e s  an immediate  r e s p o n s e
° Emerson i s  a s e n i o r  V.P.  a t  Muse who i s  r e s p o n s i b l e . f o r  e v e r y t h i n g  but

t h e  e d i t i n g  f u n c t i o n  
° Emerson a t t a c h e s  a p o s t - i t  no t e  t o  t h e  o u t l i n e  c l a i m i n g  t h a t  C.W. is

h i s  number one c h o ic e  f o r  t h e  p o s i t i o n  
° T h i s  i s  the  most c r i t i c a l  i t em in  t h e  i n - b a s k e t

(NOTE: T h i s  i tem i s  c r i t i c a l .  For  a  5 s c o r e ,  s e v e r a l  b e h a v i o r s  in  t h e  High
column must be d e m o n s t r a t e d ,  a s  w e l l  as  b e h a v i o r s  i n  t h e  Moderate  
column. A lso ,  i f  a p a r t i c i p a n t  f i r e s  Fa t  Ramirez  imm edia te ly ,  
a l t h o u g h  t h a t  might  seem t o  be a power s t a n c e  t o  r educ e  an a d v e r s a r y ,  
t h e  judges f e l t  t h i s  a c t  would be p o l i t i c a l l y  unwise in  the  Meret 
s i t u a t i o n . )
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Rating'Scale and Ind icators o f P o li tic a l Behavior

Low
1 2

F a ils  to influence or take 
action  to  influence o thers. 
R elies heavily on formal 
organizational s tru c tu res . 
Avoids competition and con
f l i c t .  F a ils  to  see or use 
power resources of one's s e lf  
or o thers. Does not promote 
s e l f - in te r e s ts  or solve issue 
a t hand.

0 Hedges; presents ou tline  as 
a d ra f t only, more d e ta ils  
to  come

0 Advocates l i t t l e  s tru c tu ra l 
change

0 S ta tes  th a t only Meret should 
report to  Emerson

Moderate
3

Takes action to  solve immedi
a te  issue demonstrating in f lu 
ence and desire  fo r power. 
E xhibits some p o li t ic a l  aware
ness and some range of p o l i t i 
c a l behaviors. Makes moder
a te , often negative, p o l i t ic a l  
assumptions. R elates items to  
each o ther. P roactive. More 
prescribed than d iscretionary  
actions.

0 Implements computer network 
based on C arlson 's memo

0 Aligns policy and procedures 
with Muse; moves finance 
under Muse V.P.

0 Plans to  meet d ire c tly  with 
Emerson

High
4 5

Goes beyond moderate levels of 
behaviors and ac tions. Exhibits 
high level of p o li t ic a l  awareness 
and a b il ity  to take appropriate 
action-. Promotes one's s e l f  or 
group's in te re s t .  Influences. 
Does not avoid co n flic t or com
p e titio n  with o thers. Displays 
ambition and desire  for power. 
A ttribu tes strong p o li t ic a l  
motives to  o thers.

0 Notes th a t a l l  three may have 
received note from Emerson, 
suspicious

0 Questions i f  Carlson or others 
" f i t  p o li tic a lly "

0 Sees need for macro view of 
Muse/Meret by a l l  personnel

0 Avoids competition over 
position  with J .D ., Pat

0 Avoids confrontation with 
o thers

0 Recommends someone e lse  to be 
coordinator; r e s i ts  the 
challenge of the new position

0 Sees note from Emerson as 
confidence bu ilder; no action

0 Suggests regrading, re ta in ing  
and in teg ra tion  of ce rta in  
positions in  adm inistration

0 Meets with Meret actn in istra- 
tiv e  heads and Farley to  plan

0 Vents feelings and discusses 
ro les  with everyone to  build 
teamwork

0 Eliminates managerial ro les 
from Goodwin's s ta f f

0 Feels th a t informal reporting 
causes in te rn a l problems

0 Generates a memo from Emerson 
explaining changes; assumes 
fu l l  power

0 Assumes higher leve l than 
Goodwin's o rig in a l position ; 
widens re sp o n s ib ilitie s  of C.W.

0 Gives added re sp o n s ib ili tie s  
to J.D. and Pat; gives equal s ta f f  
numbers to them

0 Meets with J.D. and Pat to discuss 
restructu ring  and teamwork; form 
a llian ce  with Pat and legal, 
department

0 Gives d irec tion  to  J .D ., Pat 
based on reviews

0 Assumes ro le  as coordinator; 
moderate power displayed

0 Believes p o s t - i t  note means 
"He's in  a position  to make 
i t  happen for me"

0 Suggests Pat may be an 
undesirable employee

0 Highlights own streng ths and 
o thers ' weaknesses; trade o ff 
tasks to J.D. for C.W. support

0 Needs to know who supports what 
decision; "get them in to  my camp"; 
manipulate levels as you rise

0 Conceal fact th a t C.W. has in siae  
PR on J.D. and P.R.

0 Plans to work closely with 
Coventry to keep track of opera
tio n a l needs

F  .
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#3 Letter of Resignation —  This is a full letter from Goodwin that
expresses his reasons for retiring early and his confidence in the 
three managers. Goodwin includes several important strategic planning 
facts in the letter.

Considerations
Goodwin expresses confidence in each of the three managers 
Goodwin indicates Meret's.culture: family atmosphere and love of books
Goodwin sees Muse as a large bureaucratic structure 
Goodwin announces staff increase to 425
Goodwin announces Coventry Meret's new reporting relationship to Sr. 
V.P. at Muse
Meret will receive capital and building monies 
Meret's financial system will conform to Muse's

Rating Scale and Indicators o f P o li tic a l Behavior

Low
1

Moderate
3

High

F a ils  to  influence or take 
action to  influence o thers. 
R elies heavily on formal 
organizational s tru c tu res . 
Avoids competition and con
f l i c t .  F a ils  to  see or use 
power resources o f one 's s e lf  
or o thers. Does not promote 
s e l f - in te r e s ts  or solve issue 
a t hand.

Takes action to  solve immedi
a te  issue demonstrating in f lu 
ence and desire  for power. 
Exhibits some p o li t ic a l  aware
ness and some range of p o l i t i 
c a l behaviors. Makes moder
a te , often negative, p o li t ic a l  
assumptions. R elates items to  
each o ther. P roactive. More 
prescribed than d iscretionary  
actions.

Goes beyond moderate levels of 
behavior and ac tions. Exhibits 
high leve l of p o l i t ic a l  awareness 
and a b il i ty  to take appropriate 
action . Promotes one's s e l f  or 
group's in te re s t .  Influences. 
Does not avoid co n flic t or com
p e titio n  with o thers. Displays 
ambition and desire  for power. 
A ttribu tes strong p o li t ic a l  
motives to  o thers.

0 Does not respond to le t te r

0 Responds positive ly  to 
information but takes no 
ac tion ; received overall 
fee l for s itu a tio n

0 Sees need for more informa
tion  before fu lly  develop
ing plans

0 Focuses on one item of 
information only

0 Holds information u n ti l  
organizational s tru c tu re  is  
complete

0 Issues memo to  s t a f f  because 
of e ffec t Goodwin's announce
ment w ill have on them

0 Uses information in  le t te r  
for other items, especially  
ou tline  for Emerson

0 Writes l e t t e r  o f appreciation 
to  Goodwin; takes action on 
items

0 Delegates payrol and re c ru it
ment tasks to  s ta f f

0 Thinks C.W. may be Goodwin's 
h e ir  apparent

0 Arranged retirem ent lunch or 
dinner and ex it interview for 
Goodwin; family cu ltu re  re in 
forced; future networking 
insured

0 Explores reasons for retirem ent; 
expresses concern th a t Goodwin 
i s  avoiding corporate b a tt le s  by 
re tir in g

Q Shares s tra teg ic  planning in fo r
mation with Evans and Carlson

0 Sees p o li t ic a l  maneuvering and 
ego involvement

0 Saw clues as to how to move 
up the "ladder"

0 Saw need to  use the same 
information as other 
managers had
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It4 Computer Senior Editor's Memo —  This memo supports Wallace's interest
in a personnel software system. It also praises Wallace for the admin
istrative improvements that have been made.

Considerations 
° Carlson is a senior editor at Meret
° Wallace solicited opinions from Carlson on the software system
° Carlson shows strong support for what C.W. has done at Meret
° Carlson shows interest in alliance about teleconferencing and network

ing to St. Louis
° Article on computer software relates to C.W.'s performance review goal

of computerizing personnel system 
0 Computer publications are a chief growth area for Meret

Rating Scale and Indicators o f P o li tic a l Behavior

Low Moderate
i 2 3

F a ils  to  influence or take 
action to  influence o thers. 
Relies heavily on formal 
o rganizational s tru c tu re s . 
Avoids competition and con
f l i c t .  F a ils  to  see or use 
proven resources of one 's s e l f  
or o thers. Does not promote 
s e l f - in te r e s ts  or solve issue 
a t  hand.

Takes action to  solve immedi
a te  issue demonstrating in f lu 
ence and desire  fo r power. 
Exhibits some p o li t ic a l  aware
ness and some range o f p o l i t i 
ca l behaviors. Makes moder
a te , often  negative, p o l i t ic a l  
assumptions. R elates items to  
each o ther. P roactive. More 
prescribed than d iscretionary  
actions.

High
5

Goes beyond moderate lev e ls  of 
behaviors and ac tions. Exhibits 
high leve l o f p o li t ic a l  awareness 
and a b il i ty  to  take appropriate 
action . Promotes one's s e l f  or 
group's in te re s t .  Influences. 
Does not avoid c o n flic t or com
p e ti tio n  with o thers. Displays 
ambition and desire  for power. 
A ttribu tes strong p o li t ic a l  
motives to  o thers.

0 Writes memo to  Carlson about 
Muse's requirements; misses 
point en tire ly

0 Defers to  J.D. fo r review; 
unsure of who Carlson is

0 Focuses on educational worth 
of Comshare course

0 Wants more inform ation; se ts  
aside; no response

0 Expresses concern about work/ 
information from someone in 
another department

0 Further action  and research 
on Comshare; desire  to  match 
with Muse's system

0 Ask Carlson fo r names of 
people to  be tra ined

0 Wants Farley to  see m aterials

0 S o lic its  information on 
e lec tron ic  mail

0 Assumes Carlson to  be 
"kissing up1'

0 Thinks C.W. has "something 
going" with th is  manager; 
fee ls  h is  information could 
be an asset

0 Arranges lunch with Carlson to 
"check him out"

0 Inv ites  represen tatives from Muse 
to  discuss automated system

0 Uses information in  ou tline  for 
Emerson

0 Saw memo as information for favor 
exchanges from th is  department

0 Sees Carlson as important figure 
in fu ture  organization changes; 
builds co a litio n  with him and 
e d ito r ia l group

0 Arranges meeting with Carlson and 
others to  discuss e lec tron ic  mail 
and networking/datalinking

0 C.W. sees s e lf  as ahead of J.D. 
and Pat because of the contact 
with Carlson and h is  position
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i 5 Telephone message from Bruce Farley —  This is a brief message request
ing a conversation with C.W. about J.D. taking Goodwin's place

Cons iderat ions

° . Farley is a member of Pat's staff
° Farley is confiding his concern about rumor with C.W.
0 Rumor indicates Emerson's request has been spoken about by either J.D.

or Pat
9 J.D. is seen as rigid, not a communicator
° Farley, as data processing supervisor, controls information flow in

Meret

Ratinq Scale and Ind icators of P o li t ic a l  Behavior

Low
1 2

F a ils  to  influence or take 
action  to  influence o thers. 
R elies heavily on formal 
organizational s tru c tu re s . 
Avoids competition and con
f l i c t .  F a ils  to  see or use 
power resources o f one 's s e l f  
or o thers. Does not promote 
s e l f - in te r e s ts  o r solve issues 
a t  hand.

0 Sees message as unimportant

0 Ignores because Farley is  
outside chain of command or 
a t  a lower rank

0 Plans to get back to  him; 
acknowledges message

0 Takes no action

0 Puts Farley o ff  u n ti l  a l l  
changes are in  e ffec t

0 Ignores information regard
ing J .O .; does not re la te  
to performance review

Moderate
3

Takes action  to  solve immedi
a te  issue demonstrating in f lu 
ence and d esire  fo r power. 
Exhibits some p o li t ic a l  aware
ness and some range o f p o l i t i 
ca l behaviors. Makes moder
a te , often negative, p o li t ic a l  
assumptions. R elates items to  
each o ther. P roactive. More 
prescribed thaq d iscre tionary  
ac tions.

0 Views F a rley 's  message as 
support fo r s e l f  (C.W.)

0 Plans to  c a ll  Farley so th a t 
Farley can vent concerns;
C.W. to  assess s itu a tio n

0 Plans to  comment on F a rley 's  
concerns; plans to "set 
Farley s tra ig h t" ; gives fac ts  
as they are

0 Feels message was "bad 
p o li tic s "  — wants to  know 
more about what i s  going on 
p o li t ic a lly

0 Keeps neu tra l with B.F. so 
as not to  fuel any more 
rumors; withholds informa
tion  from him

0 Reassures B.F. th a t he w ill 
be with P .R ., not J.D.

High
A • 5

Goes beyond moderate lev e ls  of 
behavior and ac tions. Exhibits 
high lev e l o f p o l i t ic a l  awareness 
and a b i l i ty  to  take appropriate 
ac tion . Promotes one 's s e l f  or 
group’s in te re s t .  Influences.
Does not avoid c o n flic t or com
p e ti tio n  with o thers. Displays 
ambition and desire  for power. 
A ttribu tes strong p o li t ic a l  
motives to  o thers.

0 Seeks to  gain information on 
J .D .; sees Farley as source of 
information on problems

0 Uses information to  reinforce 
negatives about J .D ., Pat

° Requests advice from Farley 
desp ite  fac t he i s  a t a lower 
level

0 R elates F arley ’s ro le  to  Com
share and e lec tro n ic  m ail; sees 
him as a gatekeeper

0 Assumes p o li t ic a l  motives to 
Farley , e .g . ,  he wants P.R. pro
moted so B.F. would move up; or
B.F. i s  sabotaging J.D . for P.R.

0 r e l t  th a t P.R. had talked to B .r . 
to put idea of rumor in  B .F .'s  
mind to  fee l out the thinking 
process th a t was taking place

r  •'
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#6 Telephone Message from Pat Ramirez —  This call requests support from
C.W. in Pat's role to coordinate the administrative functions at Meret. 
Pat implies favors owed to her.

Cons iderat ions

° Pat is manager of the legal department, an attorney
0 . Pat implies favors owed to her by C.W.
° Pat wants backing for the positirn
° Pat presents her case on seniority and legal background
° Performance review on Pat indicates her rivalry stance with others

Rating Scale and Indicators o f P o li t ic a l  Behavior

Low
1 2

F ails  to  influence or take 
action to  influence o thers. 
Relies heavily on formal 
organizational s tru c tu re s . 
Avoids competition and con
f l i c t .  F a ils  to  see or use 
power resources of one’s s e l f  
or o thers. Ooes not promote 
se lf - in te re s ts  or solve issue 
a t  hand.

Moderate
3

Takes action to  solve immedi
a te  issue demonstrating in f lu 
ence and desire  for power. 
Exhibits some p o li t ic a l  aware
ness and some range o f p o l i t i 
c a l behaviors. Makes moder
a te , often negative, p o l i t i c a l  
assunptions. Relates items to  
each other. P roactive. More 
prescribed than d iscretionary  
actions.

High
A 5

Goes beyond moderate levels of 
behaviors and ac tions. Exhibits 
high level of p o li t ic a l  awareness 
and a b il i ty  to take appropriate 
a c tion . Promotes one's s e lf  or 
group 's in te re s t . Influences. 
Does not avoid co n flic t or com
p e titio n  with o thers. Displays 
ambition and desire  for power. 
A ttribu tes strong p o li t ic a l  
motives to  o thers.

0 No response

0 Avoids any confrontation 
with Pat

0 Ignores favors owed 
statement

0 Sees request fo r support as 
a weakness, " i f  you c a n 't  
make i t  on your own m erits 
and have to go begging, hat 
in  hand.. ."

0 Appeals to o b jec tiv ity  and 
professionalism  to  handle 
th is

0 Refuses to make decisions 
based on tradeoffs

0 Relates message to P a t 's  
performance review

0 Plans to meet to  preserve 
long-range re la tionsh ip

0 Sees Pat as p o ten tia l obstruc
tion ; m istrusts her; refuses 
support; she may qu it

0 Feels message i s  controver
s ia l  and seeks to  explore 
P a t 's  ideas

0 Seeks to  explore "favors 
owed" comment; resen ts  i t

° Meet with P.R .; focus on 
positive  to  avoid figh t

0 Feels owing P.R. favor is  
something to  consider 
depending on re la tionsh ip  
of mentor or peer

0 Inv ites Pat to lunch to discuss 
th e ir  bids for position ; w illing  
to  compete

° Offers Pat compromise on other 
s i tu a tio n s  that might a r ise ; give 
her more re sp o n s ib ilitie s  as favor

0 Shares information with Pat as a 
peer; negotiates; convinces

° Uses message to build  negative 
case vs. Pat ; refuses support;

0 Requests give and take of support, 
defines positions, lays cards on 
tab le

0 Sees Pat as peer and important 
a lly

¥
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HI Performance Reviews —  Reviews for J.D., Pat and Chris are in a sealed
envelope to C.W. marked: "Confidential for the files from C. Goodwin".
Each review indicates excellent contributions by the three managers.

Considerations

0 C.W. is the reviewer's signature
0 Reviews are dated 2/3/86 before the merger article
0 Each manager has growth areas to address 
0 Pat Ramirez

A 10 years service; staff of five
A Excellent track record in courts, translation rights and export areas
A Several critical growth areas to attend to 
A Denies problem areas

J. D. Ulrich

A S years service; staff of seven
A Excellent merger work
A Excellent efficiency with day to day
A Needs interpersonal help from C.W.

8 C. Wallace

A 3lj years service; staff of three
A Streamlined administration
A Macro perspective
A Knows all stakeholder groups, both within and without Meret 
A Needs budget help
A Poor typist

F ;
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Rating Scale and Indicators o f P o li t ic a l  Behavior

Low
1 2

F a ils  to  influence or take 
action to influence o thers . 
Relies heavily on formal 
organizational s tru c tu re s . 
Avoids competition and con
f l i c t .  F a ils  to  see o r use 
power resources o f  one's s e l f  
or o thers. Ooes not promote 
s e lf - in te re s ts  or solve issue 
a t  hand.

Moderate
3

Takes action to  solve irrmedi- 
a te  issue demonstrating in f lu 
ence and desire  for power. 
Exhibits some p o li t ic a l  aware
ness and some rante o f p o l i t i 
ca l behaviors. Makes moder
a te , often negative, p o li t ic a l  
assumptions. Relates items to  
each other. Proactive. More 
prescribed than d iscretionary  
actions.

High
4 S

Goes beyond moderate levels of 
behavior and actions. Exhibits 
high level of p o li t ic a l  awareness 
and a b il ity  to  take appropriate 
ac tion . Promotes one’s s e l f  or 
group's in te re s t . Influences. 
Ooes not avoid co n flic t or com
p e titio n  with o thers. Displays 
ambition and desire for power. 
A ttribu tes strong p o li t ic a l  
motives to others.

