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IN ORGANIZATIONS: IﬁSTRUMENT DEVELOPMENT AND VALIDATION
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Director: Joseph C. Rost, Ph.D.

Organizational politics impacts decision making, leadership,
policy implementation, change, and individual effectiveness. Although
generally acknowledged as a reality of organizational life, political
behavior is misunderstood, certainly a highly sensitive topic and fur-
thermore, scholarly literature decries the paucity of empirical re-
search on the topic.

Consequently, the purpose of this research was to design and vali-
date an instrument, in the in-basket simulation foémat, that measures
an individual's political effectiveness. The instrument's proposed
purpose was the exploration of an individual's political behavior for
two reasons: (1) as a new research tool to facilitate quantitative and
qualitative reseérch; and (2) as a developmental activity for the par~
ticipants.

Using critical incidents about political behavior and merger case
studies, an in-basket simulation was constructed upon the following
elements: a composite definition of political behavior; a typology of
political behavior; and the body of social exchange theory which in-
cludes power considerations. Content validity was established through
the verification of the in-basket instrument's three hypotheses: (D
that various political behaviors can be presented by the in-basket re-
spondents, (2) that these behaviors will range from ineffective to

effective solutions to organizational situations, and (3) that the
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political behaviors expressed will vary with the type of problem
presented.

The instrument was administered to two volunteer pilot groups of
33 managers~from various organizations. The managers' responses to the
in-basket items were evaluated by a panel of judges who then organized
a behaviorally anchored scoring key and scoring procedures. Two pairs
of independent scorers marked the in-basket responses for each pilot
group and the interrater reliability calculations were statistically
significant. Trained assessors conducted post in-basket interviews
which explored the respondents' motives for acting or not acting in a
political manner. The in-basket instructions, scoring, and administra-
tion procedures were standardized. Iu summary, a valid and feliable
instrument for measuring and interpreting individual political behavior

was developed.
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CHAPTER ONE
The Need for Instrumentation

Background of the Problem

Organizational politics impacts decision making, leadership, pol-
icy implementation, change, and individual effectiveness. Although
generally acknowledged as a reality of organizational 1life, political
behavior is misunderstood and is certainly a highly sensitive topic
among organizational actors (Porter, Allen, & Angle, 1981). Scholarly
literature decries the paucity of empirical research in organizational
politics (Cobb, 1986; Farrell & Peterson, 1982; Frost & Hayes, 1979;
Madison, Allen, Porter, Renwick, & Mayes, 1980; Porter et al., 1981).

A strong theoretical and empirical base is required from nontradi-
tional approaches to organizations such as the political one which can
explain and assist organizations in ways the dominant rational approach
cannot . The traditional rational model emphasizes logic, order, and
goal-directed behavior that is predictable. Since its explication by
Weber, Taylor, and Fayol in the early 1900s, this approach to organiza-
tional 1life has been so pervasive that other models need the sling and
courage of a David to defeat the Goliath. But actually, defeat is not
the purpose; complementarity is.

For the past 20 years, the idea that politics occurs within organ-
izations has been prasented in organizational theory writing without
empirical support for however a political model might appear. Only re-
cently have research efforts attempted to explore this phenomena (Cobb,

1986; Porter, et al., 1981). Perhaps the most significant reason for
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2
this slow explication of organizational politics has been the even
slower paradigm shift from the scientific or rational model to the
political one. Bacharach and Lawler stated, "While the rational mana-
geriall proponents err in failing to consider the internal dynamics of
organizations, the adherents of the individualistic approach fail to
consider the political and structural contexts that impinge on an indi-
vidual's cognitions and actions" (1981, p. 212). Another major cause
for the scarcity of studies has been the taboo related to the very word
political in organizations. This is a sensitive area. That the con-
cept 1is interdisciplinary--touching political science, organization
theory, psychology, and sociology--makes the task no less difficult.
Finally, as Gandz and Murray wrote, "The methodological problems in
studying such a subject empirically are profound. Only rarely will
protagonists in political events reveal their innermost thoughts to un-
known researchers" (1980, p. 453). Few methodological tools exist to
assist the researcher. The shelf is bare.

Objective of the Research

Consequently, the objective of this research is to design and val-
idate an instrument that could explore and measure an individual's
political behavior. This new instrument has been developed, validated,
pilot tested, and examined for reliability. As an exploratory research
effort, the instrument should contribute to the very scarce, if not
empty, pool of organization political behavior assessments and facili-
tate quantitative and qualitative research.

An unstructured situational test in the in-basket format was con-

structed to simulate a dilemma that would evoke political behavior from
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3
the examinees. The test's purpose was to quantify, describe and under-
stand individuals' political behavior in organizations. As a simula-
tion, it assessed the participant's ability to engage in political
activity because, as Frederiksen stated, the in-basket "provides an
opportunity for the examinee to display spontaneously certain response
tendencies which comprise a part of his 'personality'" (1966, p. 107).
The in-basket format served all the requirements of this research, par-—
ticularly the importance of projection versus self-report for this sub-
ject area.

Research Design and Methodology

The long and detailed history of in-basket development presented a
clear format for the researcher. The many design phases, each with
their own vigor and complexity, included dimension choice, partici-
pant's instruction writing, administrator's manual preparation, inter-
view planning, tryout, judging, scoring key development, assessor
training, and feedback of results. Followed carefully, these phases
facilitate successful instrument construction whatever the theme of the
in-basket.

Important for construct validity, a definition of political be-
havior was utilized throughout the research. Drawn from the work of
Porter et al. (1981) which synthesized existing definitions of politics
from theoretical writings, the definition features several elements.
Organizational political behavior is defined as "Social influence
attempts which can be obligations and resource exchange; that are dis-
cretionary (i. e., that are outside the behavioral zones prescribed or

prohibited by the formal organization); that are intended (designed) to
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4
promote or protect the self-interests of individuals or groups (units);
and that threaten the self-interests of others (individuals, units)"
(Porter et al., 1981),

This definition does not address the differences between negative
political behaviors or behaviors attributed to be negative by others
and the more positive political behaviors. For many, most if not all
political behavior is deemed negative. As this definition includes the
elements of self-interest and threatening the self-interests of others,
it does not alleviate the problem of the perjorative nature of the word
political. The more positive political tactics such as alliance build-
ing, gaining support from a higher level, and sense of the organization

are lost in the words self-interest and threaten.

Because one of the contributions of this research aspires to join

leadership with political skills, the problems with this definition are

apparent. It must be made explicit that many political tactics are

constructive, effective and positive. In fact, the best solutions to
the in-basket simulation of this research are just that, rather than
negative behaviors.

The final judgment as to the positive or negative label on politi-
cal behavior is the satisfaction.of the greater good. But the diffi-
culty of the give and take of politics is that someone or some group
may lose. The manner in which one acts politically may make the dif-
ference.

Self-interests may reflect a common good or the greater good of an
organization. Competition and conflict is extremely healthy for indi-

viduals and groups. If the Porter et al. (1981) definition is subsumed
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under the purposefulness of leadership, then the tide can be turned and
political behavior can be seen as more positive than negative. Self-
interests for purely selfish reasons and threats to others for only
win/lose outcomes are Machiavellian behaviors rather than leadership
ones.

From the general domain of political behavior, 10 dimensions or
types of political behavior were examined: (1) Self-interest/Power,
(2) Coalition Building, (3) Neutralizing Opposition, (4) Gaining Sup-
poft, (5) Use of Information, (6) Using Resources, (7) Exchanging
Favors, (8) Outside Activity, (9) Bargaining and Compromising, and (10)
Sense of the Organization.

Consequently, an initial task of the research was answering the
question, "What items and situations will evoke political behaviors?"
A special scenario, woven from case studies of mergers, was created so
a variety of political behaviors might be evoked. Critical incidents
about mergers, power, and politics from the literature featured themes
that have been included in the simulation, such as reorganization,
resignations, ambiguity, and competition.

The scenario centers on the merger of two fictitious publishing
companies--one, Meret Publishing Company of Ramona, California and the
other, Muse International of St. Louis, Missouri. The merger focuses
on the reorganization of Meret's administrative department because of
its acquisition by the larger St. Louis firm.

The key position of the in-basket centers on Chris Wallace, a
middle manager, two levels from the president of Meret Publishing Com-—

pany, Coventry Meret. Chris's role description as the manager of human
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resources and Meret's organization chart appears in the instructions.
These instructions set the stage for the simulation. The preliminary
instructions also describe both organizations, their norms and culture,
in a mock newspaper article on the acquisition of Meret by Muse Inter-
national. Most importantly, the instructions include the playing of a
video recording of a senior vice-president at Muse, Bryan Emerson, who
spoke to Chris and his or her two peer level managers at Meret in a
teleconference type of setting. Emerson's message contains the para~
mount instructions for Chris in the in-basket. Its placement at the
beginning 1is strategic because it is important to involve the partici-
pants as quickly and fully as possible (P. J. Frost, personal communi-
cation, August l4, 1984; Lopez, 1966).

The next step in the instrument design proceeded with the writing
of the scenario materials in the form of incidents, anecdotes, reports,
letters, conversations and records (Lopez, 1966). Since political be-
havior is often induced from interpersonal contacts in addition to
written items, two taped telephone conversations are utilized to add
face validity to the instrument. Each interrelating, the seven differ-
ent written materials or items are sufficiently ambiguous to evoke a
wide range of responses and solutions from the participants. (To pre-
view all the in-basket materials in the order they appeared to the
pilot groups, see Appendixes A through Q.)

After the materials for the in-basket were produced (Appendix R),
special directions for administering the simulation were formulated
(Appendix S). These directions provided for the in-basket's timing,

the introduction of the audio/visual items, and various announcements.
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Later, a final set of directions was organized for the future use of
the instrument (Appendix T).

Another important design step was to plan the interview with the
participant. The interview was scheduled to take place immediately
after he/she had completed the in-basket exercise. Frequently, these
interviews posed such open-ended questions as "What did you think of
company X?" "What did you think of person X, Y, Z?" "What did you do
for such and such an item?" Contemporary in-basket developers use
post-test questions that are more structured, even comprising multiple-
choice responses. Thornton and Byham reported: "New procedures for
in-basket evaluation using highly structured patterned interviews
appear to offer great hope for cutting down the amount of assessor time
required and for increasing the reliability of the measurement" (1982,
p. 186). The purpose of the interview is to offer the participant the
opportunity to explain decisions more completely and to establish the
degree of the participant's understanding of the characters and the
problems in the exercise (Griffiths, 1979). The content of these in-
terviews attest to the motives of the political or nonpolitical actor.
In some instances, ethical dilemmas surface and reasoning processes
emerge.

For reliability purposes, the interview for this research (Appen-
dix U) was combined with a written form (Appendix V) in what Kesselman
et al. (1982) called an action report form. The results from the
Action Report Form, plus the colorful reflections of the more open in-

terview, complement each other. Together with the in-basket, the Meret
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Interview Form and Action Report Form provided three data points for
the triangulation of the information.

Pilot Groups, Expert Judges and Scoring Key

The literature does not define organization political behavior by
industry or setting. All organizations, whether public or private,
large or small, technical or service-related, are political (March,
1962) . Therefore, the pilot groups and judges panel were heterogeneous
among a variety of organizations. Since the middle manager level is
neglected in research and bereft of legitimate feedback and development
opportunities, the pilot groups were drawn from the middle management
ranks.

Professional colleagues of the researcher were approached and re-
quested to solicit volunteers from their particular organizations.
From these volunteers, two pilot groups, for a total of 33 people, were
randomly formed to represent a variety of organizational types: public
sector, education, finance, industry, military, health, and sales
fields. A panel of three expert judges was chosen from these organiza-
tional types as well. The Madison et al. (1980) study verified the
political astuteness of most senior level executives; therefore, the
judges came from senior levels and demonstrated political knowledge by
reason of their position and experience.

As in the Frederiksen Air Force prototype of the in-basket
(Frederiksen, 1962), tryouts of the instrument were conducted with the
pilot groups. The individual's answers (from the first pilot group) to

the Meret in-basket formed a large pool of responses——-the basis for the
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scoring key that needed to be established. The judges sorted the re-
sponses along a continuum of political effectiveness for the Meret
situation and also generated a list of considerations and relationships
for each in-basket item. After the first pilot group trial run, the
entire administration and scoring key work was repeated for the second
pilot group to refine the instructions, the items, and the scoring key
which resulted in a precise, comprehensive, and reliable scoring key
(Appendix W).

Assessor Training and Feedback of Results

Assessor training and feedback of results were the final design
imperatives. Assessors 1is the term used for the interviewers of the
examinees. Volunteers were selected from classes in psychology, busi-
ness and public administration at local universities to act as asses-—
sors. The volunteers were trained to analyze the in-baskets and con-
duct the interviews. The American Psychological Association, the Amer-
ican Educational Research Association, and the National Council on Mea-
surement in Education (1978) highlight important standards and ethical
considerations for assessor training in the assessment center process.
These standards were applied to the in-basket assessors as well. The
assessors learned how to classify and how to analyze the elicited be-
haviors to minimize bias and distortion (Gill, 1979). When and what
kind of feedback to be given was determined in the design phase. The
attention to these and other phases of the in-basket design certainly
contributed to the validity and reliability aspects of the instrument

which will be highlighted next.
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Validity

As in any instrument development, attention to validity and relia-
bility is critical. Keil, in an excellent discussion of assessment
center validity, states: '"Validity is not a thing, it is sometimes not
a property of a thing. Validity is a concept that takes on meaning
only in relation to specific events and processes”" (1981, p. 79).
Rather than a statistical correlation for Keil, wvalidity emerged from
every developmental step and process. The processes, of course, were
the many important phases of the in-basket design that directly impact
internal validity.

To ascertain validity, three hypotheses based in the purpose of
the in-basket instrument were examined. From the instrument's pur-
pose-—to explore and measure political behavior—-followed these three
hypotheses: (1) wvarious political behaviors can be presented by the
in-basket respondents, (2) these behaviors will range from ineffective
to effective solutions to organizational situations, and (3) the poli-
tical behaviors expressed will vary with the type of problem presented.
The second hypothesis presupposes that the best solutions to the Meret
in-basket are political ones. This presupposition is based on the
nature of the merger simulation and its highly political environment.

The underlying theoretical constructs of the simulation were con-
firmed from the participants' behavioral responses in the in-basket and
the follow-up interviews. Three elements formed the theoretical bases
of the in-basket: the definition of political behavior, the body of
social exchange theory with its attention to power, and the typology of

political behavior of Farrell and Peterson (1982). These three
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elements attend to the causes, the motives, and the ranges of behavior
defined as political. Content validity was built upon careful con-
struction of incidents, background information, materials, and the
scoring key. Predictive and concurrent validity can only be achieved
through time and simultaneous testing respectively, and the fact that
these two types of validity were not addressed was an inherent limita-
tion of the instrument development at its origins.

For more than 30 years, in-basket research and application has
earned unusually high marks in every validity area, particularly face
validity (Meyer, 1970). Realism has been heightened in this in-basket
simulation by using colored letterheads, varieties of paper and size,
actual handwritten notes, and the taped audio and video materials.
Reliability

Reliability has been directly attributed to the training of the
assessors (Gill, 1982) and to the quality of the scoring key. Because
the Educational Testing Service (ETS) originated the in-basket, there
have been great contributions to the psychometric knowledge of in-
basket scoring. Using both interrater correlations and split half
scores (correlations between odd and even test items), Frederiksen,
Saunders and Ward (1957) attested to high degrees of scoring reliabil-
ity for in~baskets that ETS developed. This interrater reliability was
noteworthy of in-basket simulations (MacKinnon, 1975). The continual
effort of in-basket researchers to design structured interviews and
action report forms has also benefited reliability.

Therefore, following general in-basket design recommendations from

the literature, several endeavors were made to ensure the stability of
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the in-basket over time, which is the actual meaning of reliability
(Borg & Gall, 1983).

I. The scoring key included both behavioral anchors, weights
for the items, and considerations for the assessors. It was refined
and improved after giving the in-basket to the second pilot group.