0 Refuses to  use any o f th is  
information, e ith e r  positiv e  
or negative, or both

0 Moderate use only as back
ground information to  
strengthen C.W.'s stand

0 Expresses suspicion about 
receiving reviews; were they 
a "hidden agenda" from 
Emerson, i . e . ,  use to  make a 
stronger case for C.W.'s new 
position

0 Takes time to  assess strengths 
and weaknesses of each; 
strengthens C.W.'s position

0 Conceals tha t C.W. has informa
tio n , but uses i t  to  cover s e l f  
and for own purposes

° Sees information as helpful 
to  a p o li tic a l awareness

0 Attempts to confront Pat about 
managerial s ty le  expecting Pat 
might qu it

0 Would forward C.W.’s review to  ° Uses a l l  information to  s e l l  
Emerson, withhold o thers s e lf ;  focus on weakness of J .Q .,

Pat

r  -
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Dimensions

1. S e l f - i n t e r e s t ,  Power: a m b i t ion  and d e s i r e  f o r  i n f l u e n c e ,  want ing

power (n power ) ,  t h e  power m o t iv e ,  independence,  dominance and 

s u p e r i o r i t y .

2. C o a l i t i o n  B u i l d i n g : a l l i a n c e s  and c o a l i t i o n  b u i l d i n g  w i th  o t h e r  

i n d i v i d u a l s  and u n i t s ,  d e v e lo p in g  and m a i n t a i n in g  a power b a s e .  

( Inde pe nde n t  o f  t h e  formal  s t r u c t u r e ,  c o a l i t i o n s  a r e  e x p l i c i t l y  

c r e a t e d  by t h e i r  members f o r  a s p e c i f i c  p u rp o se .  C o a l i t i o n s  must 

a c t  as  a g roup ,  e . g . ,  j o i n t l y  s i g n i n g  a memorandum.)

3. N e u t r a l i z i n g  O p p o s i t i o n : n e u t r a l i z i n g  or  d e s t r o y i n g  s t a k e 

h o l d e r s ,  e . g . ,  f i r i n g ,  i g n o r i n g ,  r e p r i s a l s ,  b l o c k i n g ,  a t t a c k i n g  or 

b laming  o t h e r s .  ( S c a p e g o a t in g  and blaming a r e  u s u a l l y  r e a c t i v e .  

P r o a c t i v e  a t t a c k i n g  i s  more p e r s o n a l  and i s  u s u a l l y  g e a re d  toward 

r e d u c i n g  c o m p e t i t i o n  w i th  a r i v a l . )

4 .  G a in ing  S u p p o r t : g a i n i n g  sup p o r t  from h i g h e r  l e v e l s ,  a l i g n i n g

w i th  powerfu l  o t h e r s ,  c l e a r i n g  t h e  inves tment  w i th  t h e  immediate 

b o s s ,  i n g r a t i a t i n g  o n e s e l f  w i th  one in a u t h o r i t y ,  p r a i s i n g ,  e s t a b 

l i s h i n g  good r a p p o r t  and t o u c h i n g  b a s e s .

5. Use o f  I n f o r m a t i o n : u s i n g  in fo r m a t io n  as  a p o l i t i c a l  t o o l ,  e . g . ,  

w i t h h o l d i n g ,  d i s t o r t i n g ,  u s in g  in fo r m a t io n  t o  overwhelm o t h e r s ,  

o u t r i g h t  l y in g  or  f a l s i f y i n g  in  some i n s t a n c e s ,  u s in g  s e l e c t i v e  

d i s c l o s u r e s  or  innuendo,  w h i s t l e b lo w in g  and overwhelming the  t a r 

g e t  w i th  d a t a  t o  obscu re  a p i e c e  o f  i n f o r m a t io n .
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6.  Us ing  R e s o u r c e s : u s in g  m a t e r i a l  and p h y s i c a l  r e s o u r c e s ,  a c c e s s i n g

i n f o r m a t i o n ,  s e c u r i n g  p e r s o n n e l  a s s i g n m e n t s ,  equipment or  space  as  

p o l i t i c a l  t o o l s .  A l s o ,  c o l l e c t i n g  d a t a ,  g a r n e r i n g  r e a l  o r  symbo

l i c  r e s o u r c e s  t o  sup p o r t  o n e ' s  p o s i t i o n .

7. Exchanging  F a v o r s : exchanging  f a v o r s ,  h o r s e  t r a d i n g ,  d e v e lo p i n g

q u id  p ro  quo d e a l s ,  making p a y o f f s  in  exchange f o r  s u p p o r t ,  and 

p e r f o r m i n g  s e r v i c e s  or  f av o r s  t o  c r e a t e  o b l i g a t i o n s .

8.  O u t s i d e  A c t i v i t y : t a l k i n g  w i th  a  c o u n t e r p a r t  from a n o t h e r  o r g a n i 

z a t i o n  o r  engag ing  in  o u t s i d e  p r o f e s s i o n a l  a c t i v i t y .

9. B a r g a i n i n g ,  Compromising: b a r g a i n i n g ,  n e g o t i a t i n g ,  comprom is ing,

u s u a l l y  w i th  r e g a r d  t o  i s s u e s  and p o l i c i e s .

10. Sense o f  O r g a n i z a t i o n : s t a k e h o l d e r  s e n s e / a n a l y s i s ,  u n d e r s t a n d i n g

o r g a n i z a t i o n a l  dynamics and t h e  macroview,  and knowing t h e  g a t e 

k e e p e r s  and power c e n t e r s .
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Sample Assesso r  Notes  on I tems
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MERET SIMULATIONS

I .  Tuesday,  J a n u a r y  21, 1986 

9:30  a .m.  -  1:00 p.m.

U n i v e r s i t y  o f  San Diego ,  Manches te r  Cen te r  

Room 206A

Lunch w i l l  be p r o v id e d .

Maps and p a rk i n g  t i c k e t s  a r e  a t t a c h e d

I I .  Monday, February  24, 1986 

5:00 -  8:00  p.m.

Main Conference  Room -  E n t e r  o f f  Main Lobby 

Supper w i l l  be p rov ide d
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ABSTRACT

As e d u c a t i o n a l  l e a d e r s ,  i t  i s  im p o r ta n t  t o  r e c o g n i z e  and u nde r 

s t a n d  th e  l e v e l s  and c o m p l e x i t i e s  o f  p o l i t i c a l  b e h a v i o r .  We must l e a r n  

t o  v a lu e  p o l i t i c a l  a c t i v i t y .  C o n s e que n t ly ,  t h e  o b j e c t i v e  o f  t h i s  r e 

s e a r c h  i s  t o  d e s ig n  an i n s t r u m e n t ,  in  t h e  i n - b a s k e t  s i m u l a t i o n  fo rm a t ,  

which measures  the  amount , t y p e  and o c c a s io n  o f  an i n d i v i d u a l ' s  p o l i t i 

c a l  b e h a v i o r .  F u r th e r m o r e ,  t h e  pos t  i n - b a s k e t  i n t e r v i e w  w i l l  examine 

i n d i v i d u a l s '  u n d e r l y i n g  r e a s o n s  fo r  a c t i n g  or  no t  a c t i n g  in  a p o l i t i c a l  

manner.  The in s t rum e n t  w i l l  t e s t  t h e  t h e o r i e s  abou t  p o l i t i c s  in  o r g a n -  

i z a t  i o n s .

The i n - b a s k e t ' s  c o n s t r u c t  i s  t h r e e f o l d :  a compos i te  d e f i n i t i o n  o f

p o l i t i c a l  b e h a v io r ;  a t ypo logy  o f  p o l i t i c a l  b e h a v i o r ;  and t h e  body o f  

s o c i a l  exchange t h e o r y  which in c lu d e s  power c o n s i d e r a t i o n s .  The r e 

s e a r c h e r  w i l l  c o l l e c t  c r i t i c a l  i n c i d e n t s  r e l a t e d  t o  p o l i t i c a l  b e h a v io r  

and draw upon c ase  s t u d i e s  t o  des ign  t h e  i n - b a s k e t .  Two p i l o t  groups 

w i l l  p a r t i c i p a t e  in  t h e  i n - b a s k e t  and g e n e r a t e  r e s p o n s e s  t o  e s t a b l i s h  a 

s c o r i n g  ke y .  Expe r t  judges  e x p e r i e n c e d  in  o r g a n i z a t i o n a l  p o l i t i c s  w i l l  

t h e n  o r g a n i z e  a b e h a v i o r a l l y  anchored s c o r i n g  key .  I n s t r u c t i o n s ,  the  

i n t e r v i e w  format .and a d m i n i s t r a t i o n  p ro c e d u r e s  w i l l  be s t a n d a r d i z e d .

In s h o r t ,  eve ry  e f f o r t  w i l l  be made t o  produce  a v a l i d  and r e l i a b l e  

i n s t r u m e n t  f o r  measuring and i n t e r p r e t i n g  p o l i t i c a l  b e h a v io r .
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U nders tand ing  I n d i v i d u a l  P o l i t i c a l  

Behav iors  in  O r g a n i z a t i o n s :

I n s t r u m e n t  Development and V a l i d a t i o n  

Sta tement  o f  t h e  I s s u e  

O r g a n i z a t i o n a l  p o l i t i c s  impacts  d e c i s i o n  making,  l e a d e r s h i p ,  implemen

t a t i o n ,  change and i n d i v i d u a l  e f f e c t i v e n e s s .  Although g e n e r a l l y  acknowl

edged as  a  r e a l i t y  o f  o r g a n i z a t i o n a l  l i f e ,  p o l i t i c a l  b e h a v io r  i s  l i t t l e  un

d e r s t o o d  and c e r t a i n l y  a h i g h l y  s e n s i t i v e  t o p i c  ( P o r t e r  A l len  & Angle ,

1981). S c h o l a r l y  l i t e r a t u r e  d e c r i e s  t h e  p a u c i t y  o f  e m p i r i c a l  r e s e a r c h  in  

o r g a n i z a t i o n a l  p o l i t i c s  ( F a r r e l l  & P e t e r s o n ,  1983; F r o s t  & Hayes ,  1979; 

Madison,  A l l e n ,  P o r t e r ,  Renwick & Mayes,  1980; P o r t e r  e t  a l . ,  1981).

A s t r o n g  t h e o r e t i c a l  and e m p i r i c a l  base  i s  r e q u i r e d  from t h e  n o n t r a d i -  

t i o n a l  a pp roa c he s  t o  o r g a n i z a t i o n s .  A l t e r n a t e  pa rad igm s ,  l i k e  t h e  p o l i t i c a l  

one ,  can e x p l a i n  and a s s i s t  o r g a n i z a t i o n s  in  ways t h e  dominant  r a t i o n a l  

approach c a n n o t .  The r a t i o n a l  model emphas izes  l o g i c ,  o r d e r  and g o a l -  

d i r e c t e d  b e h a v io r  t h a t  i s  p r e d i c t a b l e .  S inc e  i t s  e x p l i c a t i o n  by Weber, 

Tay lo r  and F a y o l ,  t h i s  approach  t o  o r g a n i z a t i o n a l  l i f e  has  been so p e r v a s i v e  

t h a t  o t h e r  models  need th e  s l i n g  and c ou rage  o f  a David t o  d e f e a t  t h e  

G o l i a t h .  But a c t u a l l y ,  d e f e a t  i s  not  t h e  pu rp o se ;  c o m p l im e n ta r i t y  i s .

For  s e v e r a l  r e a s o n s ,  i t  i s  im p o r ta n t  t h a t  e d u c a t i o n a l  l e a d e r s  r e c o g n i z e  

and u n d e r s t a n d  th e  l e v e l s  and c o m p l e x i t i e s  o f  p o l i t i c a l  b e h a v i o r .  For  exam

p l e ,  i n  t o d a y ' s  g l o b a l  s o c i e t y ,  t h e  c r o s s - c u l t u r a l  n a t u r e  o f  p o l i t i c a l  be 

h a v i o r  must be r e c o g n iz e d  ( D e x te r ,  1976; F r o s t  & Hayes,  1979). A l s o ,  new 

l e a d e r s h i p  t h e o r i e s  demand p o l i t i c a l  s k i l l s  o f  l e a d e r s  (B urns ,  1978; Hickman

- 6 -
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& S i l v a ,  1984; Lindblom, 1980), and h o l i s t i c  views o f  po l icymaking  and im

p l e m e n t a t i o n  g i v e  s i g n i f i c a n t  we igh t  t o  p o l i t i c a l  b e ha v io r  ( A l l i s o n ,  1971). 

Tushman o f f e r e d ,  "As o r g a n i z a t i o n s  become more complex i n t e r n a l l y  and as t h e  

change r a t e  o f  t e c h n i c a l  and economic e nv i ronm en ts  i n c r e a s e s ,  t h e  i n t e r n a l  

dynamics o f  o r g a n i z a t i o n s  must be u n d e r s t o o d .  The importance  o f  a p o l i t i c a l  

p e r s p e c t i v e  i s  t h e n  a c c e n t u a t e d "  (1977 ,  p .  21 4 ) .  The r equ i r em e n t  f o r  p o l i 

t i c a l  savvy i s  s t r o n g e r  than  eve r  b e f o r e .

The o b j e c t i v e  o f  t h i s  r e s e a r c h  i s  t o  d e s ig n  an in s t ru m e n t  t h a t  w i l l  e x 

p l o r e  p o l i t i c a l  b e h a v i o r s .  Thi s  i n s t r u m e n t  w i l l  be deve loped ,  v a l i d a t e d ,  

t e s t e d  and examined fo r  r e l i a b i l i t y .  I t  w i l l  c o n t r i b u t e  t o  t h e  v e ry  s c a r c e ,  

i f  not  empty, poo l  o f  o r g a n i z a t i o n a l  p o l i t i c a l  b e h a v io r  a s se s s m e n t s  and i t  

w i l l  f a c i l i t a t e  q u a n t i t a t i v e  and q u a l i t a t i v e  r e s e a r c h .

An u n s t r u c t u r e d  s i t u a t i o n a l  t e s t  in  t h e  i n - b a s k e t  format w i l l  be t o  

s i m u l a t e  a dilemma t h a t  may or  may not  evoke p o l i t i c a l  b e h a v io r  f rom th e  

p a r t i c i p a n t s .  I t s  purpose i s  t o  q u a n t i f y ,  d e s c r i b e  and u n d e r s t a n d  i n d i v i 

d u a l s '  p o l i t i c a l  b e h a v io r  in  o r g a n i z a t i o n s .  As a s i m u l a t i o n ,  i t  w i l l  p r e 

d i c t  a p e r s o n ' s  a b i l i t y  t o  p a r t i c i p a t e  in  p o l i t i c a l  a c t i v i t y  b e c a u s e ,  as 

F r e d e r i k s e n  s t a t e d ,  the  i n - b a s k e t  " p r o v i d e s  an o p p o r t u n i t y  f o r  t h e  examinee 

t o  d i s p l a y  s p o n ta n e o u s ly  c e r t a i n  r e s p o n s e  t e n d e n c i e s  which compr ise  a p a r t  

o f  h i s  ' p e r s o n a l i t y ' "  (1966,  p .  107). The i n - b a s k e t  format  s e r v e s  a l l  t he  

r e q u i r e m e n ts  o f  t h i s  r e s e a r c h .

The i n - b a s k e t  w i l l  comprise  10-12 i t e m s :  memos, l e t t e r s ,  t a p e d  t e l e 

phone c o n v e r s a t i o n s ,  f i n a n c i a l  s t a t e m e n t s ,  i n v o l v e s ,  d r a f t s  o f  p o l i c i e s ,  and 

a s h o r t  v i d e o t a p e d  m ee t ing .  These i tems w i l l  be des ig ned  and i n t e g r a t e d

- 7 -
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based  on c r i t i c a l  i n c i d e n t s  o f  upper  management and t h e  l i t e r a t u r e  on power 

and p o l i t i c s .  From t h e  r esponse  o f  two p i l o t  groups  o f  15 pe op le  each who 

w i l l  t a k e  t h e  i n - b a s k e t ,  e x p e r t  judges  w i l l  deve lop  a s c o r i n g  key o f  behav

i o r a l  a n c h o r s .  The judges  w i l l  a l s o  i d e n t i f y  t h e  c o n s i d e r a t i o n s  im por ta n t  

t o  each i n - b a s k e t  i tem and weight  t h e  i t em s  a c c o r d in g  t o  p r i o r i t y  and 

o r g a n i z a t i o n a l  impac t .

In  a d d i t i o n ,  a m u l t i p l e - c h o i c e  form t o  be used  as a p o s t - t e s t  w i l l  be 

c o n s t r u c t e d .  Known as  t h e  a c t i o n  r e p o r t  form (Kesselman,  Lopez & Lopez,

1982) , t h i s  i n s t r u m e n t  and a  s e m i s t r u c t u r e d  i n t e r v i e w  w i l l  a l l o w  t r i a n g u l a 

t i o n  o f  a l l  d a t a  c o l l e c t e d  (Guba & L i n c o l n ,  1981).

C o n s t r u c t  v a l i d i t y  o f  t h e  i n - b a s k e t  w i l l  d e r i v e  from t h r e e  t h e o r e t i c a l  

b a s e s :  a c l e a r  d e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r  as summarized by P o r t e r  e t

a l . ( 1 9 8 1 ) ,  an e x c e l l e n t  typo logy  o f  p o l i t i c a l  b e h a v io r s  r e c e n t l y  formed by 

F a r r e l l  & P e t e r s o n  ( 1 9 8 2 ) ,  and t h e  body o f  s o c i a l  exchange t h e o r y  which i n 

c lu d e s  power c o n s i d e r a t i o n s .  Conten t  v a l i d i t y  w i l l  be founded upon c a r e f u l  

c o n s t r u c t i o n  o f  i n c i d e n t s ,  m a t e r i a l s  and t h e  s c o r i n g  key.  P r e d i c t i v e  and 

c o n c u r r e n t  v a l i d i t y  can only  be a c h ie v e d  th rough  t ime and s im u l ta n e o u s  t e s t 

i n g ,  r e s p e c t i v e l y ,  and a r e  i n h e r e n t  l i m i t a t i o n s  o f  i n s t rum e n t  development  a t  

i t s  o r i g i n s .  R e l i a b i l i t y  w i l l  be checked  th rough  numerous p ro c e d u re s  such 

as i n t e r r a t e r  c o r r e l a t i o n  and s t a n d a r d i z e d  a s s e s s o r  t r a i n i n g .

A few y e a r s  ago ,  P o r t e r  e t  a l .  (1981)  remarked t h a t  t h e  s tu d y  o f  o rgan 

i z a t i o n a l  p o l i t i c s  was in  i t s  i n f a n c y .  Of the  s e v e r a l  f a c t o r s  t h a t  compr ise  

t h e  a c t i v i t y  o f  o r g a n i z a t i o n a l  p o l i t i c s ,  t h e  b e l i e f  sys tem, m o t i v e s ,  and 

p e r s o n a l  c h a r a c t e r i s t i c s  o f  t h e  p o l i t i c a l  a c t o r  a r e  indeed  c r i t i c a l .  The

— d  -
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q u e s t i o n s  a r i s e :  Who i s  t h e  p o l i t i c a l  a c t o r ?  Who has  t h e  p r o p e n s i t y  t o  en

gage in  p o l i t i c a l  b ehav io r?  When? Why? Are some f a c t o r s  more im por tan t  

t han  o t h e r s ?  Not only a r e  t h e  answers  t o  t h e s e  q u e s t i o n s  u n d e rp inn ings  t o  

r e s e a r c h  on p o l i t i c a l  b e h a v io r  i n  o r g a n i z a t i o n s ,  but  a l s o ,  t h e  answers  may 

s e rv e  as a h u e r i s t i c  de v ic e  a i d i n g  th e  u n d e r s t a n d in g  o f  p o l i t i c a l  l e a d e r s h i p  

and th e  p o l i t i c a l  e d u c a t io n  o f  o r g a n i z a t i o n a l  members. The p o s t  i n - b a s k e t  

i n t e r v i e w s  o f  t h e  p a r t i c i p a n t s  w i l l  y i e l d  r i c h  q u a l i t a t i v e  d a t a  a d d re s s in g  

t h e s e  q u e s t i o n s .