2. Training of the assessors was conducted, evaluated and
recorded for consistency.

3. Scoring reliability was measured by comparing the in-basket
scores assigned by one assessor with scores assigned by a second asses-—
sor. A product-moment correlation coefficient between the scores
assigned by the two assessors was computed (Frederiksen, 1962). This
is known as interrater reliability (Bourgeois & Slivinski, 1974).

4. The panel of judges reached a consensus on the scoring key,
as well as the weights and ranks of the items.

5. The reliability of the interview summaries was derived from
using two interviewers and their consensus for each participant (Guba
& Lincoln, 1982).

6. Using an action report form together with the interview
summaries and the actual scoring results of the in-baskets offered a
strong and valuable triangulation of data (Guba & Lincoln, 1982).

7. The directions for administering the in-basket were recorded
and used consistently for each sample group.

Significance of the Study

In 1981, Porter et al. remarked that the study of organizational
politics was in its infancy and he called attention to the political

actor. Of the several factors that comprise the activity of
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organizational politics, the belief system, motives, and personal
characteristics of the political actor are indeed critical. The ques-
tions arise: Who is the political actor? Who has the propensity to
engage in political behavior? When? Why? Are some factors more im-
portant than others? Not only are the answers to these questions un-
derpinnings to research on political behavior in organizations, but
also, the answers may serve as a hueristic device aiding the under-
standing of political leadership and the political education of organi-
zational members. The post in-basket interviews of the participants
yielded rich qualitative data addressing these questions.

The entire process of the development and validation of the in-
basket was rich in support of the theory of political behavior in or-
ganizations. The assessors improved their understanding of the issue
through the training, interviewing, and the scoring of materials. The
subjects themselves heightened their level of political awareness and,
in turn, expanded their repertoire of political tactics. All of these
secondary outcomes of the instrument development are reported in the
findings of the research.

The research effort should contribute to the development of future
leaders, to the future of research on political activity in organiza-
tions, to the history and study of the in-basket as an instrument of
great potential and adaptability, and to individual political assess-
ment on many levels. These four contributions are timely and signifi-
cant for several reasons. Leaders must recognize and understand the
levels and complexities of political behavior and, in today's global

society, the cross-cultural nature of political behavior (Dexter, 1976;

0
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Frost & Hayes, 1979). Also, new leadership theories demand political
skills of leaders (Burns, 1978; Hickman & Silva, 1984; Lindblom, 1968),
and holistic views of policymaking and implementation give significant
weight to political behavior (Allison, 1971). Tushman offered, "As or-
ganizations become more complex internally and as the change rate of
technical and economic environments increases, the internal dynamics of
organizations must be understood. The importance of a political per-
spective is then accentuated" (1977, p. 214). The requirement for
political savvy is stronger than ever before.

Definitions

Action report form: a multiple—-choice questionnaire based on the
in-basket items which quantifies the decision making processes of the
individual (Kesselman, Lopez, & Lopez, 1982).

Assessment centers: a laboratory type program, usually two or
three days long, consisting of a series of simulations, written exer-
cises, and interviews designed to predict future success in management.

Behavior: words, gestures, and all outward activity conducted by
an individual and observed by others.

Behaviorally anchored rating scale (BARS): a scale from low to
high or poor to good consisting of specific behaviors that are anchored
or placed on a continuum.

Coalition: an interacting group of individuals formed independent
of the formal structure to take action about an issue (Stevenson,
Pearce, & Porter, 1985).

Concern: any matter of interest to one or more parties about

which they feel threatened, that they think will lead to an undesirable
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consequence, or that they are anxious to substantitate (a claim requir-
ing empirical validation).

Exchange of favors: actions or chits often saved up and later
cashed in for favors; sometimes called one's stock exchange.

Gatekeepers: the individuals within the stakeholding groups who
have the power to facilitate or prevent access to the change agent.

In-basket: a simulation requiring written responses and various
actions that measures a person's potential on several dimensions such
as decision making, judgment, and control.

Issue: a statement, proposition, or focus that allows for differ-
ent, often conflicting, points of view.

Leadership: the relationship of a leader and followers that moves
toward the accomplishment of a common purpose through competition, con-—
flict, and political activity.

Machiavellianism: an interpersonal style characterized by
cunning, duplicity, or bad faith; named from the works of Machiavelli
who viewed politics as amoral and that any means, however unscrupulous,
can justifiably be used in achieving political power.

Organization: an institution or unified group of people using
structures and policies to reach specific goals.

Organization development (OD): the planned intervention into or-
ganizational systems that promotes change and productivity on various
levels.

Political actor: the individual who engages in political behav-
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Political behavior: "Social influence attempts which can be obli-
gations and resource exchange; that are discretionary (i. e., that are
outside the behavioral zones prescribed or prohibited by the formal or-—
ganization); that are intended (designed) to promote or protect the
self-interests of individuals or groups (units); and that threaten the
self-interests of others (individuals, units)" (Porter et al., 1981).
Examples of political behavior are coalition-building, bargaining,
negotiating, whistleblowing, insurgency and withholding information.

Power: a person's potential at a given point in time to influence
the attitude or behavior of one or more persons.

Rational model: a goal directed, analytical, and hierarchical
system of reference for organization decision making.

Reliability: stability of measurement over time based on internal
consistency of items and consistency of test administration over
repeated applications.

Sanction: punishments or threats of punishments.

Simulation: an exercise or activity close to real-life situations
that is designed to predict a person's future success in that situa-
tion.

Situational tests: standardized tests, such as the in-basket, de-
signed to elicit lifelike behavior and approach realism.

Stakeholders: groups having some common characteristics (e. g.,
supervisors, quality control inspectors, long-term employees, data pro-
cessing department) that have some stake or interest in the change
issue. Some groups might be very vocal, others silent. Usually, a

unique language and culture exists among stakeholding audiences.

S
-
.
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Triangulation: the verification of a proposition from data of
different sources and methodologies to strengthen the validity of a re-
search project.
Validity: four interdependent validity concepts:

1. Criterion-related validities are predictive and concur-
rent. Predictive validity indicates the extent to which an indivi-
dual's future level on a criterion can be predicted.

2. Concurrent validity indicates present association of
the test scores with a particular criterion.

3. Content validity is the estimate of how an individual
performs within a given domain.

4. Construct validity indicates the relation between a
hypothesized trait and high or low scores on a test.

Limitations

There needs to be a method of analysis for the mysteries of poli-
tical behavior. Although that statement seems contradictory and al-
though the complexities of human behavior are difficult to comprehend,
the effort of this research is to offer an instrument to understand
political behavior in organizations. The advantages of experimenting
with the in—-basket and the very need for a research tool far outweigh
the limitations of the study (L. W. Porter, personal communication,
November 5, 1984).

One 1limitation challenges the choice of the in-basket instrument
itself. The in-basket has been researched and used successfully for
many years in the planning, organizing, and controlling areas of man-

agement. Would a shift to political behavior change the nature of the

e o
4
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instrument itself, or would the in-basket prove to be adaptable? In-
deed, political behaviors are usually manifest in the patterns of daily
activity, conversations, and meetings rather than in written materials
of a typical in~basket. A person's political response can be in a
letter or a report, but often it is through interpersonal contact of
some kind. ©Political behaviors are frequently subtle and sometimes
manipulative. The term political is often used pejoratively. Such
problems have discouraged research in political behaviors (Porter et
al., 1981). The originator of the in-basket, Frederiksen (1957),
strongly believed it to be an instrument of unlimited potential and,
therefore, it should prove to be a productive vehicle for future re-
search.

Another concern is the choice of expert judges. Are there objec-
tive criteria that mark a person as politically astute? Gandz and
Murray (1980) suggested that executive success was related to political
astuteness because an organization's climate was most political at
senior management levels. It is from these levels that the judges were
chosen. Although the judges worked using a given definition of politi-
cal behavior and achieved a consensus, this limitation was not alle-
viated.