The e n t i r e  p r o c e s s  o f  t h e  development  and v a l i d a t i o n  o f  t h e  i n - b a s k e t  

w i l l  be r i c h  in  suppo r t  o f  t h e  t h e o r y  o f  p o l i t i c a l  b e h a v io r  i n  o r g a n i z a 

t i o n s .  The key i n d i v i d u a l s  who w i l l  be asked  to  s o l i c i t  p a r t i c i p a n t s  w i l l  

have t h e i r  own u n d e r s t a n d in g  o f  p o l i t i c a l  b e h a v i o r s .  The a s s e s s o r s  w i l l  im

prove t h e i r  u n d e r s t a n d in g  o f  t h e  i s s u e  t h rough  the  t r a i n i n g ,  t h e  i n t e r v i e w 

in g ,  and the  s c o r i n g  o f  m a t e r i a l s .  The s u b j e c t s  them se lv es  w i l l  upgrade 

t h e i r  l e v e l  o f  p o l i t i c a l  awareness  and ,  i n  t u r n ,  expand t h e i r  r e p e r t o i r i e s  

o f  p o l i t i c a l  t a c t i c s .  A l l  o f  t h e s e  seconda ry  outcomes o f  in s t rum e n t  d e v e l 

opment w i l l  be r e p o r t e d  in  the  f i n d i n g s  o f  t h e  r e s e a r c h .

The r e s e a r c h  e f f o r t  shou ld  c o n t r i b u t e  t o  the  development  o f  f u tu r e  

l e a d e r s ,  t o  t h e  f u t u r e  o f  r e s e a r c h  about  p o l i t i c a l  a c t i v i t y  in  o r g a n i z a 

t i o n s ,  t o  the  h i s t o r y  and s tudy  o f  t h e  i n - b a s k e t  as  an i n s t ru m e n t  o f  g r e a t  

p o t e n t i a l  and a d a p t a b i l i t y ,  and t o  i n d i v i d u a l  p o l i t i c a l  as sessment  on many 

l e v e l s .

_9_
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ROLE OF STUDENT ASSESSORS 

S tuden t  a s s e s s o r s  a s s i s t  i n  i n t e r v i e w i n g  t h e  I n -B a s k e t  p a r t i c i 

p a n t s ,  w r i t i n g  a summary o f  t h e  i n t e r v i e w ,  r e c o r d i n g  b e h a v i o r a l  r e 

s p o n s e s ,  marking  t h e  Ac t io n  Report  Forms a n d ,  i n  some c a s e s ,  marking 

t h e  I n - B a s k e t s .

I t  i s  im p o r ta n t  fo r  t h e  s t u d e n t  a s s e s s o r s  t o  be o b j e c t i v e ,  neu

t r a l ,  and h i g h l y  c o n f i d e n t i a l  w i th  t h e  d a t a .

- 1 0 -
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APA PERFORMANCE STANDARDS FOR ASSESSORS

a .  The a b i l i t y  t o  r e c o g n i z e ,  o b s e r v e ,  and r e p o r t  t h e  b e h a v io r s  mea

s u re d  i n  t h e  c e n t e r .

b .  The a b i l i t y  t o  c l a s s i f y  b e h a v io r s  i n t o  t h e  a p p r o p r i a t e  b e h a v io r  or  

s k i l l .

Some measurement  i s  needed i n d i c a t i n g  t h a t  t h e  i n d i v i d u a l  be ing  

t r a i n e d  has  t h e  c a p a b i l i t y  o f  f u n c t i o n i n g  as  an a s s e s s o r .  The a c t u a l  

measurement  o f  a s s e s s o r  pe rfo rmance  may v a r y  and c o u ld  i n c l u d e  d a t a  in  

t e rm s  o f  (1 )  r a t i n g  pe r fo rm ance ,  (2 )  c r i t i q u e s  o f  a s s e s s o r  r e p o r t s ,  (3 )  

o b s e r v a t i o n  as  an e v a l u a t o r ,  e t c .  I t  i s  im p o r ta n t  t h a t  a s s e s s o r  p e r 

formance i s  e v a l u a t e d  t o  e n su re  t h a t  i n d i v i d u a l s  a r e  s u f f i c i e n t l y  

t r a i n e d  t o  f u n c t i o n  as  a s s e s s o r s ,  p r i o r  t o  t h e i r  a c t u a l  d u t i e s ,  and 

t h a t  such pe rfo rmance  i s  p e r i o d i c a l l y  m o n i to re d  t o  i n s u r e  t h a t  s k i l l s  

l e a r n e d  in  t r a i n i n g  a r e  a p p l i e d .

Each o r g a n i z a t i o n  shou ld  p r e p a r e  t o  d e m o n s t r a t e  t h a t  i t s  a s s e s s o r s  

can  meet minimal  perfo rmance  s t a n d a r d s .  T h i s  may r e q u i r e  t h e  d e v e lo p 

ment o f  a d d i t i o n a l  t r a i n i n g  or  a n o th e r  a c t i o n  f o r  a s s e s s o r s  not  m ee t ing  

t h e s e  pe rfo rmance  s t a n d a r d s .

- 11-
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CONFIDENTIALITY

Numbers w i l l  be a s s i g n e d  t o  each In -B aske t  p a r t i c i p a n t  f o r  a l l  

d a t a  c o l l e c t i o n  p u r p o s e s .  Only t h e  r e s e a r c h  l e a d e r  w i l l  have a c c e s s  t o  

th e  names/number key .  S tuden t  a s s e s s o r s  a re  r e q u i r e d  t o  s ig n  an e t h i 

c a l  s t a t e m e n t  about  c o n f i d e n t i a l i t y .

- 12-
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ETHICAL STATEMENT 

( f o r  A s s e s s o r s )

I  a g re e  t o  t h e  p r o f e s s i o n a l  s t a n d a r d s  o u t l i n e d  by APA G u i d e l i n e s  

f o r  t h i s  r e s e a r c h  p r o j e c t  and I  p romise  t o  m a i n t a i n  c o n f i d e n t i a l i t y  r e 

g a r d i n g  t h e  d a t a  c o l l e c t i o n  and i n t e r v i e w s  t h a t  I  c onduc t .

(S ig ned)

(Date )

- 1 3 -
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INTERRATER RELIABILITY CHECKS 

Two a s s e s s o r s  w i l l  be a s s i g n e d  t o  i n t e r v i e w  one p a r t i c i p a n t .  For 

r e l i a b i l i t y  p u r p o s e s ,  bo th  a s s e s s o r s  must a g re e  on t h e  i n t e r v i e w  con

t e n t .  Both a s s e s s o r s  w i l l  s ig n  th e  i n t e r v i e w  summary s h e e t .

Two a s s e s s o r s  w i l l  mark 15 I n -B a s k e t s  s e p a r a t e l y  and a s t a t i s t i c a l  

t e s t  t o  a s c e r t a i n  c o r r e l a t i o n  o f  s c o r e s  w i l l  be conduc ted .

- 1 4 -
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DEFINITION OF ORGANIZATIONAL POLITICAL BEHAVIOR

1. S o c i a l  i n f l u e n c e  a t t e m p t s  which can be o b l i g a t i o n s  and r e s o u r c e  

exchange;

2. Tha t  a r e  d i s c r e t i o n a r y  ( i . e . ,  t h a t  a r e  o u t s i d e  t h e  b e h a v i o r a l  

zones p r e s c r i b e d  or  p r o h i b i t e d  by th e  formal  o r g a n i z a t i o n ) ;

3. Tha t  a r e  i n te n d e d  ( d e s i g n e d )  t o  promote or  p r o t e c t  t h e  s e l f -  

i n t e r e s t s  o f  i n d i v i d u a l s  o r  groups  ( u n i t s ) ;  and

4 .  Tha t  t h r e a t e n  t h e  s e l f - i n t e r e s t s  o f  o t h e r s  ( i n d i v i d u a l s ,  u n i t s ) .
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DIMENSIONS

1. Advoca t ing  own s e l f - i n t e r e s t  o r  i n t e r e s t  o f  o n e ’ s g ro u p /d e p a r tm e n t
and a t  t h e  same t ime a c h i e v i n g  o r g a n i z a t i o n a l  g o a l s .  Ambit ion and
d e s i r e  f o r  i n f l u e n c e  and power (n  power ) ,  w an t in g  power.

2.  C o a l i t i o n s ,  b u i l d i n g  a l l i a n c e s  w i th  o t h e r  i n d i v i d u a l s  and u n i t s ,  
d e v e lo p i n g  and m a i n t a i n i n g  a power b a s e .

3. N e u t r a l i z i n g  or  d e s t r o y i n g  s t a k e h o l d e r s ,  e . g . ,  f i r i n g ,  i g n o r i n g ,  
r e p r i s a l s .

4 .  G a in in g  sup p o r t  from h i g h e r  l e v e l s ,  a l i g n i n g  w i th  pow er fu l  o t h e r s .  
C l e a r i n g  t h e  inves tm en t  w i th  t h e  immediate b o s s .

5 .  W i th ho ld ing  i n f o r m a t i o n .

- 1 6 -
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6. Using m a t e r i a l  and p h y s i c a l  r e s o u r c e s ,  a c c e s s  t o  i n f o r m a t i o n ,  
s e c u r i n g  p e r s o n n e l ,  equipment  o r  s p a c e .

7. Exchanging f a v o r s ,  h o r s e  t r a d i n g ,  p a y o f f s  in  exchange o f  s u p p o r t .

8. T a lk  w i th  c o u n t e r p a r t  from a n o th e r  o r g a n i z a t i o n ;  o u t s i d e  p r o f e s 
s i o n a l  a c t i v i t y .

9 . B a r g a i n i n g ,  n e g o t i a t i n g ,  compromising.

10. S t a k e h o l d e r  s e n s e / a n a l y s i s /  knowledge o f  o r g a n i z a t i o n .

- 1 7 -
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INTERVIEW TECHNIQUES AND GUIDELINES

There  a r e  many k in d s  o f  i n t e r v i e w s ,  such a s :  j o b ,  i n fo r m a t io n

g a t h e r i n g ,  b i o g r a p h i c a l .  The i n t e r v i e w s  f o r  t h e  I n -B a s k e t  p a r t i c i p a n t s  

f a l l  m o r e . i n t o  t h e  i n f o r m a t io n  g a t h e r i n g  c a t e g o r y .  The pu rpose  o f  t h i s  

i n t e r v i e w  i s  t o  o f f e r  the  p a r t i c i p a n t  t h e  o p p o r t u n i t y  t o  more f u l l y  ex

p l a i n  d e c i s i o n s  and t o  e s t a b l i s h  t h e  degree  o f  t h e  p a r t i c i p a n t s '  unde r 

s t a n d i n g  o f  t h e  c h a r a c t e r s  and th e  problems in  t h e  e x e r c i s e  ( G r i f f i t h s ,  

1979).

The i n t e r v i e w  fo r  t h i s  r e s e a r c h  w i l l  combine an A c t ion  Report  Form 

and a  s e m i s t r u c t u r e d  i n t e r v i e w .  The r i c h n e s s  o f  t h e s e  i n t e r v i e w s  w i l l  

a t t e s t  t o  t h e  motives  o f  t h e  p o l i t i c a l  ( o r  n o n p o l i t i c a l )  a c t o r .  E t h i 

c a l  dilemmas w i l l  s u r f a c e  and r e a s o n i n g  p r o c e s s e s  w i l l  emerge.  The 

v a l u a b l e  q u a n t i t a t i v e  r e s u l t s  o f  t h e  Ac t ion  Report  Form, p l u s  t h e  

c o l o r f u l  r e f l e c t i o n s  o f  t h e  more open i n t e r v i e w ,  w i l l  complement each 

o t h e r .

Be s u r e  t o  f o l low  t h e s e  g u i d e l i n e s :

1. I n t r o d u c e  y o u r s e l f .  Relax t h e  p a r t i c i p a n t  by say ing

something l i k e :  "Wel l ,  now C hr i s  Wallace can t a l k  t o  us

about  how h i s / h e r  day wen t !"  or  "Th is  i s  a s h o r t  i n t e r 

view t o  l e t  you t e l l  us what  you though t  about  M e r e t , 

C h r i s ,  and why you d id  what you d i d .  I t  w i l l  only t ake  

a h a l f  h o u r ."

2. Exp la in  the  r o l e  o f  two a s s e s s o r s .  " In  o r d e r  fo r  us t o

be o b j e c t i v e  about  t h i s  i n t e r v i e w ,  t h e  two o f  us must

ag ree  and keep each o t h e r  on t a r g e t ! "

- 1 8 -
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3. Follow  th e  in te r v ie w  fo rm a t .  Take n o te s .

4 .  Use probe q u e s t i o n s ,  such a s :  " T e l l  me more abou t how

you came to  t h a t  d e c i s i o n , "  "What was t h a t  l i k e ? "  "How," 

and "Why t h a t  c h o ic e ? "

5 . Repeat o r  summarize c e r t a i n  s t a t e m e n t s ,  "You had many 

w o r r ie s  about P a t . . . "

6 .  Watch fo r  n o n -v e rb a l  c lu e s  and p ro b e .  "You seem t o  be 

e x c i t e d  about th e  chance  t o  be t h e  to p  p e r s o n ."

7 . M a in ta in  eye c o n t a c t .  Encourage openness v i a  a nod o r  

s h o r t  i n t e r j e c t i o n .

8 .  Avoid a g re e in g  or d i s a g r e e i n g  w ith  d e c i s i o n s .  M a in ta in  

n e u t r a l i t y ,  y e t  encourage  o p in io n s .

9 .  ' End th e  in te rv ie w  w ith  a n o te  o f  th a n k s .  Remind th e

p a r t i c i p a n t s  to  com ple te  th e  A c tion  Report Form b e fo r e  

th e y  le a v e ,  i f  th ey  have no t a l r e a d y  done s o .

10. Remind th e  p a r t i c i p a n t s  t h a t  th ey  a lo n e  w i l l  r e c e iv e  th e  

summary o f  t h e i r  r e s u l t s .

- 1 S -
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MERET INTERVIEW GUIDE

I. What d id  you t h i n k  o f  th e  M eret s i t u a t i o n ?

2. How d id  you approach  th e  In -B a sk e t?  ( S o r t ,  sequence)

3. What was th e  most c h a l l e n g in g  i te m  and why?

4 .  What e x p e r ie n c e s  and s t r e n g t h s  d id  you b r in g  t o  th e  s i t u a t i o n

- 20 -
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5 . How w i l l i n g  were you t o  make a d e c i s io n  based  on th e  in fo rm a t io n  
a t  hand?

6. Do you t h i n k  you , a s  C h r i s ,  would have an im pact on th e  o r g a n iz a 
t io n ?

7. Go th ro u g h  each i te m ,  be s u re  you u n d e rs ta n d  what t h e  p a r t i c i p a n t  
d i d ,  make m a rg in a l  n o te s  when n e c e s s a ry ,  p robe  f o r  re a s o n s  d e c i 
s io n s  were made.

- 21-
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MERET IN-BASKET ACTION REPORT FORM

Now t h a t  you have  com pleted  th e  I n - B a s k e t ,  p l e a s e  answer t h e  fo l lo w in g  
q u e s t i o n s :

1. What t h r e e  words would you use  t o  d e s c r ib e  th e  s i t u a t i o n  a t  M eret?

2. Which t h r e e  i tem s r e q u i r i n g  a t t e n t i o n  from C h r is  W allace  a r e  th e
most c r i t i c a l  in  t h i s  s i t u a t i o n  ( P le a s e  w r i t e  a #1 by th e  most 
c r i t i c a l ,  a  #2 by th e  n ex t  most c r i t i c a l ,  e t c . ) :

  I .  Message from th e  M ark e t in g  D i r e c t o r ,  M arlyn W a lle r

  2 . Three  pe rfo rm ance  rev iew s  on J . D . ,  P a t  and C h r is

  3 . Em erson’s A d m in is t r a t io n  O u t l in e

 4 .  Goodwin’ s l e t t e r  o f  r e s i g n a t i o n

  5 . Computer e d i t o r ' s  memo about th e  p e rs o n n e l  s o f tw a re
sys tem

  6 . Answering machine message from Bruce F a r le y

  7. Answering machine message from Pat Ramirez

3. Which d e c i s i o n  o r  a c t i o n  o f  y ou rs  as  C h r is  W allace  was t h e  most
o u t s t a n d in g ?  In  o th e r  w ords, about which d e c i s i o n  a re  you th e
most c o n f id e n t?  Why?
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4 . About which d e c i s io n  a re  you th e  l e a s t  c o n f id e n t?  Why?

5. Did your p r o f e s s i o n a l  b a c k g ro u n d /e x p e r ie n c e s  h e lp  you in  any way 
w ith  th e  Meret s i t u a t i o n ?

6. Open comments on th e  Meret s im u la t io n  e x e r c i s e .

-2 3 -
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I n te r v ie w s

Forms

Format

Appendix AA (C on tinued)  

E v a lu a t io n  

Background In fo rm a t io n

Dimensions

M eret In -B a sk e t

M a te r i a l s

I n te r v ie w  P r a c t i c e /T e c h n iq u e s

J a n u a ry  21 and F e b ru a ry  24

-2 4 -
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MATERIALS FOR MERET IN-BASKET

( 1 0 -  15 m in u te s )

1. Background I n fo rm a t io n

2. M eret o r g a n i z a t i o n  c h a r t

3. Newspaper c l i p p i n g  abou t merger

(5  m in u te s )

4 . Video -  Bryan E m erson 's  announcement

( 1 h o u r )

Item s as  th e y  a p p e a r  in  th e  In -B a sk e t

5. I n s t r u c t i o n s

6. Blank memo p a p e r ,  c a l e n d a r ,  name t e n t ,  c l i p s ,  e t c .

7. Message from M a rk e t in g  D i r e c t o r ,  M arlyn W a lle r

8 . Three p e rfo rm ance  rev iew s  by Goodwin on J . D . ,  Pat 
no te  r e q u e s t i n g  t h a t  th ey  be f i l e d  i s  a t t a c h e d .

and C h r is . A

9. Envelope from Emerson w ith  A d m in i s t r a t i o n  O u t l in e  
Emerson.

and no te from

10. G oodw in 's l e t t e r  o f  r e s i g n a t i o n .

11. Computer s o f tw a r e  ad and memo from S e n io r  Computer E d i t o r ,  
C a r l s o n .

E v e r e t t

12. Taped message from Bruce F a r le y

13. Taped m essage from P at Ramirez

(30 m in u te s )

14. I n te r v ie w

( 15 m in u te s )

15. A c t io n  R eport  Form

- 2 5 -

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



247

Appendix BB

A sse sso r  C orrespondence :  E x p la n a t io n  o f  R esearch

December 11, 1985

Dear

You r e c e n t l y  e x p re s s e d  i n t e r e s t  in  my d o c to r a l  r e s e a r c h  p r o j e c t  by vo lun 
t e e r i n g  your tim e and energy  fo r  a number o f  h o u r s .  B e fo re  you f u l l y  com
m it y o u r s e l f  t o  t h i s  en d e av o r ,  I  th o u g h t  you would l i k e  some d e t a i l s .  For 
exam ple, t h i s  i s  what I  would need you t o  do:

1. A t ten d  one o f  two t r a i n i n g  s e s s io n s  a t  :

Monday, J a n u a ry  13, 1986 4 :0 0  -  7 :30  p.m.

or

Wednesday, J a n u a ry  15, 1986 12:30 -  4 :0 0  p.m.

(The agenda o f  t h i s  t r a i n i n g  s e s s io n  i s  a t t a c h e d . )

2. Conduct i n te r v ie w s  o f  managers and pe rfo rm  v a r io u s  d a t a  c o l l e c 
t i o n  t a s k s  on two d a t e s :

Tuesday , J a n u a ry  21 , 1986 9 :30  a .m . -  1:00 p.m.

Monday, F eb ru ary  24, 1986 5:00 -  8 :0 0  p.m.