A final limitation examined the background of the person acting
politically, for part of political theory presumes a person's
possessing a ‘stock exchange of favors and compromises with others
(Burns, 1961). Although the participant's instructions and the in-
basket items themselves refer to various favors and alliances, a strong

prehistory of social exchange was not established. Relationships
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within the simulation only were surmised and therefore tested superfi-

cially.

Conclusion

Bacharach and Lawler recommended bringing action to the forefront

of organizational analysis. They wrote:

An action perspective is concerned with discovering how people act
in and on a given social setting. We need not begin by making any
assumptions about the consensual nature of organizations but,
rather, concern ourselves with deciphering the patterned relation-
ships between actors' definitions of the situation and their con-
sequent behavior. The action perspective may give rise to a
phenomenological perspective on organizations. We, however, con-
tend that an action perspective can serve another purpose: It
provides a means of arraying the various concepts and themes from
previous social psychological research that are germane to the
development of a political theory of organizationms. Taking an
action perspective, social psychologists who are concerned with
politics stress such issues as actors' definitions of the power
situation and the tactical actions they undertake to bring about
desired outcomes. For social psychologists, politics is a series
of competitive tactical encounters. These encounters entail an
assessment of the situation (that is, an evaluation of one's power
vis—a-vis that of significant competitors), and a selection of
countertactics by which to thwart the competitors' tactics.

Parallel encounters occur in organizational settings. (1981, p.

7)

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



vcazntad

5
"

20
Bacharach and Lawler saw the need to specify the viable units of poli-
tical action. The instrument of the research is very much an action
based experiment complete with units of analysis—-the 10 dimensions of
political behavior.

The political astuteness of educational leaders in a complex world
must increase. The Meret in-basket provides a vehicle for future re-
search, a diagnostic and personal development tool (Morrison, McCall, &
DeVries, 1978) and a responsible discussion point for leaders and or-
ganization theorists.

The following chapter lays the groundwork for the instrument's
theoretical and practical foundation. In it, the literature is re-
viewed in three parts: (1) the concept of political behavior, (2) the

political actor, and (3) the in-basket instrument itself.
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CHAPTER TWO
Review of the Literature
Introduction

The slow explication of organizational politics in scholarly 1lit-
erature stems from various reasons. The sensitivity of the area, the
pejorative nature of the word political, its interdisciplinary aspects,
the dominance of the rational model, and the lack c¢f methodological
tools are all significant obstacles to building a theory of organiza-
tional politics through empirical research. What literature does exist
on organizational politics has failed, according to Farrell and Peter-
son (1982), to distinguish (a) prescribed job behavior from discretion-
ary political behavior, (b) calculated from accidental political behav~
ior, and (c) macro from micro levels of analysis. Consequently, the
conceptual writings about political behavior and the methodologies em-—
braced to study the phenomena reflect these obstacles.

The first part of this chapter examines the historical and theore-
tical underpinnings of the study of organizational political behavior.
Exploratory models and categories of political behavior that eventually
emerged from the theoretical sources are reported and synthesized into
a typology of political behavior. Enriching this typology is an analy-
sis of several contemporary studies aimed directly at political behav-
ior. Part one forms a major portion of the underlying theoretical con-
struct used to develop the in-basket instrument.

Another portion of the instrument's underlying construct is the
body of social exchange theory, with its emphasis on power which is

2]
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reviewed in part two through an analysis of the political actor. The
third and final part of the literature review examines the in-basket
instrument, its history, and its major characteristics.

Political Behavior in Organizations

In one of the earliest discussions of individual political acti-
vity in organizations, Burns drew conclusions from studies of political
conflict in British electronics firms. He offered the definition:
"Behavior is identified as political when others are made use of as re-
sources in competitive situations" (1961, p. 257). For Burms, politi-
cal action always involved the advancement of self-interest and the
notion of exchange or contracts. "Politics, then," he wrote, "involves
obligations, which are the exchange of currency of resources" (1961, p.
279). The exploitation of human, physical, or even symbolic resources
for the achievement of more control over others was emphasized by
Burns. Zaleznik (1970) called Burns's stock exchange or obligations

idea the banking system in power transactions and Allison (1971) re-

ferred to the pulling and hauling over resources. Self-interest may be
individual or collective, but it always makes a claim, as Pettigrew
stated, '"against the resource sharing system of the organization"
(1975, p. 192).

Looking at the organization as a whole, March presented a
prescient and innovative paper to the American Political Sciences Asso-
ciation in 1962. For the first time, attention was called to the poli-
tical realities of businesses. March stated, "A business firm is a

political coalition and the executive in the firm a political broker.
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The composition of the firm is not given; it is negotiated. The goals
of the firm are not given; they are bargained" (1962, p. 672).

After Burns's and March's significant contributions, definitions
of organizational political behavior appeared sporadically in the 1lit-
erature. Because what one individual may term political may not be
viewed so by another, an agreement on a definition must be reached to
understand better the political processes in organizations. Mayes and
Allen substantiated the importance of influence and behaviors non-
sanctioned by the organizations. Their definition read: "Organiza-
tional politics is the management of influence to obtain ends not sanc-
tioned by the organization or to obtain sanctioned ends through non-
sanctioned influence means" (1977, p. 675).

Porter et al. presented another definition in their summative
paper on upward influence in organizationms. It was a synthesis of the
preceeding definitions, where organizational political behavior was de-
fined as:

Social influence attempts that are discretionary (i. e., that are

outside the behavioral zones prescribed or prohibited by the for-

mal organization), and that are intended (designed) to promote or
protect the self-interests of individuals or groups (units).

These self-interests threaten the self-interests of others (indi-

viduals, units). (1981, p. 112)

Adding the classic resource sharing element referred to by Burns (1961)
would amplify this definition.

Many writers have urged a political framework for the study of or-

ganizations (Benson, 1983; Dyson, 1976; Frost, 1980; Scholl, 1981; and
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Tushman, 1977). The conventional view of organizations has been
rational. Its positivist methodology often became an end in itself,
and the nonquantifiable factors such as culture, environment, causal
elements, power, and politics were only occasionally considered, let
alone researched.

The historical antecedents to the political aspects of organiza-
tions challenged the orthodox schools. For example, Meyers (1978) saw
the traditional research as a celebration of the myths of rationality.
Pfeffer, concentrating on the micropolitics of organizations, stated:
"Organizations are not rational decision mechanisms, but rather arenas
in which persons and groups participate" (1978, p. 37). Looking for
answers to the nonrational linkages in organizations, Weick (1976)
stepped into the unchartered waters with his loose-coupling concept.
Who had dared question ambiguities in organizations before Cchen and
March (1974)?

Benson (1983) called these writers the demythologizers. His
attention to the importance of the dialectical nature of organizations
emphasized the nonrational change processes in organizations (Bader,
1982).

The political model is still not fully developed and certainly not
established. It begins to account for what the rational model cannot
explicate, but it needs maturing. Ironically, maturity builds on the
nature and amount of empirical studies. Over 20 years ago, March
(1962) stated that the political theory was neither well defined nor
possessing a particularly strong language. 'The research is the micro-

politics of organizations 1is in its infancy," wrote Porter et al.
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(1981, p. 144). Recently, a few steps have been taken, and these in-
stances will be addressed shortly.

The topics of power and politics are problematic in nature
(Pfeffer, 1981). Difficult to define and measure, they are troublesome
concepts to practicing managers because of their implications and con-
notations. After all, managers are heavily socialized to the rational
imperatives. Zaleznik wrote: "Executives are reluctant to acknowledge
the place of power both in individual motivation and in organizational
relationships. Somehow, power and politics are dirty words" (1970, p.
48). In fact, organizations and individuals tend to deny political be-
havior they may be part of, particularly related to decision making
(Porter et al., 1981). It is a topic usually hidden from public view--
the dark side of organizational behavior. "For these reasons and

more," wrote Porter et al., "any direct attempts to study the politics

of upward influence in a field setting are virtually doomed from the
start" (1981, p. 134).

As much as a clear political model of organization theory is
needed to understand and to analyze organizational behavior, it will be
a long way in coming. A strong model, Nadler (1980) observed, must be
explicit, theory based, operationally defined, empirically validated,
valid (face wvalidity), and general. The crisis, declared Benson
(1983), 1is the fact that political actors and forces may lie outside
the scheme of analysis. Herein is the weakness of traditional organi-
zational theory because it has failed to reflect upon its own praxis.