(Both s e s s i o n s  a t  C o r p o r a t io n . )

3. (Only four  s tu d e n t s  w i l l  be needed fo r  t h i s  t a s k ) .  Mark 15 I n -  
B aske ts  over  a w e e k 's  t im e  w ith  th e  use o f  a s c o r in g  key .

F eb ruary  6 -1 3 ,  1986 o r  March 3 -10 , 1986

(T h is  t a s k  can be done a t  o r  e l s e w h e r e . )

4 .  P a r t i c i p a t e  in  e v a lu a t i o n  o f  t a s k s  and m a t e r i a l s  o f  i tem s #1
th rough  #3 .

By now, you a re  a sk in g  y o u r s e l f  th e  pu rpose  o f  t h i s  p r o j e c t ,  what i s  in  i t  
f o r  you , and why shou ld  you g e t  in v o lv e d .  I  w i l l  a d d re s s  each concern  and 
th en  a sk  you t o  c a l l  and l e t  me know your d e c i s io n  abou t p a r t i c i p a t i o n .
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The pu rpose  o f  my d o c t o r a l  r e s e a r c h  p r o j e c t  stem s from th e  i n t e r e s t  I  have 
in  d e v e lo p in g  l e a d e r s .  Throughout my coursew ork  a t  t h e  U n i v e r s i ty  o f  San 
D iego , I  have d e v o te d  s p e c i f i c  a t t e n t i o n  t o  th e  p o l i t i c a l  t h e o r i e s  and 
s k i l l s  e s s e n t i a l  t o  l e a d e r s h i p .  Because o f  t h e  d e a r t h  o f  m odels , a p p l i c a 
t i o n s  and e x p e r im e n ta l  r e s e a rc h  on th e  t o p i c ,  I  d e c id e d  t o  deve lop  an i n 
s trum en t  t h a t  c o u ld  be used  fo r  f u tu r e  r e s e a r c h ,  as  w e l l  a s  fo r  i n d iv i d u a l  
t r a i n i n g  in  p o l i t i c a l  s k i l l s .  I  chose th e  In -B a sk e t  in s t ru m e n t  because  o f  
i t s  p r o j e c t i v e  c a p a b i l i t i e s  and h ig h  face  v a l i d i t y .

The d e s ig n ,  deve lopm en t,  t e s t i n g  and v a l i d a t i o n  o f  an in s t ru m e n t  i s  a com
p le x  d i s s e r t a t i o n  t o p i c  in  and o f  i t s e l f .  Your a s s i s t a n c e  in  th e  p r o j e c t  
i s  p a r t  o f  th e  i n t e r n a l  v a l i d i t y  p r o c e s s .

What i s  in  i t  f o r  you and why g e t  in v o lv e d  a r e  im p o r ta n t  c o n c e rn s .  I ' l l  
p roceed  from th e  bo ttom  t o  th e  to p  o f  M aslow 's  h i e r a r c h y  o f  needs t o  answer 
t h e s e  q u e s t i o n s .

1. You w i l l  be s e rv e d  lunch o r  su p p e r  a t  t h e  t r a i n i n g  and d a ta  
c o l l e c t i o n  e v e n t s .

2. You w i l l  have a s a f e ,  c o m fo r ta b le  env ironm ent f o r  th e  p r o j e c t  and 
f r e e  p a r k in g .

3. You w i l l  meet and work w ith  t e n  t o  tw e lve  s tu d e n t s  from s e v e r a l  
u n i v e r s i t i e s  who a re  i n t e r e s t e d  in  l e a d e r s h i p ,  psycho logy  and 
p o l i t i c a l  b e h a v io r .  You w i l l  meet and in te r v ie w  m idd le  managers 
from numerous o r g a n iz a t io n s  in  San D iego.

4 .  You w i l l  g a in  e x p e r ie n c e ,  a s o l i d  resume i te m , a l e t t e r  o f  recom
m en d a t io n ,  academic c r e d i t  ( i f  a p p l i c a b l e  t o  your s tu d y  p ro g ram ), 
and s p e c i f i c  a s s e s s o r  s k i l l s .  Your perfo rm ance  as an a s s e s s o r  
w i l l  be e v a lu a te d .

5. S e l f - a c t u a l i z a t i o n  i s  im p o ss ib le  t o  p ro m ise ,  bu t your  enjoyment 
o f  th e  p r o j e c t  and th e  se n se  o f  ach ievem ent you w i l l  have upon 
i t s  c o m p le t io n  cou ld  le a d  in t h a t  d i r e c t i o n .

I  would a p p r e c i a t e  a c a l l  from you as soon as  p o s s i b l e  so t h a t  I  can p ro 
ceed w ith  th e  o r g a n i z a t i o n  o f  th e  r e s e a r c h  p r o j e c t .  (___________ , e x te n s io n
 ) .  In th e  m eantim e, b e s t  o f  luck  t o  you as  you end th e  q u a r t e r  or
s e m e s te r .  I  look  fo rw ard  to  h e a r in g  from you.

S i n c e r e ly ,

G l o r i a  E. Bader

GEBlst
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Agenda o f  T r a in in g

( I n t r o d u c t i o n s )

1. O u t l in e  r e s e a rc h  m ethodology and s tu d e n t  a s s e s s o r  r o l e s .

2 . P rev iew  In -B ask e t  s im u la t io n  and b e h a v io r a l  d im ensions  under s tu d y .

3 . Review in te r v ie w  te c h n iq u e s ;  conduct In -B a sk e t  i n te r v ie w  u s in g  a  semi
s t r u c t u r e d  fo rm a t;  v id eo  p r a c t i c e .

4 .  Examine d a ta  c o l l e c t i o n  t e c h n iq u e s  and m a t e r i a l s ,  such a s :

A c t io n  Report Form

I n te r v ie w  Summary

I n t e r - r a t e r  r e l i a b i l i t y  checks

R ecord ing  o f  r e s p o n s e s  fo r  p a n e l  o f  judges

5 . E v a lu a te  a s s e s s o r  t r a i n i n g  manual and p ro c e d u re s .

6 .  D em onstra te  s c o r in g  o f  I n - B a s k e t s .

7. E v a lu a te  a s s e s s o r  t r a i n i n g .

Schedule  

Monday, J a n u a ry  13, 1986 

4 :0 0  -  7 :00  p.m. a t

OR

Wednesday, J a n u a ry  15, 1986 

12:30 -  4 :0 0  p.m. a t

P l e a s e  i n d i c a t e  which s e s s i o n  you w i l l  a t t e n d .
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A s s e s s o r  C orrespondence  and M a t e r i a l s  ( a f t e r  f i r s t  p i l o t  group )

F eb ruary  3 , 1986

Dear

You d id  a f i n e  job  in te r v ie w in g  and c o l l e c t i n g  d a ta  fo r  th e  Meret 
i n - b a s k e t .  The o v e r a l l  r e s u l t s  a r e  f a s c i n a t i n g .  A l l  v a r i e t i e s  o f  
p o l i t i c a l  b e h a v io r  were d i s p l a y e d .

I ' v e  e n c lo s e d  some Xerox sam ples o f  e s p e c i a l l y  good m a t e r i a l s  you 
p roduced : i n te r v ie w  sum m aries, in d ex  c a rd s  and d im ension  s h e e t s .
P le a s e  look them over  b e fo re  th e  2 4 th .  I  w i l l  make minor a d ju s tm e n ts  
in  th e  i n - b a s k e t ,  e . g . ,  add C a r lso n  t o  th e  o r g a n iz a t io n  c h a r t  and make 
a c l e a r  n o te  on th e  perfo rm ance r e v ie w s .  A lso ,  s e v e r a l  o f  you su g g e s 
t e d  go ing  th ro u g h  th e  item s a t  th e  b e g in n in g  o f  th e  i n te r v ie w  r a t h e r  
th an  th e  end . I  w i l l  r e v i s e  th e  i n t e r v i e w  s h e e t  a p p r o p r i a t e l y .

A nother  t o p i c :  i f  you a re  i n t e r e s t e d  in  be ing  p a r t  o f  O.D. N et
work and would no t  mind h e lp in g  w i th  r e g i s t r a t i o n  a t  e v e n t s ,  p l e a s e  
c a l l  a t  . The f i r s t  ev e n t  i s  an a l l  day sem inar  on
F eb ru ary  27 th  a t  th e  A t l a n t i s .  I  w i l l  send  you th e  announcement as  
soon as i t  i s  p r i n t e d .

The l a s t  i n -b a s k e t  s e s s io n  i s  h e re  a t  on Monday, F e b ru a ry
2 4 th .  You can come t o  th e  main lobby a t  and th e  s e c u r i t y  gua rd
w i l l  show you i n t o  th e  c o n fe re n c e  room. You need t o  be h e re  by 5 :30  a t  
th e  l a t e s t .  I  would su g g e s t  t h a t  you come e a r l i e r  t o  a v o id  t r a f f i c  
d e la y s  and t o  g iv e  y o u r s e l f  time t o  c o l l e c t  your th o u g h ts .  I  ex p e c t  
t h e  i n te r v ie w s  to  s t a r t  a t  5 :30  p.m . We w i l l  have 18-20 peop le  t h i s  
t im e ,  so some o f  you may do t h r e e  i n t e r v i e w s .  I t  w i l l  be im p o r ta n t  t o  
keep t o  a h a l f  hour  fo r  th e  in te r v ie w s  t o  keep th in g s  moving. L a s t l y ,
I  w i l l  have r e f r e s h m e n ts  and supper  s e t  up fo r  you.

A ga in ,  I  was p le a s e d  and im pressed  w ith  your work as a s s e s s o r s .
I t  w i l l  be e a sy  t o  recommend each o f  you . Good luck  w ith  your c l a s s e s .

S i n c e r e l y ,

G lo r i a  E. Bader

GEBlst
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Welcome!

Here a r e  m a t e r i a l s  fo r  r e v ie w  and use t h i s  m orning.

1. 3 Perform ance Reviews o f  th e  I n -B a s k e t .  (These  i te m s  were 
n o t  com plete  d u r in g  y ou r  t r a i n i n g . )

2 . I n te r v ie w  Q u e s t io n s  -  s e v e r a l  c o p ie s

3. Red pen f o r  m a rg in a l  n o t e s  on item s

4 .  Dimension s h e e t s  fo r  d a t a  t r a n s c r i b i n g

5 . 3x5 c a rd s  f o r  i tem  r e c o r d in g

6 .  R ev ised  A ss e s s o r  l i s t

7. E v a lu a t io n  s h e e t  fo r  A s s e s s o rs

A. A f t e r  your i n t e r v i e w s ,  t a k e  th e  raw d a ta  from th e  In -B a s k e t  and th e
i n te r v ie w  and " t r a n s l a t e "  t h a t  on to  th e  d im ension s h e e t s .

B. Take th e  e s se n c e  o f  each In -B a sk e t  i tem  and t r a n s c r i b e  t h a t  on to
a 3x5 c a r d .

C. C onfe r  w ith  your i n t e r v i e w  p a r t n e r  on a l l  n o t e s ,  3x5 c a r d s ,  dimen
s io n  s h e e t s ,  e t c .  Both i n te r v ie w e r s  must a g re e  on th e  r e c o r d in g  
and a n a l y s i s  o f  a l l  m a t e r i a l s .

D. Be s u re  t o  keep each  p e r s o n ' s  m a t e r i a l s  t o g e t h e r  in  th e  o r i g i n a l
e n v e lo p e .

When t h i s  i s  co m p le te ,  we w i l l  d i s c u s s  and e v a lu a te  th e  e n t i r e  p ro c e s s  
th u s  f a r .

1,000 Thanks fo r  an o u t s t a n d in g  job!
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Meret Interview Form

1. What did you think of the Meret situation? ^

j j i -  fc ^ L .jy u u y * J * J L , ■

2. Go through each item, be sure you understand what the participant 
did, make marginal notes when necessary, probe for reasons 
decisions were made.

3. How did you approach the In-Basket? (Sort, sequence)

L r ttiu  f1(s^erv~p/6-

(f’̂ u r u ^  tS L > J l ^  lr ^

4. What was the most challenging item and why?
t i r f J 'U * r u J U c l* « y iL
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5. What experiences and strengths did you bring to the situation?
J U J L  ^7^ yt/z^ y>  <1.

fLp(jL A-

6. How willing were you to make a decision based on the information at 
hand?

'yyUU^fr U r tz d )

/U L J u u *  -

Lw. A S 'iiiL & 4i4v^

fljL eJ l UyjjL -  / ^ t a X  j-TTlutU<Jj> A ^ ĵ -

& bus!L <-jft L ( U ^  f v  d j^ c i^ tv 'o  <*vt^

U V y^JjU iSM LytC / .

7. Do you think you, as Chris, would have an impact on the organization?

f y i^ U b n  M ^ u n H u >  "

IrĈ vyJL̂ iA-*.4. ^  La-^ ^ \
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•U ftrfa**  / •  mm L /  
itJ tfy, u*drJ f f  m /k M m  « i

-A- jfosrfac*.. CuArK^ZM. tjlmto.. 
x f  fluH. k»Jlfi*rli*y *-T?̂  »!*»/ Cl£tfr * f  f f ttr f .
Htu*. dtfet.'/ar- ^<^endf»<S Jirx.</ * Jtnlh.. cv» wc//

$vjy4r&J «7-A eArocAr &rJ utyp*rS*J f+ f 
ir j, be %&JUart£jc.C*yttycc -

J& m tM .cvn jirc  <g>

W S  ONCOmF6«T«&UE VUttM uStHGr INTO- TWo/v\ 
PE £«>A *W rtC 6 Af»P«MSAVS ,&UX TfeCT CVnClS 
W C U U 5 /V W te  A  S W N 0tK 6r m  H e
Sw w H ) Ad\AAvt(E«s ov= J-fe- 3 Pat's  

W /6 * 1 tK ts & C S .  <tt£> U S * »  TW 6*\ S ^ t f lC A tO * -

* b a o  v t  i/VNfCre.TP/vn’ - t h a t  t h c -  - p b z ^ t s k e * -  
ro  - m e -  otrfA t-w rA A rtS  o » J b € ^  ivvy\ C a s  t&vo
A r i D / n i M l ^ R A T o N B e r i Z S f t t i C b  TtW r < N 6 « A tL

fiaAts, op -m e o^ga^ za-two, twc 
vt£-*o.
i s e 'o c o K s e -  -ro  c o w  c u t t in g -NE<e c s -  c c y w c r r e e s
?  eTTUEAT££_ A<fl&/r*TlCflJ

______________ ( ' f l T J J T l ___________________ ^ 5 l _
direct- £S6 tfi WfirtV dLepfe W  H u6^ cco< % - . 
port"* ; ^iiou)»r^ 4br informal Clcypasaig)(*hflw- 

- ConCiMiLd- w ith  c fi& u jft o sy tu x ji^ i. * snckV  
P D LinC P rloj " IBB 0 t  c p r tf ih rC ty h  @
o>ho m ay Inavt £U bm ih&  ounnpldA.

© U itg  ^1 BP + Waef admin teads - c la n k g o a ls  
cUuelep d^tetrwnc. pnx^don^/m ler &<£■

2> -  aligrmien** - roi^s
p itx ad u tes  , p b lic i#  • /w & n & M  mVnod*
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 i tia  .____
-  fe€u$M«G- h r  'Q V rfcsm anM L
-  <AiStUSS U r  SdLQh issues &6:

tOVtidb out. wr goals? Ot̂ youneAcUĵ feĉ
3 0 ju onu^'m o n^Q G fciu^

an iS iT ^  £
-  uoQLiy sciij pos/>to/4_ . abosLkr n  dSH&i 
" u)ou\dl Afluwftrmiu Urfc.sfoo'̂ tA^o^Ui

-J —A------------------ ^ unO y^z-________________ ( ^ )

A v v r ^ .  / « r /  T» cfltCuMS
0+ -i £*r M rrf4s+ /s. ££-**. ^  f t t  f> «T 3.

/ i . /  o »  ab&htc.’fa*.
fi* t̂ 9*ih.,1e * £ w / '£**-.

<~ 0s

t i n - ____________ _________________________________

1 )  V ^ f t r y T v ^ v v C j t  ?
l

^rv^t). -to ,& *  ijU u b iM ru U d  
la*. -^u-ojf Z A u b b x b t* --

-  boofudi odr jvLaaiivut. —* 4
<jÛ 7UU/*v*£f kfl- UMto s>f- 

f u a M f i + d

"IMVvrt ' to .U A . *(IA#0 *fo *
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DIMENSIONS

1. Advocating own self-interest or interest of one's group/department and 
at the same time achieving organizational goals. Ambition and desire 
for influence and power (n power), wanting power.
oeHA/n'&tf v\AHtw>-me Portion as. t o ^ j  Pxn-ec r to a .  cse-
A/OHeTttfeff- PAT \a A S  IT 6<Z_ NOT
■&<v\PUA5AZfit> 45̂ V2-n6lf7p-nvf—  ,  *  SKILL WWiCtt CtWiS
WAS. P& L T & l V & D  t o  iVVyre -  Kjcsr Am  pvvAS\^> OK) G3M&Z- <yz. C&tfrzoi.

<?HO A S 1VVVIN6 • * S M c r« .T ^ c c s \< ^  U T SA K W t-S^-i
T H A r M  P A t  C t  J-D.

2. Coalitions, building alliances with other individuals and units, devel
oping and maintaining a power base. „
01 p HJBT see tArtttErV'S ff* S C &  AS AM fiPPOX-TOMVTV to 6(51 LD CWrt.lS S P<>WM 

, -moucjvrr rr "ovrt of- ptAce."
HP <be>9GAifeg- TO at au. •

QOAvS Tvfeywo AS A TO T* 0.-*Vf«r€
f c u t tD  sovyvetW iKfr- -©G«rw«/2. •

3. Neutralizing or destroying stakeholders, e.g., firing, ignoring, repri
sals. UJ\U_l M 6- TO 'AJOiC.C. VAJlTH PAT, &UT HOT WecP. **&«.•

peopoiowviMce ATWArtVHi, a s , m u s t  »AAp«JKnwjT itco-v s , îrr
TfeCT iPMCO/VN'SWJV'VMt vorm (VWlKfiJ- \VJS(D£ ItffOe/WVfUJ'A o u
peeves - K e P T  SAVlHfr, gA5T 3- WOULDN'T 0<DI NACJW HAVfc THt£
|NT<3 ^ rv*rf,C(0. TeMXf^D TO PA T /TWZ.-E th a » ^  j  o -
c.LtA<. Afecwr THfe- (Ara*tc.Mtsses or -rue- ccwP€t\ti<aj $  u s g p  r r ,

6(jT UA& O H C O /A W ^ ,tA€L& (AJ>''f-
D \D  (HUT ADMOCATE CU3LLfc)Cr ?tr2& 0A lf^_ -  (NW E-trD, PKOPc&eD TKfO

4. Gaining support from higher levels, aligning with powerful others. . 
Clearing the investment with the immediate boss.
savu >rue />oST rre<Y\ A>S'n+e- fieeptfwsc to m -p fepaxt -
f>La c&s> p«.\6<rtH cy^ rr.
ICOfc. CsOOOUJlAi OUT TO UJKlCH TO TVWaAC vVl/V\ f <aer rt^y tre r  
IMfO. A£DUT HrOuj A A & Z & r WOULD ftS: AFv=x-c-teO
° l °  »iSr UVKSe^CAKJCS S /v \* « o K 'S  90S\T\0AJ, T&LT GC>NFoSfc£> AfcGOC H ts 
ACXOAst- PHJKCttVOA) (VvwSS^rO nfiSl/V\pflrtrO*VfJT iseicvn-»H THe ftfS'ntncmdV&J

5. Withholding information.
WVtfTErO TO c re ssv m « A T & - Im fo , <siV£ GLOfiAt p y c x u / t f  
“TO ALL, T>V€- /y\At(tO-M«t*vJ

f € t x  VAASM't GIY&ti & « X 6 H  ItfPO ■

- 16 -
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A s s e s s o r  C orrespondence : A p p re c ia t io n

March 26, 1986

Dear

Thank you v e ry  much fo r  your p a r t i c i p a t i o n  in  my d o c to r a l  r e s e a r c h  p ro 
j e c t .  You were a key f a c t o r  in  i t s  s u c c e s s .  You r e c e iv e d  t h r e e  hours  
o f  a s s e s s o r  t r a i n i n g  and p r a c t i c e d  in te r v ie w in g  as w e l l .  You then  
a s s i s t e d  w ith  i n te r v ie w s  o f  m idd le  m anagers. Your s y n th e s i s  o f  th e  
d a t a  was e x c e l l e n t .  The m anagers were p le a s e d  and im pressed  w ith  th e  
th o ro u g h n e ss  o f  your i n t e r v i e w s .