The earliest studies of political behavior have been observational

ones by practitioners in the field (Burns, 1961; Pettigrew, 1975;
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Zaleznik, 1970). The trend to study resource allocation has been con-
sistent, and as early as 1962, March noted, "Problems in politics have
been studied from the point of view of concepts developed for economic
systems" (p. 665). Pfeffer and Moore (1980) have specialized in budget
and power analyses in university settings.

For the most part, three variables foster political activity: un-
certainty, the importance of the activity to the larger organization,
and the salience of the issue to the individual. Uncertainty includes
reorganizational changes and personnel changes. When uncertainty com-—
bines with personal stakes, the individual will mostblikely consider
political actions (Porter et al., 1981). A final condition for politi-
cal activity reiterates the resource scarcity discussion of Burns
(1961). What, then, are these political activities?

Models and Classifications of Political Behavior

A variety of listings of political behavior exist in several aca-
demic disciplines. A few of the lists are operationally defined and
none are empirically validated. Certain writers have amplified one or
more special political behaviors. For example, Dyson (1976) 1listed
withholding information and exploiting the incompetence of others as
gamelike qualities in organizations. Recent efforts have been made to
extend Allison's famous Model III as a basis for empirical research
(Murray, 1979). Model III attributes international policymaking to the
complexities of political behavior. The model complements the
rational (I) and organizational process (II) ones, and indeed, it
brings the political actor into focus. Allison summarized: 'What

moves the chess pieces is not simply the reasons that support a course
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of action (I), or the routines of organizations (II) that enact an
alternative, but the power and skill of proponents and opponents of the
action in question" (1971, p. 145). For Allison, the actions and deci-
sions of national governments should be seen as collages of political
behavior, such as coalitions, bargains, compromises, games, and action
channels. Other examples of political behavior from the political
science discipline are presented by Lindblom (1980), who uses the word

play instead of the words interaction or behavior and refers to persua-

sion, threats, exchanges, mutual adjustment, and control.

Many additional examples of political behavior are described by
professionals in the organizational development (OD) discipline.
Recognizing the fact that 0D consultants enter into political arenas,
they have delineated strategic behavior for them. For example, Schein
(1977) indicated several methods: research, trade-offs, aligning with
a power ful other, using a neutral cover, and withholding information as
choices of political behaviors. Bateman (1980) reiterated the model of
political influencing behaviors of Mayes and Allen (1977). He recom—
mended OD consultants follow that framework of behaviors: considera-
tions of political goals, power analyses, identification and commitment
of political targets, implementation of power tactics, and constant
monitoring of the process. Although these elements are described
sequentially, they actually overlap and intertwine.

The OD 1literature has continued to assist the understanding of
political realities in organizations. Originally, Bennis had strong
words to say. ''There seems to be a fundamental deficiency in models of

change associated with organizational development. It systematically
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avoids the problem of power, or the politics of change" (1969, p. 78).
Pettigrew (1975) was one of the first OD professionals to address the
political context of the OD interventionist's work. He cited five
power resources necessary for the consultant: expertise, control over
information, political access and sensitivity, assessed stature, and
group support. For Pettigrew, a consultant's ineffectiveness results
from reacting to rather than anticipating political events. Bennis
would agree.

"Understanding and skillful use of an organization's political
dynamics are essential for successful OD interventions," wrote
Margulies and Raia (1984, p. 20). Their model recommended the need to
identify and use available sources of power, the need to develop poli-
tical skills, and the need to expand perspectives of the consulting
role. For them, political behavior included such skills for the change
agent as expansion of one's power base, the development of support net-
works, and the management of one's image.

Most recently, Cobb (1986) organized a theoretical model to assist
OD consultants in the political diagnosis of the client system. Recog-
nizing the micro, intermediate, and macro levels of a client system, he
presented a dispositional, or stage setting approach, to political
situations that included forms of stakeholder analysis, coalitions, and
network linkages. His purpose was to develop an initial "map" of this
political territory for the OD consultant. For Cobb, individuals and
groups are the main sources of information.

The Porter et al. study (1981) addresses the complexities of

political behavior including norms, situational factors, actor
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characteristics, target selection, and methods. The authors use a
classification system summarized from Mowday that is insufficient for
the present research. The five behaviors (tactics) of the classifica-
'tion do not include the influence methods highlighted in the Allen,
Madison, Porter, Renwick and Mayes study (1980). Despite the weak-
nesses of the classification model, this conceptual paper explores
salient hypotheses regarding organizational politics.

In contrast to most of these classifications of political behavior
which are on the microlevel, 2Zald and Berger (1978) transferred three
phenomena of social movements to organizations. Rarely has organiza-
tional politics taken note of political processes in nations and commu-
nities, and Zald and Berger explored just that. With specific organi-
zation cases to substantiate their points, the authors described coup
d'etat, bureaucratic insurgency and mass movements as unconventional
political activities.

The model of Farrell and Peterson (1982) subsumed many of the
above behaviors in an explicit framework. In fact, their effort to de-
velop the typology was from the neglect of distinguishing the various
types of organizational behavior. For them, political behavior was
either legitimate or illegitimate. Their term illegitimate is impor-
tant to define. It is extreme political behavior that violates the
"rules of the game'" of the organization. It is action too dangerous or
threatening to the organization for the organization to allow. It is
usually undertaken by alienated members and by those who feel they have
little to lose. Often this form of political behavior risks loss of

membership or extreme sanctions on the part of the political actor.

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



—

30
Within these two categories, behavior can also be placed into a quad-
rant: internal/vertical, internal/lateral, external/vertical, and ex-
ternal/lateral. The internal/external range allows for the open sys-
tems reality of organizations today. The more familiar vertical/late-
ral behaviors are exemplified by apple-polishing and exchange of

favors.

Insert Figure 1 about here

Summaries of Six of the Most Timely and Relevant Studies

Actual studies of political behavior in organizations have been
quite rare, the exception being Pfeffer's study of the budgetary pro-
cess in a university setting (1980). The following six summaries are
significant transitions from the earlier conceptual writings and, as
such, contribute to the construct validity of the proposed instrument.

Allen et al. (1980) offered an unusual inquiry into organizational
politics through a study of managerial personnel in 30 electronics or-
ganizations. The researchers used open-ended questions in semistruc-
tured interviews such as "What are the tactics of organizational poli-
tics of which you are aware?" and "What are the personal characteris-
tics of those people you feel are more effective in the use of organi-
zational politics?" (1979, p. 77). The answers to these questions re-
sulted in tables of political tactics and personal characteristics of
effective political actors. The managers in the study were able and
willing to identify the behaviors, and the researchers stated that the

managers cited three tactics: attacking or blaming others, use of
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1982. Academy of Management Review, 7,p.407.
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information, and impression management. The sample of managers did not
reach a consensus on personal characteristics, but the characteristics
most cited (articulateness; sensitivity to other individuals, situa-
tions, and opportunities; and competence) have also been evident on
lists of traits of effective leaders (Stodgill, 1974).

Frost and Hayes (1979) viewed the negotiating phase of a social
exchange process as the arena of organizational politics. They soli-
cited actual examples of behavior from two vocational institutions, one
Canadian and the other Australian. A group of judges then reviewed the
examples and placed them into the three categories of administrative,
discretionary, and political behavior. The nature of the data and
small sample size make generalizations inappropriate, but the study's
exploratory nature can be supported.

The study affirmed the hypothesis that negotiations phase behav~-
ijors would be judged political. The authors plan to construct a dif-
ferent data gathering methodology which will attempt to gather patterns
through clustering or factoring techniques, but this has not been
accomplished yet (P. J. Frost, personal communication, August Il4,
1984).

Managers' perceptions of organizational politics were investigated
by Madison et al. (1980). For the first time, researchers asked organ-
izational actors about their perceptions of the incidents and charac-
teristics of organizational politics. Through interviews with three
managers on three levels in 30 electronics organizations, the research-
ers concluded:

1. Organizational politics was a frequent activity.
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2. Ninety percent of the managers agreed that organizational
politics occurred more frequently at middle and upper levels of manage-
ment, and 607 agreed that political behavior was more prevalent at
staff levels, for example, marketing rather than line positions.

3. Particular situations, such as reorganization changes, per-
sonnel changes, and budget allocations produced increased political
activity.

4. Organizational politics caused both positive and negative
outcomes for individual and organizational goals.

How people use power to influence their colleagues or superiors
was the concern of the Kipnis, Schmidt and Wilkinson study which con-
sisted of two parts. Using content analysis of written descriptions by
managers of their attempts to influence their bosses, coworkers, or
subordinates, a wide range of tactics emerged. Many of the tactics re-
ported by the sample do not appear in the literature (e. g., use of de-
ceit, clandestine actions), nor do they fit into the existing typolo-
gies of power and influence. Respondents (N=165) were graduate busi-
ness students enrolled in evening classes. It was unclear whether the
respondents were all managers at a specific level or otherwise. "The
findings of the study," stated the authors, '"suggest that in organiza-
tional settings the choice of influence tactics is associated with what
the respondents are trying to get from the target person, the amount of
resistance shown, and the power of the target person" (1981, p. 109).

A complementary study of Kipnis et al. to the previously mentioned

study sought to identify through factor analysis the dimensions of
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influence wunderlying the specific behaviors of the first study. The
instructions to the three questionnaires used were unusual:

This questionnaire is a way of obtaining information about how you

go about changing your boss's (or co-worker's or subordinate's)

mind so that he or she agrees with you. Below are described vari-
ous ways of doing this. Please do not answer in terms of what you

would like to do. (1981, p. 110)

The results of the study yielded eight dimensions of influence re-
lated to the target person's status. Assertiveness, sanctions, ingra-
tiation, and rationality were associated with influencing either super-
iors or subordinates. The tactics of exchange of benefits, blocking,
and upward appeal affected the influence of bosses. Coalitions
appeared when the influence of subordinates was occurring. The authors
recognized that self-report measures were insufficient and encouraged
replication using different methodologies. The scales developed could
certainly be utilized to measure influence in future research.

The sixth study, based on a self-administered questionnaire to MBA
students, was an attempt to develop an understanding of the meaning of
workplace politics to those who work in a variety of organizations
(Gandz & Murray). The findings are clear, wrote the authors: "Talk
about politics is common in the workplace; respondents see politics as
deviations from techno-economic rationality, as pervading discretionary
more than other types of organizational processes, and as more preva-
lent among higher and middle managerial levels than among lower and
nonmanagerial levels" (1980, p. 450). Organization politics was seen

as a subjective state rather than one of conflict, power, and influence
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as 1is usually presented in the literature. Therefore, the authors sug-
gest a phenomenological approach to research on the subject.

Analysis of the Political Actor

Of the several factors that affect organizational politics, the
belief systems, motives, and personal characteristics of the political
actor are indeed critical. The questions arise: Who is the political
actor? Who has the propensity to engage in political behavior? When?
Why? Are some factors more important than others? Not only are the
answers to these questions underpinnings to the present research, but
also, the answers may serve as a heuristic device aiding the under-
standing of political leadership and the political education of organi-
zational members.

After the relationship between power and politics is explored,
this part of the literature review highlights the wvarious theories,
models, methodologies, and questions about the political actor. For
example, one theory from the psychology discipline, the power motive,
will complement the social psychologists' perspectives, specifically,
Machiavellianism. In addition, an emphasis from behaviorial science,
that of attributed characteristics of political actors, is discussed.

Various Approaches to Power

Power and political behavior have always been theoretically and
empirically linked. Pfeffer, in his comprehensive synthesis of the
subject of power, integrated the two concepts:

If the power is a force, a store of potential influence through

which events can be affected, politics involves those activities

or behaviors through which power is developed and used in

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



36
organizational settings. Power is a property of the system at
rest; politics is the study of power in action. An individual,
subunit or department may have power within an organizational con-
text at some period of time; politics involves the exercise of
power to get something accomplished, as well as those activities
which are undertaken to expand the power already possessed or the
scope over which it can be exercised. (1981, p. 7)

The traditional literature and research spoke of power as the
larger phenomenon, rarely using the term political. The differences in
the definitions of power have been remarkably diverse, which is not
surprising considering the many disciplines that addressed it. The
common elements about power that have emerged are reflected in
Pfeffer's (1981) description. Power is relational, potential or
active, goal directed, adaptive, multileveled, contextual, and dynamic.

The contributions of the many disciplines to the understanding of
power and political behavior originated from their respective views of
reality or background assumptions whether implicit or explicit. Some-
times theorizing developed and expanded upon unchallenged grounds
(Morgan, 1980). It is important to recognize this and to consider the
value of a sharper analysis of power that would result from examining
and rethinking power from alternative paradigms. Morgan described the
functionalist paradigm from which social systems and behaviorism stem,
and indeed the very questions of this research.

The functionalist paradigm is based upon the assumption that

society has a concrete, real existence, and a systemic character

oriented to produce an ordered and regulated state of affairs. It
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encourages an approach to social theory that focuses upon under-
standing the role of human beings in society. Behavior is always
seen as being contextually bound in a real world of concrete and
tangible social relationships. The ontological assumptions en-
courage a belief in the possibility of an objective and value-free
social science in which the scientist is distanced from the scene
which he or she is analyzing through the rigor and technique of
the scientific method. The functionalist perspective is primarily
regulative and pragmatic in its basic orientation, concerned with
understanding society in a way which generates useful empirical
knowledge. (1980, p. 608)

Opposing paradigms should offer other ways of looking at the political
actor.

Before psychologists and sociologists lectured and hypothesized
about power, philosophers and thinkers such as Plato, Machiavelli,
Hobbes, Nietzsche, Adler, and Freud wrote about man's aggressive in-
stincts and strivings for power (Kipnis, 1981; Winter, 1973). 1In the
1950s, the power motive as a focus of study became a special domain for
certain psychoanalytical writers. Their concerns, summarized Tannebaum
(1966), related to one's feelings about controlling and being con-
trolled by others, feelings of superiority and inferiority, dominance
and submission, independence and dependence, conformity or reactions to
authority. Often power was associated with manliness and virility.

From this group, the most significant work related to the under-
standing of the power motive and its thought processes was presented by

Veroff (1957), Uleman (1972), and Winter (1973). Each used the

V‘v
o
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Themat ic Apperception Test (TAT) because of its presumed ability to de-
tect and assess even unconscious strivings for power (Lips, 1981).
Veroff (1957) initially devised a scoring system on n Power based on
groups' responses to five pictures. He related the high n Power to
Political and Economic values in the Allport-Vernon Scale of Values.
Building on the TAT scoring, Uleman (1972) matched n Power TAT scores
with personality theories, specifically Adler's premise that power was
related to an inferiority complex and striving for superiority or
social attention. Winter (1973) further utilized the TAT and the n
Power scoring key. He believed that the power motive was the one key
variable for the understanding of power behavior. The other variables
which have been empirically measured included locus of control, per-
sonal causation, Machiavellianism, and attribution by others. But
these variables were different from the power motive, believed Winter.
This motive was a way of determining those changes in behavior that
could not be readily explained by external forces alone.

The TAT was employed by Winter with male college undergraduates at
Wesleyan and Harvard in aroused and neutral groups. The aroused group,
student leaders waiting for the results of an election, were expected
to portray more power images in their TAT stores. Using the carefully
constructed n Power scoring system, scores were derived and correlated
with other behaviors. High power scores on the TAT predicted such ac-
tions as drinking, gambling, watching sports, and precocious sexuality.
In recognition of these studies, McClelland (1984), in collaboration
with Winter, later developed his theory of the two faces of power—-

unsocialized and socialized.
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The power imagery of TAT respondents revealed five categories of
power behaviors:

l. Actions (assaults, attacks, chasing, exploitation).