I  would l i k e  t o  i n v i t e  you t o  an open d i s c u s s io n  o f  th e  M eret in -b a s k e t  
on A p r i l  8 a t  3:30 p.m. The managers who p a r t i c i p a t e d  in  th e  s e s s io n  
have been i n v i t e d  as w e l l .  The purpose  o f  th e  m eeting  i s  t o  g iv e  th e  
m anagers t h e  o p p o r tu n i ty  t o  respond  t o  th e  feedback* th e y  r e c e iv e d .  The 
s e s s i o n  i s  o p t i o n a l ,  bu t  I  e x p e c t  e ig h t  to  t e n  i n d i v i d u a l s .  You might 
be i n t e r e s t e d  in  h e a r in g  t h e i r  comments. P l u s ,  you may en jo y  le a r n in g  
th e  r e s u l t s  o f  th e  p r o j e c t  and th e  p r e l im in a r y  c o n c lu s io n s .  The 
s e s s i o n  w i l l  be h e re  a t  C o rp o ra t io n  — th e  . I  p la n  t o  end
by 5 :00  p.m.

A t ta c h e d  i s  a p o s s ib l e  resume i tem  you may want t o  use in  th e  f u tu r e .
In  th e  m eantim e, b e s t  o f  lu ck  in  your s tu d i e s  and your c a r e e r  p r e p a r a 
t i o n s .

S i n c e r e ly ,

G lo r ia  E. Bader

GEBlst
A ttachm ent

r  . •
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Resume Item :

R esearch  A s s i s t a n t

P a r t i c i p a t e d  in  a d o c to r a l  r e s e a r c h  p r o j e c t  on p o l i t i c a l  b e h a v io r  in  
o r g a n i z a t i o n s .  T ra in e d  as an a s s e s s o r .  I n te rv ie w e d  m idd le  m anagers 
and e v a lu a te d  w r i t t e n  d a t a .  S y n th e s iz e d  a l l  d a ta  i n t o  t e n  d im ensions  
o f  p o l i t i c a l  b e h a v io r .  E v a lu a te d  p r o j e c t .  Marked in - b a s k e t  r e s p o n s e s  
o f  sample group u s in g  a s c o r in g  key and a  range  o f  e f f e c t i v e  p o l i t i c a l  
b e h a v io r s .
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S c o r e r s '  T r a in in g  O u t l in e  and M a te r i a l s

1. Review th e  d e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r  from T r a in in g  Manual 

(Appendix  AA, p .  15).

2 . Review th e  d im ensions  o f  p o l i t i c a l  b e h a v io r  (Appendix X ) .

3. S tudy th e  ran g es  o f  e f f e c t i v e  p o l i t i c a l  b e h a v io r  (Appendix  W).

4 .  Become f a m i l i a r  w i th  th e  s c o r in g  key (Appendix W).

5. Use a s c o r in g  s h e e t  fo r  each  p a r t i c i p a n t  (Appendix S S ) .
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S c o r e r s '  T r a in in g  O u t l in e  and M a t e r i a l s  (R ev ised )

[ I n  a d d i t i o n  t o  i te m s  # 1 -5  in  Appendix CC, t h e s e  p o i n t s  were added t o

th e  s c o r e r s '  t r a i n i n g . ]

6 .  Use t h e  index  c a r d  i tem  summaries fo r  i tem s  5 and 6 in  th e  in 

b a s k e t  .

7. R efe r  t o  t h e  NOTE in  th e  s c o r in g  key f o r  th e  A d m in is t r a t io n  

O u t l in e  (Appendix  W, page 2 ) .

8 .  Do a p r e l i m i n a r y  m arking o f  i n - b a s k e t s  # 18, 22 and 5 and th en  

compare yo u r  s c o r e r s  w ith  th e  r e s e a r c h e r ' s  s c o r e s  (Appendix UU).

9 . R efer  back  t o  th e  d e s c r i p t i o n s  ( ra n g e s  o f  e f f e c t i v e  p o l i t i c a l  

b e h a v io r )  fo r  your ra n k in g  d e c i s i o n s .

10. Keep in  mind th e  r o l e  o f  t h e  a d m i n i s t r a t o r  o f  t h e  s im u la t io n  ( t h e  

r e s e a r c h e r )  t o  r e s o l v e  u n u s u a l ly  d i f f i c u l t  s c o r in g  p rob lem s.
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Feedback Letter to Participants

March 26, 1986

Dear

I cannot thank you enough for your participation in my doctoral research 
project. Your time, energy and hard work resulted in a very successful 
study. As 1 share the results generally and specifically with you, X hope 
you will view your involvement in the project as well worth the effort. The 
feedback I promised you is ready and presented in this order:

1. Purpose and underlying theories of the research project

2. Methodology

3. Scoring results

4. Dimensions

5. Comments on your overall results in the Meret situation

6. Recommendations on your use of this feedback

7. Invitation to attend a follow-up session on April 8, 1986.

Purpose and underlying theories of the research project

It is important to recognize and understand the levels and complexities of 
political behavior and we must learn to value political activity. Conse
quently, the objective of this research was to design an instrument in the 
in-basket simulation format, which measures the amount, type and occasion of 
an individual's political behavior. The post in-basket interview examined 
your underlying reasons for acting or not acting in a political manner. The 
instrument tested the theories about politics in organizations.

There is very little research about political behavior in organizations and 
few models or tools exist to assist us in this area. The theories are un
tested hypotheses —  even speculations. They include the concepts of who 
the political "actor" is, when he or she acts politically, the types of 
political behavior, the conditions that evoke political behavior and the 
effectiveness of the behavior. These theories were built into the research 
design. It is my hope that the instrument will serve as a valid and reli
able research tool that can be used in the future, not only to collect data 
about individual political behavior but also to offer training and under
standing of the political model to participants.

r-
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Methodology

The i n - b a s k e t  was f i r s t  used as a  s e l e c t i o n  and t e s t i n g  in s t ru m e n t  over  
30 y e a r s  ago by th e  E d u c a t io n a l  T e s t in g  S e rv ic e  (ETS) in  c o o p e ra t io n  
w ith  AT&T. Today, i t  i s  s t i l l  i n c o r p o r a t e d  in to  assessm en t c e n t e r s  as  
a p r i n c i p a l  e x e r c i s e  t o  de te rm ine  a m an a g e r ia l  c a n d i d a t e ' s  s k i l l  in  
p la n n in g ,  o r g a n i z in g ,  c o n t r o l l i n g  and d e l e g a t i n g .

I  fo llow ed  th e  g u i d e l in e s  e s t a b l i s h e d  by th e  ETS t o  develop  th e  M eret 
i n - b a s k e t  and b ased  th e  s i t u a t i o n  on c a s e  s t u d i e s  o f  m ergers and th e  
power s t r u g g l e s  t h a t  a re  t y p i c a l  in  u n c e r t a i n t y .  My goa l  was t o  p ro 
v id e  a s i t u a t i o n  t h a t  would evoke p o l i t i c a l  b e h a v io r ,  d e c i s i o n s  and a c 
t i o n s  .

As a s i m u l a t i o n ,  th e  in -b a s k e t  i s  a p r e d i c t o r  o f  o n e 's  b e h a v io r .  I f  
you te n d  t o  t h i n k  and a c t  p o l i t i c a l l y ,  you would respond s i m i l a r l y  in  
t h e  Meret s i t u a t i o n  and c o n v e r s e ly ,  i f  you do n o t  view o r g a n i z a t i o n a l  
change and a c t i v i t y  w i th in  a p o l i t i c a l  framework, you would use  o th e r  
models t o  make your d e c i s i o n s ,  such a s :  r u l e s  and r e g u l a t i o n s ,  c h a in
o f  command, f in a n c e  o r  c o o p e ra t io n .

S ince  p o l i t i c a l  b e h a v io r  i s  c o n s id e re d  more c r i t i c a l  as one r i s e s  in  an 
o r g a n i z a t i o n ,  I  c o n c e n t r a te d  on th e  m idd le  manager l e v e l  f o r  th e  sample 
g roup . You were m anagers , d i r e c t o r s ,  a s s o c i a t e  de a n s ,  c h i e f  a d m in is 
t r a t o r s  o r  com parab le  m i l i t a r y  r a n k s .  A l l  ty p e s  o f  p u b l ic  and p r i v a t e  
o r g a n i z a t i o n s  were r e p r e s e n te d :  governm ent, m i l i t a r y ,  e d u c a t io n ,  a e r o 
s p a c e ,  f i n a n c e ,  h e a l t h ,  r e t a i l  and m a n u fa c tu r in g .  There were 33 p a r t i 
c i p a n t s  in  th e  t o t a l  sample g roup .

O ther  m e th o d o lo g ic a l  c o n s id e r a t io n s  in c lu d e :  t h e  i n te r v ie w s ,  th e  a c 
t i o n  r e p o r t  form, t h e  use o f  s e v e r a l  r e a d e r s  and s c o r e r s ,  t e s t i n g  fo r  
i n t e r n a l  i te m  and i n t e r r a t e r  r e l i a b i l i t y .

S c o r in g  R e s u l t s

From your two hundred  re sp o n se s  t o  th e  M eret s i t u a t i o n ,  a s c o r in g  key 
was b u i l t  on a range  o f  e f f e c t i v e  p o l i t i c a l  b e h a v io r .  A sample page 
from the  s c o r in g  key i s  in c lu d e d  in  t h e s e  m a t e r i a l s .  A p a n e l  o f  e x p e r t  
judges  who were h ig h e r  o r g a n i z a t i o n a l l y  th a n  th e  sample group and ex 
p e r i e n c e d  in  o r g a n i z a t i o n a l  p o l i t i c s  rea c h e d  a consensus on th e  s c o r in g  
key and w e ig h te d  and ranked  th e  item s on t h e i r  c r i t i c a l i t y .  F i n a l l y ,  
two in d ep e n d e n t  s c o r e r s  marked each in - b a s k e t  and t h e i r  s c o re s  were 
ave raged  and a d ju s t e d  to  a 100 p o in t  s c a l e .

The ran g es  o f  e f f e c t i v e n e s s  were b u i l t  on t h i s  d e f i n i t i o n  o f  p o l i t i c a l  
b e h a v io r .

P o l i t i c a l  b e h a v io r  in  o r g a n iz a t io n s  i s :

-J:-.
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1. S o c ia l  i n f lu e n c e  a t t e m p t s  which can  be o b l i g a t i o n s  and r e 
so u rc e  exchange;

2 . That a re  d i s c r e t i o n a r y  ( i . e . ,  t h a t  a re  o u t s i d e  th e  b e h a v io r a l  
zones p r e s c r i b e d  o r  p r o h i b i t e d  by th e  fo rm al o r g a n i z a t i o n ) ;

3 . That a re  in te n d e d  (d e s ig n e d )  t o  promote o r  p r o t e c t  th e  s e l f -  
i n t e r e s t s  o f  i n d i v i d u a l s  o r  groups ( u n i t s ) ;  and

4 .  That t h r e a t e n  th e  s e l f - i n t e r e s t s  o f  o th e r s  ( i n d i v i d u a l s ,  
u n i t s ) .

G e n e r a l ly ,  i f  you s c o re d  low in  e f f e c t i v e n e s s ,  you te n d e d  t o  i g n o re ,  
h o ld  o r  w a i t  fo r  in fo r m a t io n  in  t h e  M eret s i t u a t i o n .  More c r i t i c a l l y ,  
you a vo ided  any c o m p e t i t io n  o r  c o n f l i c t  which was seen  as  i n e f f e c t i v e  
in  t h i s  s i t u a t i o n .  In  f a c t ,  p o l i t i c a l  e f f e c t i v e n e s s  seems to  t h r i v e  on 
v ig o ro u s  and h e a l t h  c o n f l i c t .

I f  you s c o re d  m odera te  on e f f e c t i v e n e s s ,  you assumed some power, faced  
o p p o s i t i o n  and made good o r g a n i z a t i o n a l  d e c i s i o n s .  The h ig h  sc o re  in 
d i c a t e d  p o l i t i c a l  aw areness  and a wide range  o f  p o l i t i c a l  b e h a v io r s .  
Here i s  a d e s c r i p t i o n  o f  low , m odera te  and h ig h .

Rating  Scale and In d ic a to rs  o f P o l i t ic a l  Behavior

Low Scores 20-46  

1 2

Moderate Scores 47-73

3 4

High Scores 74-100  

5

F a i ls  to  in flu en ce  o r take  
a c tio n  to  in flu en ce  o th e rs . 
R e lie s  h e a v ily  on formal 
o rg a n iz a tio n a l s tru c tu re s . 
Avoids com petition  and con
f l i c t .  F a i ls  to  see or 
use proven resources o f  
one 's  s e l f  o r o th ers . Does 
not promote s e lf - in te r e s ts  
o r so lve issue a t  hand.

Takes ac tio n  to  solve immediate 
issue demonstrating in flu en ce  
and d es ire  fo r  power. E xh ib its  
some p o l i t ic a l  awareness and a 
l im ite d  range o f  p o l i t ic a l  be
h a v io rs . Makes moderate, o ften  
n e g a tiv e , p o l i t ic a l  assumptions. 
R ela tes  item s to  each o th e r. 
P ro a c tiv e . More p rescribed  
than d is c re tio n a ry  ac tio n s .

Goes beyond moderate 
le v e ls  o f  behavior 
and ac tio n s . E xh ib its  
high le v e l o f  p o l i t i 
c a l awareness and 
a b i l i t y  to  take appro
p r ia te  a c tio n . Pro
motes one's s e l f  or 
group' s in te r e s t . In 
fluences . Does not 
avoid  c o n f lic t  or 
com petition  w ith  
o th e rs . D isplays  
am bition and d es ire  
fo r  power. A ttr ib u te s  
strong p o l i t ic a l  
motives to  o th ers .

Your s c o re  i s   ___ . T h is  number i s  based  on a 100 p o i n t  s c a l e  based  on
th e  im portance  o f  t h e  i tem  and th e  range  o f  e f f e c t i v e n e s s  you r e c e iv e d
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by th e  s c o r e r s .  The sample group had a ran g e  o f  21 t o  89 , w i th  approx
im a te ly  one t h i r d  in  each  r a n g e .

Dimensions

Based on th e  l i t e r a t u r e ,  t h e r e  a re  v a r i e t i e s  o r  ty p e s  o f  p o l i t i c a l  be
h a v io r  sometim es term ed  d im ensions  o r  c o m p e te n c ie s .  I n  th e  f i r s t  sam
p le  g ro u p ,  I  looked  f o r  e le v e n  ty p e s  o f  p o l i t i c a l  b e h a v io r  th ro u g h o u t  
th e  s im u la t io n  and th e  i n te r v ie w .  S ince t h e r e  was no e v id e n c e  o f  use 
o f  d e c e i t  in  e i t h e r  sample g ro u p ,  I  combined t h i s  d im ension  i n t o  th e  
use  o f  in fo r m a t io n  one . In  th e  l i s t  o f  d im e n s io n s ,  th e  i te m  numbers 
r e f e r  t o  th e  seven  i n - b a s k e t  p rob lem s.

W eights a s s ig n e d  by judges  
Key t o  i te m  numbers t o  t o t a l  100 p o i n t s

1. W a lle r  Message 14 p o in t s

2. A d m in is t r a t io n  O u t l in e 40 p o i n t s

3. L e t t e r  o f  R e s ig n a t io n 15 p o i n t s

4 . Computer Memo 12 p o i n t s

5. F a r le y  Message 8 p o i n t s

6. Ramirez Message 5 p o i n t s

7. P erfo rm ance  Reviews 6 p o i n t s

Here a re  t h e  t e n  d im en s io n s :

1. A m bition  and d e s i r e  fo r  i n f lu e n c e  and power (n  p ow er) .  Power 
m o tiv e .  Independence , dominance and s u p e r i o r i t y .  The Admin
i s t r a t i o n  O u t l in e  b e s t  i n d i c a t e s  t h i s  d im e n s io n .  I tem s:  1, 
2 , 3 ,  4 ,  5 , 6 , 7.

The e f f e c t i v e  manager u s u a l l y  w ants  i n f lu e n c e  and power (n 
p o w e r) .  He o r  she chooses  p o s i t i o n s  o f  in f lu e n c e  and a c t i v e 
ly  se e k s  them o u t .

2. C o a l i t i o n s ,  b u i ld i n g  a l l i a n c e s  w ith  o t h e r  i n d i v i d u a l s  or 
u n i t s ,  d e v e lo p in g  and m a in ta in in g  a power b a s e .  Independen t 
o f  th e  form al s t r u c t u r e ,  c o a l i t i o n s  a re  e x p l i c i t l y  c r e a t e d  by 
t h e i r  members fo r  a s p e c i f i c  p u rp o s e .  C o a l i t i o n s  must a c t  as 
a g ro u p ,  e . g . ,  j o i n t l y  s ig n in g  a memorandum. W a l l e r ' s  and 
C a r l s o n ' s  c o n ta c t i n g  C hr is  W allace  p ro v id e  o p p o r tu n i ty  to  
e x e r c i s e  t h i s  d im ens ion , as does th e  F a r l e y  m essage . I te m s:  
1, 2 ,  3, 4 ,  5 , 6 , 7.

r
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3. N e u t r a l i z i n g  o r  d e s t r o y in g  s t a k e h o l d e r s ,  e . g . ,  f i r i n g ,  i g n o r 
in g ,  r e p r i s a l s ,  b lo c k in g ,  a t t a c k i n g  o r  b lam ing o t h e r s .
S c a p e g o a t in g  and b lam ing a r e  u s u a l l y  r e a c t i v e .  P r o a c t iv e  
a t t a c k i n g  i s  more p e r s o n a l  and i s  u s u a l l y  g e a re d  tow ard  r e 
d uc ing  c o m p e t i t io n  w ith  a r i v a l .  The te le p h o n e  message from 
P a t  Ramirez and h e r  perfo rm ance  rev iew  cou ld  d e m o n s tra te  t h i s  
d im ension  more th a n  any o t h e r  i te m s .  The ju d g e s ,  th o u g h ,  
s t r o n g l y  a g reed  t h a t  t o  im m ed ia te ly  f i r e  Ramirez would be a
m is ta k e .  I tem s:  2 , 5 ,  6, 7.

On o c c a s io n ,  th e  e f f e c t i v e  manager must ta k e  a  s t r o n g  s ta n d  
w ith  o t h e r s  who d i r e c t l y  o r  i n d i r e c t l y  oppose h i s  o r  h e r  
s e l f - i n t e r e s t s / g r o u p  i n t e r e s t s .  (O th e r  approaches  such as 
b a r g a in in g  o r  c o a l i t i o n  b u i ld i n g  a r e  o r  have been i n e f f e c 
t i v e .  Some t a c t i c s  w i th in  t h i s  d im ension  may be i l l e g i t i m a t e  
o r  u n e t h i c a l ,  e . g . ,  t h r e a t s  o r  r e p r i s a l s . )

4 . G a in in g  s u p p o r t  from h ig h e r  l e v e l s ,  a l i g n in g  w ith  pow erfu l  
o t h e r s .  C le a r in g  th e  in v es tm e n t  w i th  th e  immediate b o s s .  
I n g r a t i a t i o n .  P r a i s i n g  and e s t a b l i s h i n g  good r a p p o r t .  
Touching b a s e s .  The O u t l in e  and Goodwin’ s l e t t e r  o f  r e s i g n a 
t i o n  o f f e r  examples o f  t h i s  d im en s io n .  I tem s:  1, 2 ,  3 ,  4 ,
7.

5. *JJse o f  in fo rm a t io n  as a p o l i t i c a l  t o o l .  W ith h o ld in g ,  d i s 
t o r t i n g  o r  u s in g  in fo rm a t io n  t o  overwhelm a n o th e r .  In  r a r e  
i n s t a n c e s ,  o u t r i g h t  ly in g  o r  f a l s i f i c a t i o n  i s  a t a c t i c .  
W ith h o ld in g  in fo rm a t io n  when i t  m ight be d e t r i m e n ta l  t o  s e l f -  
i n t e r e s t ;  s e l e c t i v e  d i s c l o s u r e ,  innuendo . Sometimes o v e r 
whelming th e  t a r g e t  w ith  d a t a  t o  obscu re  a  p i e c e  o f  in fo rm a
t i o n .  W h is t le b lo w in g .  The perfo rm ance  rev iew s and t e le p h o n e  
m essa g e s ,  more th a n  th e  o t h e r  i t e m s ,  p r e s e n t  t h i s  d im en s io n .
I te m s :  1, 2 , 3 , 4 ,  5 , 6 ,  7.

6. Using m a t e r i a l  and p h y s i c a l  r e s o u r c e s ,  a c ce s s  t o  in f o r m a t io n ,  
s e c u r in g  p e r s o n n e l ,  equipm ent o r  s p a c e .  C o l l e c t i n g  d a t a  to  
use  as  a p o l i t i c a l  t o o l .  G a rn e r in g  r e a l  or sym bolic  r e 
s o u r c e s .  The l e t t e r  o f  r e s i g n a t i o n  o f f e r s  t h e  o p p o r tu n i ty  to  
expand r e s o u r c e s .  I tem s:  1, 2 , 3 , 4 ,  5 ,  7.

7. Exchanging f a v o r s ,  h o r s e  t r a d i n g ,  p a y o f f s  in  exchange fo r
s u p p o r t .  P e rfo rm ing  s e r v i c e s  o r  f a v o rs  to  c r e a t e  o b l i g a 
t i o n s .  P a t ' s  message i n d i c a t e s  t h i s  b e h a v io r .  I tem s:  1, 3,
4 ,  5 , 6 , 7.

8. T a lk in g  w ith  a c o u n te r p a r t  from a n o th e r  o r g a n i z a t i o n ;  o u t s id e  
p r o f e s s i o n a l  a c t i v i t y .  Any c o n ta c t  w i th  Muse f e a t u r e s  t h i s  
d im e n s io n .  I tem s:  I, 2 , 3 , 4 .
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9 . B a rg a in in g ,  n e g o t i a t i n g ,  com prom ising. U s u a l ly  in  r e g a r d  to  
i s s u e s  and p o l i c i e s .  W in/win. F a r l e y ' s  m essage , P a t ' s  
m essage and th e  pe rfo rm ance  rev iew s  would e l i c i t  t h i s  dimen
s i o n .  I tem s:  1, 2 ,  5 ,  6 ,  7.

10. S ta k e h o ld e r  s e n s e / a n a l y s i s ;  knowledge o f  o r g a n i z a t i o n .  Macro 
v iew . Knowledge o f  g a te k e e p e r s  and power c e n t e r s .  A l l  th e  
i tem s  c a l l  f o r  t h i s  d im e n s io n .  I tem s:  1, 2 , 3 , 4 ,  5 ,  6 , 7.

As you can s e e ,  most o f  th e  i tem s  in  th e  Meret s im u la t io n  c o u ld  evoke 
a l l  o f  th e  d im e n s io n s .  The i n t e r v i e w e r s ,  t h e  s c o r e r s  and I  s y n th e s iz e d  
a l l  t h e  d a ta  from your m a t e r i a l s  and in te r v ie w  and t r a n s c r i b e d  them i n 
t o  t h e  v a r io u s  d im e n s io n s .  Here in  th e  a t t a c h e d  s h e e t s  you can  see  how 
wide a range  o f  p o l i t i c a l  b e h a v io r  you d id  o r  d id  n o t  d e m o n s t ra te .  You 
can se e  th e  s t r e n g th  l e v e l  o f  each  d im ension  o r  your o v e r - r e l i a n c e  on a 
few.

Comments on your o v e r a l l  r e s u l t s

Recommendations on your use o f  t h i s  feedback

You may o r  may not wish t o  u t i l i z e  t h i s  feedback . P o l i t i c a l  b e h a v io r  
may even seem t o  be o f f e n s iv e  t o  you. But th e  f a c t  o f  i t s  r e a l i t y  in  
o r g a n i z a t i o n a l  d e c is io n -m a k in g  c anno t  be o v e r lo o k e d .  The f a c t  o f  i t s  
i n t e n s i t y  in  ambiguous s i t u a t i o n s  i s  im p o r tan t  t o  r e a l i z e .  I  would 
s u g g e s t  t h a t  you s tu d y  th e  d im ensions  and see  them as n e c e s s a ry  s t r a t e 
g i e s  in  any s i t u a t i o n  t h a t  t h r e a t e n s  your s e l f - i n t e r e s t  o r  your d e p a r t 
m e n t ' s .  Look a t  your s t r e n g t h s .  Examine th e  d im ensions t h a t  you d id  
o r  d id  no t e x h i b i t  and compare them w ith  your p a s t  e x p e r i e n c e s .
F i n a l l y ,  remember t h a t  t h i s  feedback  in fo rm a t io n  i s  yours  a lo n e .  No 
one e l s e  w i l l  r e c e iv e  i t .
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I n v i t a t i o n  t o  a t t e n d  a fo llow -up  s e s s i o n  on A p r i l  8 ,  1986

F i n a l l y ,  however l e n g th y  t h i s  feedback  summary might b e ,  you s t i l l  may 
have q u e s t io n s  o r  comments. You a re  welcome t o  a t t e n d  an open d i s c u s 
s io n  on t h e  e n t i r e  r e s e a r c h  p r o j e c t  on Tuesday , A p r i l  8 ,  1986 h e re  a t
___________________ . The s e s s i o n  w i l l  be open t o  a l l  p a r t i c i p a n t s  and
th e  i n t e r v i e w e r s .  We w i l l  d i s c u s s  th e  Meret s i t u a t i o n ,  t h e  g e n e r a l  r e 
s u l t s  and th e  c o n c lu s io n s  o f  th e  r e s e a r c h  p r o j e c t .  Of c o u r s e ,  no i n d i 
v id u a l  r e f e r e n c e s  w i l l  be made. T h is  s e s s i o n  i s  e n t i r e l y  o p t i o n a l .  I f  
you cannot a t t e n d ,  bu t s t i l l  have a q u e s t io n  o r  two fo r  me, p le a s e  do 
no t h e s i t a t e  t o  c a l l  me a f t e r  A p r i l  8 th  a t  -  , e x te n s io n   .

D ate :  Tuesday, A p r i l  8 ,  1986
Time: 3:30 p.m. -  5 :00  p.m.
P la c e :  T r a in in g  Room 10-C o f  ____________________

_____________________ ( c o r n e r  o f  _______  and  ;
ask  fo r  G lo r i a  Bader a t  t h e  s e c u r i t y  desk)

I  hope t h i s  feedback  has  been h e l p f u l  and i n t e r e s t i n g  t o  you , t h a t  in  
th e  end i t  a s s i s t s  you as  you do your job  and as you grow in  you r  r e 
s p o n s i b i l i t i e s .  A l l  th e  b e s t  in  your p r o f e s s i o n a l  e n d e a v o rs .

S i n c e r e ly ,

G lo r ia  E. Bader
S en io r  Management T r a in in g  S p e c i a l i s t  

and
D o c to ra l  C a n d id a te ,  U n iv e r s i ty  o f  San Diego

GEBlst
A tta c h m e n ts :

Sample S c o r in g  Key 
Dimension R e s u l t s
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DIMENSIONS

1. Advocating own self-interest or interest of one's group/department and 
at the same time achieving organizational goals. Ambition and desire 
for influence and power (n power), wanting power.
OOHSfftEl.'f UAKltrD tHC- Po8\Tt«M A& KfcV/ Dlfc'GCTO fL. OP- AOMlNlSOCA-^OM 
rv0^eTHe«- Pft-T VrAS. "Ĝ -Tiert. ■««. IT OC. NdT"^

T’ASTlOlPATlVT—  , b  SKV.U- WVMCtt Ct+r&S
WSS. PCfiX3&1'f6£> fO iV\\TE - KJOT AM PHASIC CM ftWEyz. <3/t foxs/BOl.
<̂ >rvo CVmZi^ A S ivvviMft TFfewrte. u rsA »< A re-ssei
~n+AKj PA T  GO. J-D.

2. Coalitions,, building alliances with other individuals aqd units, devel
oping and maintaining a power base. , „ _
pip î ct see o^tuev'S /ysbato a s a *i cfPon.-roAin'/ to 6UIlO  c h a i^  s Powse 

,  t h o u g h t  r r  " c u t  o p  p cA ce."

SP < L v~ .9St^S£- T O  lAAU-tA. AT AU- •
jH D  < 5 ^ 0 d m 5 * M < 2 ^  / r * r * 0  A S  *  OHAWCE t o  W O ^ S -
fcuicO sovir«etW irft- -t o g e t h e r  •

3. Neutralizing or destroying stakeholders, e.g., firing, ignoring, repri
sals. wtu-iMfrTo wjoam. m_ith Pprr, &ur not Vr& JP.v^& a.-

peff-TOlLPrWfiCJt W m A lV H i A^ /AdKT (/VNPdKTOAWT lT<m«., 
o«co/v\swjv»ace uorm tvwiKflr WJSvDt iVPtysAWfiavi o O  

PEE-rZS. -K et>T  GAVIrtfr, 6>ui x_  WCVXDNT O^OI NA<2JLM P rW t THlS 
-tfeNUJeO f t  r(\C/U£ -«A tA  J - 0 -

c.c_tA<. -we- uycA K M esses or- w «- ccw Peraurtj $ o g g p  rr;
6 UT w v s .  U N d o ry iR 9<WtA6l S  U J - 'T  • a___ ,

(TOT ADVOCATE C ifflltifr’ ?Br2l&0AllVEr<_ -  \NSXEa -D, PKOPosfi-D
4. Gaining support from higher levels, aligning with powerful others.

Clearing the investment with the iamediate boss. .
SAv\J tug. ncgr dHAllWHCrtN*—«re<W *̂ >-r\K- !ZEZ.?(Tf&£- to >J-P 9.TUXE -
P la c e d  p«.ibi«rts 0*S rr.
to o k . CtooiXjoiKi o u t toloMCH to  tw v a K  vVi/w § caer c*o&&
»WF0. AfiDUT K O w j AA&ZJtr W 01JIO AFPe-c-re©

OiO KIOT positvom, recr GCWFoSfcD A&CV3I m s
A cx u r3.!-^JN C rnoA ) Cm i s s s o  uY\Partn>cw r  -Ds -pml. im th^  (WsrfcocrrwnsO

5. Withholding information.
WVMTEO TO DTfeSSVO^MATE- IWFO, GdVt G lo S A t PlCTUC*
— CO A-LL, TH€- wAtC(ZO-')\'&0

rein- ^  uASM'r GiY&M efSOJGw IMTO •
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Osing_material and physical resources, access t o information, securing 
personnel, equipment or space.

■FOOND A ffrtA IS A IS  COKjTOSlKir J S*"*U N& 0 9 fl><2m>Mny
t io  v \ A t f e ^ . ' S  m t = , s ^ 6 r C r  ( t d  6 U i t - D  /v \f c r f ir  ’F O M C m o o  i M S . b . }  

c^vo \ f  AiPt«afiZAAtGr'roz>ee-iz. cnxl-g ii\fFo-fe<an R£-n<2.irt6-&osSj 
b u t  I ' j a r  t = r o ^  o t » € ^  6 * - f H F

O F - 1AIE-LL AS C o m f i m s ^  D N - $  /Y vA £vC & -n

7. Exchanging favors, horse trading, payoffs in exchange for support.
019 NCI s e e  On^zrroe-TE- A-S t<Y%ft>/2JT<VA<T —P%)<ZCrtjT
A & out IT. scuN & C X lrt
CAAl&>i (Go/Y»SM-W.«-)aAW OPfcMTOMHY TO

Artso A- "recur CO«TS> W/O CUION& P^OPLEr
vvMiteft -pat -to Hfet.9 Him if  vte-wetPeo +«&.

8. Talk with counterpart from another organisation; outside professional 
act i v i t y .

9. Bargaining, negotia ting , compromising.
TfeUUJO f A f t t / « B S V W e e -  C*Jt <3F-P(J>£& -  C O C iSll(6- OCpAAT/rCSArt*. tJMES 

no r o n r f iz o m rs ^ s  o - t  8 a a < » ins c o w s t u e D  — * w ti-P o u -m A t_
“  D\DN*T TVHOrtC.IT WAS CP TC> tK 6  TO R-t-SFfcKC)* A M D  C aU £ £ >  ** ®PrD P0U T ltL 5».

D t p  t a , p j 2 _ t s s  B g 5 » i l t t  T O  WANDLZ- f tn reN T lA U M  D tSG .0PnV & -
•srrvAnooi o o &H&c x l x , TO m Ate- rr u « .s  voiatiue -1‘h<*m&c£- lT
CA^«VHJLtV

10. Use of d ece i t ,  clandestine actions.
WAS wiCUNCrTO OS£ IN*^- f lTZOWv #>6^Jp©<2>WA£S /V/PrZArtVrt^ •

II. Stakeholder sense/analysis; knowledge of organization
’ f e c r  w t e c a s D  n w v z t  i N T O f i /w m o u  • coice-tiNtS) A B o u r Twe- PctevTOMAY 
DlSRJUi*n'CE -sr-ruA-nOM c A o a re D  AY ££y*p&-mtdH e*8 -m « -3  C fP 'T  
TEXL T (A € - A b r A lo A S tr Z A T X Y e -POSVUflKI.

exffcssseD weea to fca/v* fHTtoStfpvrv op t h e  com rany a n d
U A S O N E A S 7  T V A T  S a u c e ' s  P o S lT tb h l  KCT CUEAC-LY D e u M V W t ? -

m - P c p  m o S E ,  &W* l fO W H A T d A P A C n Y  ? Y-P OF h 

-f^VTMCTVOM ?
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Sample S c o r in g  Key: W a lle r  Message

#1 W a lle r  M e s s a g e — Request in  p e rson  fo r  a s s i s t a n c e  w i th  an i n t e r 
view  and p o l i c y  d e c i s i o n  on t r a n s f e r  o f  p e rs o n n e l  from Muse.

C o n s id e ra t  ions

° W a lle r  i s  d i r e c t o r  o f  m a rk e t in g  fo r  Meret
° W a lle r  s to p p e d  by C .W .'s  o f f i c e  in  pe rso n
° W a lle r  i s  quo ted  in  newspaper a r t i c l e
° W a lle r  a sk s  fo r  p o l i c y  s u g g e s t io n s  on Muse t r a n s f e r s
° W a lle r  a sk s  fo r  h e lp  in  s e t t i n g  up an in te r v ie w
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Rating Scale and In d ic a to rs  o f P o l i t ic a l  Behavior

Low
1 2

F a i ls  to  in flu en ce  or 
take  ac tio n  to  in flu en ce  
o th e rs . R e lie s  h eav ily  
on form al o rg an iza tio n a l 
s tru c tu re s . Avoids com
p e t i t io n  and c o n f l ic t .  
F a i ls  to  see o r use 
proven resources o f  one's  
s e l f  o r o th ers . Does not 
promote s e lf - in te r e s ts  or 
solve issue a t  hand.

0 D efers  to  Muse's p o licy  
and delays response

0 Returns memo to  W alle r, 
d e fe rr in g  p o lic y  d ec i
sions

0 Sees memo as unimportant

0 Nees fu rth e r  in form ation

0 Sees request fo r  tran s
f e r  only as a s in g le  
request

0 W aits; a n tic ip a tin g  la y 
o f f

0 Avoids in flu e n c in g  new 
p o lic y ;  " i t  i s n ' t  up to  
C.W."

0 Does not want to  look 
as though he was 
" p ira t in g " ;  wants to  
p ro te c t s e lf

Moderate
3 A

Takes a c tio n  to  solve  
immediate issue demonstrating  
in flu en ce  and d es ire  fo r  
power. E x h ib its  some p o l i t i 
c a l awareness and some range 
o f p o l i t ic a l  behaviors .
Makes moderate, o ften  nega
t iv e  p o l i t ic a l  assumptions. 
R elates items to  each o th e r. 
P ro ac tive . More prescribed  
than d is c re tio n a ry  ac tio n s .

0 Arranges in te rv ie w  d e ta ils  
through Mark o r Cathy; 
delegates recru itm ent 
fu n c tio n  ap p ro p ria te ly

0 Plans to  meet W alle r o r 
Emerson to  discuss p o lic y  
tra n s fe rs

0 Sees tra n s fe r  o f people 
from S t . Louis as a good 
way o f  in fu s in g  new ideas  
and fresh  approaches

0 Contacts a p p lic a n t d ir e c t ly ;  
sees him as an a ll ia n c e

0 Reassures W a lle r; opens door 
fo r  re lo c a tio n s  both ways; 
cooperation

0 (Some contact w ith  W alle r  
is  minimum response h e re .)

High
5

Goes beyond moderate le v e ls  
o f behavior and ac tio n s . 
E xh ib its  high le v e l o f  p o l i 
t i c a l  awarenss and a b i l i t y  to  
take ap p ro pria te  a c tio n . 
Promotes's one's s e l f  or 
group' s in te r e s t . In flu e n c e s . 
Does not avoid c o n f l ic t  or 
com petition w ith  o thers . 
Displays am bition and d es ire  
fo r  power. A ttr ib u te s  strong  
p o l i t ic a l  motives to  o thers .

0 Contacts W alle r and Meret 
p res ident to  e s ta b lis h  
tra n s fe r  p o lic y ; seeks 
a ll ia n c e  w ith  M eret pres ident

0 Would t a lk  w ith  counterpart 
a t  Muse regard ing  d e ta ils  
fo r  in flu e n c in g  purposes

0 Meets w ith  W alle r fo r  lunch  
to  discuss impact o f merger 
and to  explore hidden 
agenda; seeks a ll ia n c e

F  .
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O u t l in e  o f  th e  Open D isc u ss io n  S e s s io n  f o r  a l l  S im u la t io n  P a r t i c i p a n t s

[Welcome and e x p re s s io n  o f  a p p r e c i a t i o n  fo r  your 
c o o p e ra t io n  in  th e  r e s e a r c h ]

1. Ways t o  look  a t  M ere t:  g o a l s ,  f i n a n c e s ,  c h a in  o f  command, r u l e s

and r e g u l a t i o n s  or p o l i t i c s .