2. Giving help, assistance, advice or support.

3. Trying to control another person through regulating his/her
behavior or the conditions of his/her life.

4. Trying to influence, persuade, convince, bribe, make a point,
argue.

5. Trying to impress some other person or the world at large.

In summary, Winter maintained that the situation, individual factors
and motives affected a person's power inclination. This combination
was paramount. Unfortunately, the TAT was rarely expanded to wider and
more varied sample groups.

The same complaint, that of samples of convenience from college
undergraduates, has been true of the series of studies on the Machia-
vellianism personality conducted by Christie and Geis (1970). Named
for the 16th~century author whose name has become synonymous with the
use of guile, deceit, and opportunism in interpersonal relations, the
"Machiavellian" was one who viewed and manipulated others for his or

her own purposes. Using ideas from The Prince and The Discourses of

Machiavelli, Christie and Geis developed a hypothetical construct and,
in turn, a scale to measure related personal characteristics such as:

1. A lack of affect in interpersonal relations.

2. A lack of concern with conventional morality; a utilitarian
rather than moral view of interactions with others.

3. A lack of gross psychopathology.

premn
X
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4. A low ideological commitment, a focus on getting things done
rather than a focus upon long range ideological goals.

From ancient and modern power theorists, Christie and Geis saw the
common assumptions that people were basically weak, fallible, gullible
and, therefore, that a rational person should take advantage of the
situation to maximize his or her own gains. Evolving five different
scales and scoring procedures on the Mach scale, the researchers and
their assistants carried out numerous laboratory type studies. No sig-
nificant correlations between Mach scores and I.Q. or years of educa-
tion were found. Nor were authoritarianism, racial attitudes, politi-
cal ideology, and demographic variables correlated.

When bargaining conditions were ambiguous in the 1lab setting,
success in interpersonal bargaining was doubled for the high Machs.
They were more opportunistic, favored face-to-face interaction, re-
mained detached from ego-involving elements in bargaining and resisted
social influence. Wrote Christie and Geis, "They win by political
strategies without manipulating obviously when success depends upon the
cooperation or recognition of others" (1970, p. 309). They cooly use
others. "They," continued Christie and Geis, '"manipulate more, win
more, are persuaded less, [and] persuade others more." (1970, p. 312).
Cobb (1986) saw the diagnosis/analysis of basic political styles
attempted by Christie and Geis as important and relevant to organiza-
tional development (OD) concerns.

The organizational psychologists' study of power and political be-
havior has evolved from trait and situational approaches to management

and leadership. Yukl 1lists over a dozen studies directed at the
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effects of applying French and Raven's five power bases: legitimate,
reward, coercive, expert, and referent. He also lists 1] forms of in-
fluence and related studies, yet concluded that all these efforts are
insufficient when he wrote, "Much remains to be learned about the dyna-
mics of reciprocal influence processes and the consequences of having
and using different forms of power" (1981, p. 280).

Another trend in power studies has been the zero versus non-zero
sum attitudes which Bacharach and Lawler synthesized:

The major difference between zero-sum and variable-sum approaches

is that a zero-sum approach assumes a fixed level of total power

and a perfectly negative relationship between the power of each
individual party, where a variable sum approach assumes that the
total power in the relationship can change (from environmental
changes, tactical action, and so forth) and that it is inappropri-
ate to assume a priori a particular relationship between the power

of each party. (1981, p. 67)

Tannebaum (1966) studied numerous organizations and concluded that
power is not a zero-sum commodity. When subordinates have more power,
it does not follow that managers have less. In organizations where
there is a greater amount of power at all levels, the organization is
likely to be more effective and individual members more satisfied.
Bacharach and Lawler (1981) would concur that power is multidirectional
and that this side of power should be a central concern of a political
model of organizations. To acknowledge this multidimensional aspect of
power, Salancik and Pfeffer had a cross section of organizational mem-

bers rate themselves and their peers on a scale of influence or power.
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The agreement as to who had influence was remarkably high. Their con-
clusions were innovative: 'Power facilitates the organization's adap-
tation to its environment or its problems. Power helps organizations
become aligned with their realities (1981, p. 54). Similarly, Kantes
(1977) defined a powerful individual as one who has the ability to get
things done and this ability comes from knowing the environment.

These emphases came closer to the heart of organizational politics
and the political actor. The political actor uses influence rather
than direct authority to achieve his or her goals. There is, as has
been said before, little systematic information on how people use power
to influence multidimensional relationships (Kipnis et al., 1981). Two
extremely useful studies by Kipnis et al. (1981) contribute to our un-
derstanding of the political actor.

Another concern of organizational psychologists has been the nur-
turing and developing of the instincts needed to effectively acquire
and use power (Dubrin, 1978; Kotter, 1983). Kotter reported that mana-
gers who are successful at acquiring considerable power tend to share
these common characteristics:

1. Sensitivity to what others consider legitimate acquisition
and use of power, including recognition of the "obligations" involved
in using power.

2. Possession of a good intuitive understanding of the various
types of power and methods of influence--when, where, and with whom to

use them.

3. Development of all types of power, and ability to use them.
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4. Establishment of career goals with ambitions toward manager-
ial positions that allow successful development and use of power.

5. Use of all resources, including formal authority and power to
develop still more power.

6. Recognition and acceptance of the exercise of power as legi-
timate, that in using power—-oriented behavior they clearly influence
other people's behavior and lives.

Significantly, there are strains of social exchange theory, 1locus of
control, and attribution theory in these six characteristics.

Before attempting an integrated model of analysis of the political
actor, it may be helpful to consider the sociological perspective on
power. Olsen (1970) observed two sets of literature from the bifurca-
tion of focus social psychologists and sociologists had of power. On
the one hand, interpersonal power relations are studied, and on the
other, interorganizational ones. Gamson (1968) stated that the
sociologists' attention is the actor in a system. Reflecting social
exchange theory, Hawley wrote, "Every social act is an exercise of
power, every social relationship is a power equation, and every social
group or system is an organization of power" (1970, p. 10). For
sociologists, actors may be small groups, organizations, total socie-
ties, as well as individuals (Olsen, 1970). Their concerns are social
influence, e. g., voting behavior; social perception; the nature, dis-
tribution and use of power in societies. Exchange theory, ecological
perspectives, elitism, Marxism, and normative ethics are typical
themes. Olsen offered a formula for the political person: "In

general, the amount of power an actor exercises in a particular
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relationship is a resultant of the extent and adequacy of his committed
resources, multiplied by his skill in converting resources into pres-
sures, minus the degree of resistance encountered” (1970, p. 4).

Social psychologists have studied the political actor more from
the relational aspect than the personality focus of the clinical
psychologists. Several sociopsychological theories are summarized be-
cause they contribute to the understanding of the multidimensional and
complex power dynamic: social exchange theory, expectancy theory,
locus of control, the need for power (n Power), and attribution theory.

Social Exchange Theory

.

This theory underlies relations between groups, as well as those
between individuals. It includes conflicts between opposing forces as
well as cooperation; both intimate attachments and connections between
distant members of a community. It is oriented toward ends that can
only be achieved through interaction or any behavior involved in
socially mediated goals. The exchange entails unspecified obligations
and tends to engender feelings of personal obligation, gratitude and
trust (Blau, 1964). In this approach to social relationships, power is
central, especially the dependence aspect of power. Bacharach and
Lawler (1981) presented two assumptions of the exchange theory: (1)
dependence is inherent in social life and therefore, (2) exchanges are
intrinsic aspects of any social relationship. The power of an actor is
a function of the other person's dependence on the actor. Conse-
quently, power must be studied in terms of a network of relationships,
whereas most theories and research on power emphasize the coercive as-—

pects of power relations and neglect the underlying stakes actors have
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in existing relationships (Bacharach & Lawler, 1981). In an ex-
change, one person will be successful if they negotiate the outcomes or
payoffs for the other (Lips, 1981). The outcome is determined by the
principle of least interest. The actors will attach values or priori-
ties to the various outcomes obtained from a given relationship.
Power, summarized Bacharach and Lawler, is not an attribute—-it is em-
bedded in social relationships. "Social exchange theory is an attempt

to explain how the reciprocal process of influence...occurs over time,"

wrote Yukl (1981).