2. Purpose  o f  th e  s im u la t io n

3. D e f i n i t i o n  o f  o r g a n i z a t i o n a l  p o l i t i c s

4 . Overview o f  Meret s im u l a t io n ,  i te m  by i tem

5. What you responded  (sam ples  o f  th e  most p o l i t i c a l  b e h a v io r s  from

th e  s c o r in g  key)

6. S c o r in g  key d e v e lo p in g ;  range o f  s c o re s

7. G en e ra l  t r e n d s  t h a t  p r e v e n te d  i n d i v i d u a l s  from be ing  more

e f f e c t i v e

8 . What t o  do w ith  a l l  t h i s
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Appendix KK 

L e t t e r  t o  C o n ta c ts

December 10, 1985

Dear

As you know, I  am c o n d u c t in g  my d i s s e r t a t i o n  r e s e a r c h  th ro u g h  th e  Uni
v e r s i t y  o f  San Diego and would l i k e  t o  c a l l  upon you fo r  a s s i s t a n c e .  I 
would a p p r e c i a t e  your s e c u r in g  two or t h r e e  m id - le v e l  managers o r  ad
m i n i s t r a t o r s  from your o r g a n i z a t i o n  t o  p a r t i c i p a t e  in  one t r a i n i n g  
s e s s i o n  t h a t  I  w i l l  conduct in  l a t e  J a n u a ry  and a g a in  in  F e b ru a ry  1986. 
I  c anno t  a sk  you t o  be in  th e  t r a i n i n g  s e s s io n  b ecause  o f  your f a m i l i 
a r i t y  w i th  my r e s e a r c h  i n t e r e s t s  summarized in  th e  a t t a c h e d  a b s t r a c t ;  
hence my r e q u e s t  fo r  o th e r  i n d i v i d u a l s  from you r  o r g a n i z a t i o n .  I t  i s  
im p o r ta n t  t h a t  t h e s e  i n d i v i d u a l s  be e x p e r ie n c e d  managers and not f i r s t -  
l e v e l  s u p e r v i s o r s  or a d m i n i s t r a t o r s .

The t r a i n i n g  s e s s i o n  w i l l  be com prised  o f  a m a n a g e r ia l  s im u la t io n  in  an 
In -B a s k e t  form at on d e c is io n -m a k in g ,  fo llow ed  by an i n t e r v i e w  and th e  
c o m p le t io n  o f  a s h o r t  form. A pprox im ately  t h r e e  h o u rs  w i l l  be r e q u i r e d  
fo r  t h e s e  a c t i v i t i e s .  A few weeks a f t e r  th e  s e s s i o n ,  each  in d iv i d u a l  
w i l l  r e c e iv e  w r i t t e n  feedback  on t h e i r  p a r t i c i p a t i o n  i n  t h e  s im u la t io n  
and a summary o f  th e  r e s u l t s  o f  th e  r e s e a r c h .  A s h o r t  g roup  s e s s i o n  to  
f u r t h e r  i n t e r p r e t  th e  s im u la t io n  and th e  optimum re s p o n s e s  r e q u i r e d  fo r  
i t  w i l l  be s c h e d u le d ,  but a t t e n d a n c e  a t  t h i s  i s  c o m p le te ly  o p t i o n a l .
To in s u r e  c o n f i d e n t i a l i t y ,  l e t t e r s  w i l l  be a s s ig n e d  t o  each  p a r t i c i p a n t  
and used  in  my w r i t i n g  o f  th e  r e s u l t s .

Two s e s s i o n s  t o  choose  from a re  s c h ed u le d :  Tuesday m orn ing , Ja n u a ry  
21, 1986, and Monday e v e n in g ,  F e b ru a ry  24, 1986. The d e t a i l s  a re  i n 
c lu d e d  in  th e  a t t a c h e d  l e t t e r  which you may g iv e  t o  p a r t i c i p a n t s .

I  suppose  th e  b e s t  s e l l i n g  p o i n t s  fo r  you and your o r g a n i z a t i o n  suppor
t i n g  t h i s  p r o j e c t  a re  f r e e  management t r a i n i n g  fo r  th e  i n d i v i d u a l s  and 
th e  s p e c i f i c  h ig h  q u a l i t y  feedback  t h a t  w i l l  be p r e s e n t e d  t o  them. I f  
p o s s i b l e ,  I  would l i k e  t o  have f irm  commitments from t h e  p a r t i c i p a n t s  
p r i o r  t o  th e  h o l i d a y s .  I t  i s  o n ly  n e c e s s a ry  t h a t  th e y  r e t u r n  th e  
a t t a c h e d  form to  me in  th e  enve lope  p ro v id e d .  Do no t h e s i t a t e  t o  c a l l  
i f  you have any q u e s t i o n s .  P le a s e  be a s s u re d  o f  my a p p r e c i a t i o n .

S i n c e r e ly ,

G lo r ia  E. Bader
GEBlst
E n c lo su re s
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Appendix KK (C on tinued)  

L e t t e r  t o  C o n ta c ts

A p ril  3 , 1986

Dear

Thank you v e ry  much fo r  s e n d in g  me members o f  your o r g a n i z a t i o n  to  
p a r t i c i p a t e  in  my d i s s e r t a t i o n  r e s e a r c h .  ’ I have j u s t  s e n t  them t h e i r  
i n d i v i d u a l  s c o r e s ,  feedback  and a summary o f  th e  p r o j e c t .  They have 
a l s o  been i n v i t e d  t o  a fo l lo w -u p  s e s s io n  on A p r i l  8 from 3 :30  t o  5:00
p.m. h e r e  a t  . The s e s s io n  i s  e n t i r e l y  o p t io n a l
and i t  w i l l  be an open d i s c u s s io n  o f  th e  s im u la t io n  and i t s  g e n e ra l
r e s u l t s .  You a re  most welcome t o  a t t e n d  as w e l l .

For your  background in fo rm a t io n  on th e  e n t i r e  i s s u e ,  I  have en
c lo s e d  th e  summary l e t t e r  abou t th e  p r o j e c t  t h a t  I  s e n t  to  th e  p a r t i c i 
p a n t s .  I  am s t i l l  exam ining th e  d a ta  in  o rd e r  t o  draw g e n e ra l  c o n c lu 
s i o n s .  I  w i l l  send you a  f i n a l  summary when t h a t  i s  co m p le ted .  A gain , 
I  am most a p p r e c i a t i v e  o f  your a s s i s t a n c e .

S in c e r e ly ,

G lo r i a  E. Bader

GEBlst
A ttachm ent
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Appendix LL

L e t t e r  t o  P a r t i c i p a n t s :  E x p la n a t io n  o f  Research

December 11, 1985

Dear P r o f e s s i o n a l ,

I  have asked  t o  s o l i c i t  your p a r t i c i p a t i o n  in  a s p e c i a l
r e s e a r c h  p r o j e c t .  I  am a d o c to r a l  s tu d e n t  a t  th e  U n iv e r s i ty  o f  San 
Diego and my d i s s e r t a t i o n  r e q u i r e s  t h a t  I  conduct a com prehensive  r e 
se a rc h  p r o j e c t .  The pu rpose  o f  th e  r e s e a r c h  i s  t o  d e s ig n  an in s t ru m e n t  
t h a t  w i l l  shed  l i g h t  on how and why d e c i s i o n s  a re  made by m anagers and 
a d m i n i s t r a t o r s  under c e r t a i n  c i r c u m s ta n c e s .  Your p a r t i c i p a t i o n  in  an 
i n d iv i d u a l  a s se s sm e n t  e x e r c i s e  t h a t  I  have o rg a n iz e d  i s  th e  c ru x  o f  t h e  
r e s e a rc h  p r o j e c t .  Here i s  e x a c t ly  what you can e x p e c t :

1. P a r t i c i p a t i o n  in  \ \  hour  a sse ssm en t  e x e r c i s e .  T h is  e x e r c i s e  
i s  com prised  o f  l e t t e r s ,  m essages and t a s k s  in  a t y p i c a l  i n 
b a s k e t  t r a y .  A lthough th e  e x e r c i s e  w i l l  be a d m in is t e r e d  t o  
15 p e o p le ,  you work as an i n d iv i d u a l .

2. You w i l l  be in te rv ie w e d  a f t e r  th e  a sse ssm en t  t a s k  fo r  30-40 
m in u te s .  T h is  i n te r v ie w  w i l l  focus o n ly  on th e  \k hour 
a s se s sm e n t  e x e r c i s e  and how and why you made c e r t a i n  d e c i s i o n s .

3. You w i l l  be asked  t o  com ple te  a s h o r t  form about t h e  e x e r c i s e
(15 m i n u t e s ) .

A few weeks l a t e r ,  you w i l l  r e c e iv e  an i n d i v i d u a l l y  p re p a re d  r e p o r t  o f  
how you d id  in  th e  a sse ssm en t  e x e r c i s e  and a summary o f  t h e  r e s e a r c h  
p r o j e c t .  To in s u r e  c o n f i d e n t i a l i t y ,  l e t t e r s  w i l l  be used  i n s t e a d  o f  
names in  t h i s  summary. L a s t l y ,  a  group s e s s i o n  w i l l  be s c h e d u le d  fo r  
f u r t h e r  feedback  and a n a l y s i s ,  bu t a t t e n d a n c e  a t  t h i s  i s  o p t i o n a l .  I f  
you have any q u e s t i o n s  r e g a r d in g  th e  r e s e a r c h  o r  p r o c e d u r e s ,  p l e a s e  ask  
them o f  me b e f o r e  you send  in  your c o n f i r m a t io n .  I  can be rea c h e d  a t  
_________ , e x te n s io n  ____ .

Two d a te s  a r e  s c h e d u le d  fo r  two d i f f e r e n t  groups o f  15 p a r t i c i p a n t s .
You can s ig n  up fo r  e i t h e r  s e s s i o n  as th e y  a re  i d e n t i c a l .

T uesday , J a n u a ry  21, 1986 8 :30  -  11:30 a .m .

OR

Monday, F e b ru a ry  24, 1986 4 :0 0  -  7:00 p.m.
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Appendix LL (Continued)

Each s e s s io n  w i l l  be h e ld  a t  ( c o r n e r  o f  )
in  t h e  Main C onference  Room ( 1 0 - 1 ) .  Ask f o r  me a t  th e  f r o n t  desk  and I  
w i l l  b r in g  you t o  th e  C onference  Room. P ark ing  i s  a v a i l a b l e .

I  would a p p r e c i a t e  a c o n f i r m a t io n  o f  your p a r t i c i p a t i o n  in  t h i s  p r o j e c t  
b e fo r e  th e  h o l id a y s .  P le a s e  r e a d  and s ig n  th e  a t t a c h e d  form re g a r d in g  
c o n f i d e n t i a l i t y ,  r e s e a r c h  e t h i c s ,  and check  th e  s e s s io n  you can a t t e n d .  
T h is  can be m ailed  t o  me in  th e  enve lope  p ro v id e d .  I  look forw ard  to  
m ee ting  you and working w ith  you in  J a n u ary  or F e b ru a ry .

S i n c e r e ly ,

G lo r ia  E. Bader

GEBlst
E n c lo su re s
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Appendix MM

Consent Form

I  have r e a d  t h e  pu rpose  and p ro c e d u re s  o f  t h i s  r e s e a r c h  p r o j e c t  
and u n d e rs ta n d  t h a t  my p a r t i c i p a t i o n  in  i t  i s  e n t i r e l y  v o lu n ta r y  and 
t h a t  I  can w ithd raw  a t  any t im e .  I  u n d e rs ta n d  t h a t  my name w i l l  n ever  
be used in  r e s e a r c h  w r i t i n g s ;  t h a t  my answ ers  w i l l  be h e ld  in  s t r i c t  
c o n f id e n c e ;  and t h a t  a l l  i d e n t i f y i n g  in fo r m a t io n  w i l l  be d i s g u i s e d  or 
d e l e t e d .

I ,  t h e  u n d e r s ig n e d ,  u n d e rs ta n d  th e  above e x p la n a t io n s  a nd , on t h a t  
b a s i s ,  I  g iv e  c o n se n t  t o  my v o lu n ta r y  p a r t i c i p a t i o n  in  t h i s  r e s e a r c h .

S ig n a tu r e  ________________________________________________ Date

San D iego , CA 

S ig n a tu r e  o f  R e s e a rc h e r

S ig n a tu r e  o f  W itness  __

Name ( p le a s e  p r i n t )  ___

Address (where you want 
to  r e c e iv e  in fo r m a t io n )

Phone ___________  O ccupa tion

( P le a s e  r e t u r n  t h i s  form in  the  enve lope  p r o v id e d .  D i r e c t io n s  and 
f i n a l  c o n f i r m a t io n  w i l l  be se n t  t o  yo u .)

Date

Date
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Appendix NN 

Acknowledgement

January 10, 1986

Dear P r o f e s s i o n a l :

Thank you fo r  v o l u n te e r i n g  t o  be p a r t  o f  my d o c t o r a l  r e s e a r c h  p r o 
j e c t  on T uesday , Ja n u a ry  2 1 s t .  I  r e c e iv e d  your c o n se n t  form and now 
t h a t  t h e  d a te  i s  draw ing n e a r ,  you w i l l  want s p e c i f i c  d i r e c t i o n s .

O r i g i n a l l y ,  I  p lan n ed  t o  have th e  s e s s io n  h e re  a t  , bu t  I
have chosen  a  more c e n t r a l  l o c a t i o n  — M anchester  C onfe rence  C e n te r  a t
The U n i v e r s i t y  o f  San D iego . A map i s  a t t a c h e d .  We w i l l  b e g in  p rom ptly  
a t  8 :3 0  a .m . in  Room 206A on th e  second f l o o r  o f  M a n ch e s te r .  J u i c e  and 
c r o i s s a n t s  w i l l  be a v a i l a b l e  f o r  you a t  8 :00  a.m. You a r e  welcome t o  
come e a r l y .

As you r e c a l l  from my o r i g i n a l  l e t t e r ,  t h i s  i s  an i n d i v i d u a l
a s s e s s m e n t .  Only you w i l l  r e c e iv e  th e  r e s u l t s  o f  your work in  the
a sse s sm e n t  e x e r c i s e .  I  look fo rw ard  to  m eeting  you on T uesday , J a n u a ry  
2 1 s t  a t  M a n ch e s te r .

S i n c e r e l y ,

G lo r ia  E. Bader

GEBlst 
E n c lo su re

E
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February 4, 1986

Dear P r o f e s s i o n a l :

Thank you fo r  v o lu n te e r in g  t o  be p a r t  o f  my d o c to r a l  r e s e a r c h  p ro 
j e c t  on Monday, F eb ruary  24, 1986. I  r e c e iv e d  your c o n sen t  form and 
now t h a t  th e  d a te  i s  draw ing n e a r ,  you w i l l  want s p e c i f i c  d i r e c t i o n s .

The program  w i l l  be h e re  a t  ( s e e  e n c lo s e d  map).
We w i l l  b e g in  p rom ptly  a t  4 :0 0  p.m . in  th e  main c o n fe re n c e  room a d ja 
c e n t  t o  t h e  c o r p o r a te  lobby . R efreshm ents  w i l l  be a v a i l a b l e  f o r  you a t  
3 :3 0 .  You a r e  welcome t o  come e a r l y .  We shou ld  be f i n i s h e d  between 
6 :30  and 7 :00  p.m.

As you r e c a l l  from my o r i g i n a l  l e t t e r ,  t h i s  i s  an i n d i v i d u a l  
a s s e s s m e n t .  Only you w i l l  r e c e iv e  th e  r e s u l t s  o f  your work in  th e  
a s se s sm e n t  e x e r c i s e .  I look forw ard  t o  m eeting  you on Monday, F eb ruary  
24 t h .

S i n c e r e l y ,

G l o r i a  E. Bader

GEBlst
E n c lo su re

r. ■
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



280

Appendix NN (Continued)

February 28, 1986

Dear

Thank you fo r  p a r t i c i p a t i n g  in  my r e s e a r c h  p r o j e c t  on J a n u a ry  
2 1 s t .  Your i n d i v i d u a l i z e d  feedback  i s  n e a r in g  c o m p le t io n  and w i l l  be 
s e n t  t o  you s h o r t l y .  I  had  some d e la y  because  o f  t h e  second sample 
group on F eb ru ary  2 4 th ;  s e v e r a l  no-shows a f f e c t e d  my sample s i z e  and , 
c o n s e q u e n t ly ,  I  am ru n n in g  a t h i r d  group on March 6 t h .

I do have a d a te  f o r  t h e  open d i s c u s s io n  s e s s i o n  -  Tuesday, A p r i l  
8 from 3 :3 0 -5 :0 0  p.m. h e re  a t  . You may want t o  make a n o te  o f
i t .  Th is  i s  an o p t io n  s e s s i o n  s im ply  t o  d i s c u s s  t h e  s im u la t io n .  In 
th e  m eantim e, b e s t  o f  lu ck  in  your p r o f e s s i o n a l  e n d e a v o rs .

S i n c e r e ly ,

G lo r i a  E. Bader

GEBlst

¥'■ '
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Training Agenda for Panel of Judges and Correspondence

(2  h o u rs )

1 .• A b s t r a c t  and r e s e a r c h  d e s ig n  (Appendix AA, p .  5-9)

2. D e f i n i t i o n  o f  p o l i t i c a l  b e h a v io r  (Appendix AA, p .  15)

3. Dim ensions (Appendix X)

4 .  Sample s c o r in g  s h e e t  and m a t r ix  (Appendixes SS and QQ)

5. In -B a s k e t  i tem s (Appendixes A-Q)

6 . Role o f  p a n e l  o f  judges
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Role o f  P a n e l  o f  Judges  

The r o l e  o f  th e  p a n e l  o f  ju d g es  i s  t o  b u i ld  a s c o r in g  key f o r  th e  

i n - b a s k e t  and t o  rank  and w eight th e  seven  i te m s .  In  a d d i t i o n ,  impor

t a n t  c o n s i d e r a t i o n s  f o r  th e  i n - b a s k e t  s c o re s  can be added t o  t h e  s c o r 

ing  k e y .  A consensus  i s  t o  be re a c h e d  on each t a s k .
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December 17, 1985

7250 Mesa C o l leg e  D rive  
San D iego , C a l i f o r n i a  92111

5230 C a r r o l l  Canyon Road, S u i t e  212 
San D iego , C a l i f o r n i a  92121

P . 0 .  Box 85227
San D iego , C a l i f o r n i a  92138

Dear

I  am most g r a t e f u l  t o  each o f  you fo r  a g re e in g  t o  be th e  pa n e l  o f  
e x p e r t s  fo r  my d i s s e r t a t i o n  r e s e a r c h  p r o j e c t .  An a b s t r a c t  o f  th e  p ro 
j e c t  i s  a t t a c h e d .  You can be su re  t h a t  I  w i l l  make th e  most e f f i c i e n t  
u se  o f  your t im e .

In  e s s e n c e ,  your t a s k  as judges i s  to  a g re e  on th e  e f f e c t i v e n e s s  
o f  th e  p a r t i c i p a n t s '  r e s p o n s e s  t o  th e  I n -B a s k e t .  You w i l l  s o r t  th e  
r e sp o n se s  on a  range  o f  e f f e c t i v e n e s s  and r a t e  th e  most a p p r o p r i a t e  
p o l i t i c a l  b e h a v io r .

To p r e p a r e  fo r  t h i s ,  I  need t o  walk you th ro u g h  th e  In -B a s k e t ,  
o u t l i n e  th e  p r o j e c t  and d e f in e  p o l i t i c a l  b e h a v io r .  In  s h o r t ,  you w i l l  
need a b r i e f  o r i e n t a t i o n .  I  can do t h i s  w ith  you i n d i v i d u a l l y ,  a t  your 
c o n v e n ie n c e .  I t  sh o u ld  ta k e  no lo n g e r  th a n  H. h o u r .  The b e s t  t im e fo r  
t h i s  i s  J a n u a ry  13 t o  J a n u a ry  20. I f  you l i k e ,  I  co u ld  come t o  your 
o f f i c e ,  in  o rd e r  t o  save  you t im e .

The a c t u a l  s c o r i n g  o f  re sp o n se s  w i l l  need t o  t a k e  p la c e  sometime 
J a n u a ry  22 th rough  F eb ru a ry  3. I t  would p ro b a b ly  work most q u ic k ly  
w ith  a l l  t h r e e  ju d g e s  p r e s e n t .  You co u ld  s o r t ,  d i s c u s s  and come to  
agreement on th e  r e s p o n s e s .  T h is  shou ld  ta k e  no lo n g er  th a n  th r e e  
h o u r s .  The second sample group w i l l  need ju d g in g  a l s o ,  bu t s in c e  a 
base  s c o r in g  key w i l l  have been e s t a b l i s h e d ,  t h i s  t a s k  shou ld  go 
smoothly and e f f i c i e n t l y .  The week o f  F eb ru ary  24 i s  sch ed u led  fo r  
t h i s  second ju d g in g ,  a t  your con v en ien ce .

I"  ■
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Appendix 00 (Continued)

I  am su re  you have q u e s t io n s  and s u g g e s t io n s  f o r  me- P le a s e  g iv e  
me a c a l l  and we can d i s c u s s  d a te s  and any o th e r  th o u g h ts  you have 
abou t  t h e  r e s e a r c h  p r o j e c t .  I  w i l l  be a t  u n t i l  December 20,
a g a in  December 30 and 31; J a n u a ry  2 and 3; and J a n u a ry  6 on . My b e s t  
w ishes  fo r  a v e ry  Merry C hris tm as  and a  Happy New Y ear.

S i n c e r e ly ,

G lo r i a  E. Bader

GEBlst
E n c lo su re
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Appendix 00 (Continued)

April 3, 1986 •

7250 Mesa C o l leg e  D rive  
San D iego , C a l i f o r n i a  92111

5230 C a r r o l l  Canyon Road, S u i te  212 
San D iego , C a l i f o r n i a  92121

P. 0 .  Box 85227
San D iego , C a l i f o r n i a  92138

Dear

Thank you v e ry  much fo r  p a r t i c i p a t i n g  in  my d o c to r a l  r e s e a r c h  p ro 
j e c t  as an e x p e r t  ju d g e .  The e f f o r t  was w e l l  w orth  i t !  The sc o re s  
ranged  from 21-89 out o f  a p o s s ib l e  range  o f  20 t o  100. There were 
more s c o re s  in  th e  low and m odera te  range  th a n  in  th e  h igh  r a n g e .  The 
i n t e r - r a t e r  r e l i a b i l i t y  c o r r e l a t i o n s  rea c h e d  .79 and .71 fo r  i n t e r n a l  
r e l i a b i l i t y .  But more im p o r ta n t ly ,  s i g n i f i c a n t  p a t t e r n s  o f  b e h a v io r  
were n o ted  t h a t  w i l l  d e l i g h t  b e h a v io r a l  p s y c h o lo g i s t s .  For exam ple, i f  
one avo ided  c o m p e t i t io n ,  r e l i e d  on c h a in  o f  command, h e ld  to o  many 
m e e t in g s ,  ig n o re d  th e  macro v iew , th e y  sc o re d  low on e f f e c t i v e  p o l i t i 
c a l  b e h a v io r .

You a r e  welcome t o  a t t e n d  an open d i s c u s s io n  o f  th e  Meret in 
b a s k e t  on A p r i l  8 from 3 :3 0 -5 :0 0  p.m. h e re  a t  . The s e s s io n  i s
an o p t io n a l  one f o r  a l l  33 managers in  th e  sample group and th e  s tu d e n t  
a s s e s s o r s .  I  w i l l  summarize th e  r e s u l t s  and go th rough  th e  item s w ith  
p l e n ty  o f  tim e fo r  q u e s t io n s  and d i s c u s s i o n .  I  have a l r e a d y  s e n t  an 
i n d iv i d u a l  feedback  l e t t e r  t o  each p a r t i c i p a n t  so I  see  t h i s  s e s s io n  as 
one t o  t i e  lo o se  ends f o r  anyone i n t e r e s t e d .

The n ex t  g o a l  fo r  me i s  th e  co m p le tio n  o f  C hap te rs  3, 4 and 5 so 
t h a t  I  can  c a tc h  up w ith  who w i l l  be d e fe n d in g  h i s  work A p r i l  4 ,  
1986. C o n g r a tu l a t i o n s ,  . A l l  th e  b e s t  t o  each o f  you, bo th  p e r 
s o n a l l y  and p r o f e s s i o n a l l y .

S i n c e r e ly ,

G lo r i a  E. Bader
GEBlst
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Appendix PP

V a r ie ty  and Ranges o f  P o l i t i c a l  B ehavior  P r e s e n te d  by th e  

Repondents in  O rder o f  Degree

Number o f  r e s p o n s e s  ( r )

1. Use o f  in fo rm a t io n  as  a p o l i t i c a l  t o o l .  W ith h o ld in g ,  d i s t o r t i n g  

o r  u s in g  in fo rm a t io n  t o  overwhelm a n o th e r .

1 2  3 4 5

None W ith h o ld in g  D i s c r e t e  D i s t o r t i o n
Use;
S e l e c t iv e
D is c lo s u r e

r  = 7 r  = 0 r  = 10 r  = 16 r  = 0

2. C o a l i t i o n s ,  b u i ld in g  a l l i a n c e s  w ith  o th e r  i n d i v i d u a l s  and u n i t s ,  

d e v e lo p in g  and m a in ta in in g  a power b a s e .

1 2  3 4 5

No Minimal B u i ld  Smooth A c t iv e ly  C o a l i t i o n
A l l i a n c e s  R e l a t i o n s h i p s  Seeks

A l l ia n c e

r  = 5 r  = 1 r  = 12 r  = 16 r  = 0

3 . S ta k e h o ld e r  s e n s e / a n a l y s i s :  Knowledge o f  o r g a n i z a t i o n .  Macro

v iew . Knowledge o f  g a te k e e p e r s  and power c e n t e r s .

F requency  ran g e :  number o f  r e s p o n s e s  ( r ) .

1 2  3 4 5

None L i t t l e  Average Need Macro
Knowledge Knowledge t o  Know View

More

r  = 3 r  = 2 r  = 10 r  = 4 r  = 15
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4 .  Using m a t e r i a l  and p h y s ic a l  r e s o u r c e s ,  a c c e s s  t o  i n fo r m a t io n ,  

s e c u r in g  p e r s o n n e l ,  equipment o r  s p a c e .  C o l l e c t i n g  d a ta  t o  use  as 

a p o l i t i c a l  t o o l .  G a rn e r in g  r e a l  o r  sym bolic  r e s o u r c e s .

1 2  3 4 5

No use  Access t o  G a rn e r in g  A c t iv e  A c tu a l
I n fo rm a t io n  as C o l l e c t i o n  Use

I n fo r m a t io n  o f
Comes In fo rm a t io n

r  = 9 r  = 2 r = 3  r = 7  r  = 12

5. Am bition and d e s i r e  fo r  i n f lu e n c e  and power (n  pow er) ,  w an ting  

power. Power m o tiv e .  In d ep en d en ce ,  dominance and s u p e r i o r i t y .

1 2 3 4 5

No power Not S t ro n g ly  Wanted Wanted Sought More Power
P o s i t i o n  S t ro n g ly
Power

r  = 10 r  = 4 r  = 9 r  = 10 r  = 2

6 . G a in ing  s u p p o r t  from h ig h e r  l e v e l s ,  a l i g n i n g  w ith  pow erfu l  o t h e r s .  

C le a r in g  th e  inves tm en t  w i th  th e  imm ediate b o s s .  I n g r a t i a t i o n .  

P r a i s i n g  and e s t a b l i s h i n g  good r a p p o r t .  Touching b a s e s .

1 2  3 4 5

None B r i e f  Some Communication Seeks H ig h es t
M ention Communication w ith  I n t e n t  L e v e ls  fo r

Support

r  = 10 r  = 2 r  = 5 r  = 10 r  = 6
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9.

Appendix PP (C o n tin u ed )

Exchanging  f a v o r s ,  h o r s e  t r a d i n g ,  p a y o f f s  in  exchange fo r  s u p p o r t .  

P e r fo rm in g  s e r v i c e s  o r  f a v o rs  t o  c r e a t e  o b l i g a t i o n s .

1

None

r  = 16

D i s t a s t e  
o f  Favor 
Exchanges

r  = 4

Exchanged
Favors

r  = 3

A c t iv e ly  
Exchanged 
Favors  o r  
Support

r  = 8

8. N e u t r a l i z i n g  o r  d e s t r o y in g  s t a k e h o l d e r s .

1

Ig n o re d  Acknowledged Used
C o m p e ti t io n  But Avoided In fo rm a t io n

th e
C om peti tion

About
C o m p e t i to r s , 
R iv a ls

r  = 7 r  = 9r  = 7

B a r g a in in g ,  n e g o t i a t i n g ,  com prom ising.

1 2 3

None D o e s n 't  Give Seeks to
A nyth ing  Up Convince

Some

Perform ed 
t o  C re a te  
O b l ig a t io n s

r  = 2

Demoted
R iv a ls

r  = 4

Wanted to  
F i r e  o r  F i r e d

r  = 7

A c t iv e  in
B arg a in in g  Seeking 

r  = 12 r  = 3 r  = 7 r  = 10 r  = 0

10. T a lk in g  w ith  a c o u n te r p a r t  from a n o th e r  o r g a n i z a t i o n ;  o u t s id e  

p r o f e s s i o n a l  a c t i v i t y .

None D e s i re  t o  t a l k  
w ith  C o u n te rp a r t

A c t iv e  in  
Seeking

r  = 29 r  = 3 r  =

■ ■ ... 
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M a tr ix  o f  Types o f  Problem and P o l i t i c a l  B e h a v io rs* E x h ib i te d
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1. S e l f - i n t e r e s t ,  Power

2. C o a l i t i o n  B u i ld in g ;
A l l i a n c e s

3. N e u t r a l i z i n g  O p p o s i t io n

4. G a in ing  s u p p o r t  from
h ig h e r  l e v e l s

5. Use o f  In fo rm a t io n

6. Using R esources

7. Exchanging Favors

8. O u ts id e  A c t i v i t y

9. B a rg a in in g ,  Compromising

10. Sense o f  O rg a n iz a t io n
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Addenda to  A sse sso r  T ra in in g

February 24, 1986 

Welcome!

A few reminders:

1. Please preview the sample in-basket to note changes chat are 

highlighted in yellow.

2. Note that the item question is moved to #2 spot (interview).

3. Index card format:

#7 ITEM " J \7  Subject |
'i ______________________________ _________________
i
3  ’____________________________________________

4. Dimensions have been reduced to 10. "Use of deceit" is 

merged with "information".

5. Don't forget to evaluate everything (see form attached).

6. I'd like to have a general discussion this evening before we 

finish —  your reactions to the interviews, etc.

7. Pizza will be brought in for an elegant supper circa 7 p.m.

8. Please keep me informed of your address changes.

9. I need 2 volunteers to mark the in-baskets (2nd sample

group).

10. When all this is done, I will send you letters of recommenda

tion and a sample resume item to reflect your work on this 

project. Needless to say, your efforts are greatly appreci

ated.
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S c o r in g  Sheet f o r  Each P a r t i c i p a n t

R a te r  #___

1. Message from W alle r

2. A d m in i s t r a t i v e  O u t l in e

3. L e t t e r  o f  R e s ig n a t io n

4 .  Comshare Memo

5. F a r le y  Message

6. Ramirez Message

7. Perform ance Reviews

P a r t i c i p a n t  #
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Appendix TT 

M eret I n te r v ie w  Form ( r e v i s e d )

I. What d id  you t h i n k  o f  t h e  M eret s i t u a t i o n ?

2. [Go th ro u g h  each  i te m ,  be s u re  you u n d e rs ta n d  what th e  p a r t i c i p a n t  
d i d ,  make m a rg in a l  n o te s  when n e c e s s a r y ,  p robe  f o r  r e a s o n s  d e c i 
s io n s  were m ade.]

I tem s #1 -4  -  W ri te  m arg in a l  n o te s  on each  i tem .

I tem  #5 -  E x p la in  h e re

I tem  #6 -  E x p la in  h e re

Item  in  -  E x p la in  h e re
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Appendix XT (C on tinued)

3. What was t h e  most c h a l l e n g i n g  i te m  and why?

4 .  What e x p e r ie n c e s  and s t r e n g t h s  d id  you b r in g  t o  t h e  s i t u a t i o n ?

5. How w i l l i n g  were you t o  make a d e c i s io n  based on th e  in fo r m a t io n  a t  
hand?

6. Do you t h i n k  you, a s  C h r i s ,  would have an impact on th e  o r g a n iz a t io n
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Appendix UU 

S co r in g  P r a c t i c e  fo r  In -B ask e t  R a te r s

ITEM

1 -  W aller  Message

2 -  A d m in is t r a t io n
O u t l in e

3 -  L e t t e r  o f
R e s ig n a t  ion

4 -  Computer Memo

5 -  F a r le y  Message

6 -  Perform ance
Reviews

7 -  Ramirez Message

P a r t i c i p a n t  # 18 

Scores  

1 

2

P a r t i c i p a n t  #22 

Scores 

1

P a r t i c i p a n t  #5 

Scores 

5 

3

r ; '
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Appendix W  

Sample Comments f o r  P a r t i c i p a n t s  

(T h is  i n d i v i d u a l ' s  comment s e c t i o n  i s  ta k e n  from h i s  

Feedback L e t t e r  fo r  P a r t i c i p a n t s ,  Appendix KK.)

Your s c o re  i s  in  th e  m odera te  range  o f  e f f e c t i v e n e s s  — w i th in  th e  

to p  f o u r th  o f  th e  t o t a l  sample group o f  33.

You were e s p e c i a l l y  s t r o n g  in  your c o n f id e n c e  and b id  f o r  power. 

For exam ple , you wanted t o  e n la r g e  your r e s p o n s i b i l i t i e s  a t  M e re t .  On 

th e  o t h e r  hand , your w an ting  t o  f i r e  Ramirez was seen as unwise by th e  

p a n e l  o f  ju d g e s .  N e u t r a l i z i n g  th e  o p p o s i t i o n  (d im ension  t h r e e )  i s  a 

s t r o n g  p o l i t i c a l  t a c t i c ,  bu t  a t  t h i s  p o in t  in  th e  Meret s i t u a t i o n  i t  

would be p rem a tu re  to  f i r e  Ram irez.

You d e m o n s tra ted  a s t r o n g  o r g a n i z a t i o n a l  v iew po in t  o r  macro se n se  

(d im en s io n  t e n )  when you r e c o g n iz e d  W a lle r  and C a r l s o n 's  im portance  to  

th e  company and when you r e s t r u c t u r e d  fu n c t io n s  t o  a l i g n  w ith  Muse.

You c o n ta c t e d  Muse o f f i c i a l s  and inform ed M e r e t ' s  p r e s i d e n t  o f  your 

d e c i s i o n s .  In  c o n t r a s t ,  you n e g le c te d  to  p la n  o r  a c t  in  any way to  

communicate w ith  your employees in  t h e  o ld  and new s t r u c t u r e .  Such 

comm unication i s  c r i t i c a l  in  a m erger and would com plete  your macro 

view  s k i l l .

There i s  no doubt t h a t  you have a good sense  o f  th e  p o l i t i c a l  

e n v iro n m en t .  To in c r e a s e  your e f f e c t i v e n e s s ,  I  would r e f e r  you t o  th e  

d im ensions  t h a t  you d id  no t e x h i b i t  — a l l i a n c e  b u i ld in g  and exchanging  

fa v o rs  — t o  see  i f  t h i s  m atches w ith  your everyday working s k i l l s .

You d id  w e l l .  Good luck  to  you and th an k  you fo r  p a r t i c i p a t i n g .

&
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L e t t e r  from S tu d e n t  A sse s so r

A p r i l  30 , 1986

Dear G l o r i a ,

Thank you f o r  th e  o p p o r tu n i ty  t o  a s s i s t  you w ith  th e  M eret in 
b a sk e t  p r o j e c t . As an a s s e s s o r  f o r  th e  in - b a s k e t  i n s t r u m e n t , I  
a s s i s t e d  in  i n te r v ie w in g  m iddle  m anagers from v a r io u s  o r g a n i z a t i o n s ,  
w ro te  a summary o f  th e  i n t e r v i e w s ,  c l a s s i f i e d  t h e  b e h a v io r a l  r e s p o n s e s  
i n to  d im ens ions  o f  p o l i t i c a l  b e h a v io r ,  and marked th e  a c t i o n  r e p o r t  
form s. In  do ing  s o ,  I  g a in e d  e x p e r ie n c e  in  in te r v ie w in g  and l e a r n e d  t o  
r e c o g n iz e  th e  c o m p le x i t i e s  and l e v e l s  o f  p o l i t i c a l  b e h a v io r .

P r i o r  t o  h e l p i n g  you w ith  your r e s e a r c h ,  I  had no t r e a l i z e d  th e  
impact o r g a n i z a t i o n a l  p o l i t i c s  has  on d e c is io n -m a k in g ,  l e a d e r s h i p ,  and 
o r g a n i z a t i o n a l  l i f e .  I  see  now t h a t  p a r t i c u l a r  a t t e n t i o n  sh o u ld  be 
p a id  t o  p o l i t i c a l  t h e o r i e s  and th e  enhancement o f  p o l i t i c a l  s k i l l s  
which a re  so much a p a r t  o f  l e a d e r s h i p .  The in - b a s k e t  you have c r e a t e d  
i s  no t o n ly  u n iq u e ,  bu t s u c c e s s f u l l y  a s s e s s e s  and d i s p l a y s  m a n a g e r ia l  
s k i l l s  in  te rm s  o f  p o l i t i c a l  b e h a v io r .  I  s i n c e r e l y  b e l i e v e  t h i s  
p a r t i c u l a r  in s t r u m e n t  i s  a v a lu a b le  one fo r  th o s e  m anagers who a re  
sm art enough t o  t a k e  advan tage  o f  i t .

Once a g a in ,  th an k  you fo r  such a w onderfu l  o p p o r tu n i ty !

S i n c e r e ly ,

Human R esources  A s s o c ia te
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Appendix XX 

Letter from Participant in the Pilot Group

A p r i l  14, 1986

G l o r i a  B ader  
C ubic  C o r p o r a t io n  
9333 B a lboa  Ave.
P .O . Box 85587
San D iego , CA 92138-5587

D ear G l o r i a ,

I ’m w r i t i n g  t o  l e t  you know t h a t  I a p p r e c i a t e  t h e  d e t a i l e d  f e e d 
b a c k  I  r e c e i v e d  on t h e  a s s e s s m e n t  e x e r c i s e .  I w asn ’ t  r e a l l y  s u r e  
how I  would do s i n c e  t h e  d i r e c t i o n s  were s k e tc h y ,  so  I was 
p l e a s e d  t o  f i n d  t h a t  I  was a t  l e a s t  making some o f  t h e  r i g h t  
p o l i t i c a l  d e c i s i o n s .

P o l i t i c s  a r e  i n t e r e s t i n g .  We d o n ’t  t e n d  t o  l e a r n  a n y th i n g  a b o u t
them i n  management t r a i n i n g .  My e x p e r ie n c e  t e l l s  me p o l i t i c s  a r e
t a u g h t  and p r a c t i c e d  on t h e  " b a t t l e f i e l d " .

What, a n i c e  two-way s i t u a t i o n  you d e v e lo p e d  f o r  y o u r  p r o j e c t .
You a r e  a b l e  t o  c o n t i n u e  e a r n i n g  c r e d i t s  and I  was a b l e  t o  g e t
a s s e s s m e n t  i n f o r m a t io n  w hich I found  i n t e r e s t i n g  and h e l p f u l .  
Thank you v e ry  much.

S i n c e r e l y ,

A s s i s t a n t  V i c e - P r e s id e n t  
T r a in i n g  Manager

3 B / lo
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