Expectancy Theory

A further extension of the action-outcome concerns of social ex-
change theory is the expectancy theory of Vroom and its twin subjective
expected utility (SEU) of Edwards (Porter et al., 1981). Individuals
are believed to behave in a manner that maximizes their expected net
value. Porter et al. wrote:

This, in turn, suggests that organization members undertake a

series of subjective cost—benefit analyses, using salient avail-

able information. Some of the more explicit information available
is the political actor's knowledge of the results of past attempts
at social influence. Thus, the individual's "expectancy set" re-
garding the efficacy of engaging in upward political influence

will be at least in part determined by what has gone before. (p.

21)

Expectancy theory is a rational choice process of weighing the desired
outcomes versus the undesired ones. The higher a positive SEU is, the

more likely a political influence attempt (Yukl, [981).
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Locus of Control

Lips (1981) reviewed Rotter's work about internal or external con-
trol and the extent to which people believe they are in control of
their 1lives. These beliefs are"reflected in one's behavior. On a
scale Rotter developed, an individual may score high on internal con-
trol, if he or she feels they are captain of their own ship or in con-
trol of their life. The higher internal score could predict other fac-
tors, such as propensity to seek and use information relevant to per-
sonal decisions; changing other people's attitudes; belief in their own
skill rather than luck; and social independence. "One's locus of con-
trol,"” wrote Lips, '"may relate to how powerful one feels and the ways
in which one uses power" (1981, p. 69). The underlying problem of this
theory is the dilemma of one's espoused locus versus the real behav-
iors. Porter et al. (1981) speculated that internals faced with a
problem in which political influence is possible might arrive at a more
positive SEU computation than an externally centered person. Internals
might, therefore, favor political activism.

n Power

The earlier discussion of the TAT's n Power studies must be com-
plemented by attention to McClelland's (1984) work in this area. As a
behavioral scientist, McClelland began studying the power motive in
managers. This n Power in managers differs from the n Achievement he
observed in business entrepreneurs. What aroused thoughts of being
powerful? He confronted the negative tone associated with the research
on power with its pejorative synonyms for power: Machiavellianism,

zero sum, and authoritarianism. Furthermore, he discovered that
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individuals disliked being told they have a high need for power.
McClelland extended the work of Winter (1973) to the actions of the
high n Power individuals and categorized two faces of power (Thompson
& Luthans, 1981). The two faces are opposites. The negative and more
primitive personal power face is a win-lose coercive type, and the
positive social power face is concerned with group goals or with find-
ing goals that will move men (McClelland, 1984).

McClelland observed specific behaviors in high n Power individuals
which will assist us in answering some of the questions about the poli-
tical actor. The individual with a high n Power seeks positions of
leadership; influences others to task performance; collects prestige
objects; mentors, trains and/or instructs others; is active in organi-
zational politics; seeks, withholds, uses information to control
others; drinks when feeling powerless.

Attribution Theory

This theory centers on the relation between a person's perception
and the interpersonal event. The individual makes certain ascriptions
about behavior of others and interprets that behavior (Luthans, 1977).
The importance of this concept appeared in several discussions of poli-
tical behavior. For example, Porter et al. wrote:

Attributions of intention often vary widely between those who are

the source of the behavior and those who are observing or labeling

the behavior. It is our contention that if the behavior is seen
by organizational participants as intended to promote or protect
self-interests then (meeting the other criteria) the label "poli-

tical” is appropriate. (1981, p. 112).
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The theories overviewed are certainly not integrated into one
framework for the understanding of the political actor. The power re-
lationship is the context for political action and encompasses the most
basic issues underlying organizational politics (Bacharach & Lawler,
1981). The body of literature on power is disjointed. The theorists,
claimed Bacharach and Lawler, '"fail to integrate the insights of the
other theorists systematically. This produces the impression that var-
ious theorists hold conflicting notions of power rather than that they
emphasize different and complementary dimensions of power" (p. 11).
Discussion
If all social interaction based on the give and take of social ex-
change theory is therefore political, what can we learn about the poli-
tical actor in this broad picture? In other words, are there social
exchanges that are not political? Expectancy theory hypothesized about
the complex thought processes leading to a decision--equations, weigh-
ing, and so forth--yet have they ever approached the theory from the
viewpoint of the participant? Could a phenomenological approach offer
alternative insights? "What motivated you to perform this particular
political activity?" might be a valuable question to ask and interpret.
The 1locus of control issue loses its impact on the power dynamic
as a contending variable particularly because the opposite has never
been challenged. Do externals (as discussed in the section on locus of
control) never act politically? If they do, when? And, why?
The power motive and n Power speculations offer more potential for
the understanding of the political actor. These probings into con-

sciousness are worthwhile endeavors. Socialization affects one's n
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Power and sheds light on how people form political norms and ethics.
Without some ;ecognition of the organization's political norms and
without some internalization of these norms, political behavior would
not ensue no matter how strong the self-interest at stake is. These
variables at the heart of political behavior could be examined in the
instrument of this research.

As initially posited, looking at power and political behavior from
alternative paradigms may prove useful. Other questions are raised.
The subjective interpretive paradigm which centers on individual con-
sciousness has influenced the power motive, n Power, and the studies of
Kipnis et al. (1981) and Allen et al. (1979) to a certain degree.
Phenomenological studies and longitudinal endeavors would tremendously
enrich the picture. Bacharach and Lawler challenged, "Ask not what is
power, but to what phenomena does the notion of n power sensitize us?"
(1981, p. 12).

A paradigm which moves into the change arena, the radical humanist
one, seeks to explain how individuals link thought and action. Burrell
and Morgan (1979) described this view of reality as one which empha-
sizes the importance of overthrowing the limitations of existing social
arrangements, the constraints of the status quo. This could be enrich-
ing for the study of the political actor, especially the personality of
the artistic or intuitive individual in the Jungian personality
typology. Change is always part of political activity, and this para-
digm offers critical elements that have been neglected. Similarly, the
radical structuralist paradigm attends to change. The focus of this

perspective 1is on anti-organizational behaviors, especially in the
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Marxist sense. Maﬁy political behaviors, such as organizational coups,
whistleblowing, and insurgency fall into this frame, yet the political
actor remains unexamined here.

The In~Basket Test

The in-basket test is a simulation exercise requiring the perfor-
mance of a managerial position by dealing with the mail and re-
lated items which have presumably accumulated in the in-basket of
the manager. Each subject is confronted with a standard set of
problems in the form of letters, memos, report, and related mat-
erials. The exercise provides an excellent training tool for
prospective managers, and it is widely used for this purpose in
industry. In addition, several methods of scoring performance on
these materials have been worked out so that the in-basket is fre-
quently used as a selection aid. (Meyer, 1970, p. 297)
There are some variations on Meyer's (1970) definition of the in-
basket that include the concept of game (Lopez, 1966) or test

(Frederiksen, 1962). Confusion arises when the words game, simulation,

exercise, or test are used interchangeably in the literature, yet

actually the in-basket is all of these and more. In its fullest appli-
cation, the in-basket is an extensively experiential learning device
for the subject, a research instrument, and a selection aid.

Analyzing the definitions and these multi-purposes of the in-
basket throughout its 30 year history will be the initial emphasis of
literature reviewed in this section. Four other aspects of the in-

basket will be discussed: assessment centers, the design and
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evaluation of the in-basket, validity and reliability, and a critique
of the in-basket.

History

The original conception of the in-basket by its inventor, Norman
Frederiksen, was that of a situational test. Frederiksen and his col-
leagues from the Educational Testing Service (ETS) were asked to study
the desired outcomes of the Air f;rce's Command and Staff School.
Their task was to evaluate the effectiveness of the curriculum and in-
struction for the school, but Frederiksen was immediately responsive to
the potential application of his prototype in-basket method for indivi-
dual performance and even personality study (Frederiksen, 1957, 1962,
1966). He attempted to devise, as he wrote in 1957, "a sensitive mea-
sure which may at the same time be objectively and reliably scored" (p.
2). The original purpose of the in-basket, which was curriculum and
instruction evaluation, received little further attention in practice
or theory. Frederiksen's serendipitous discovery of other uses of the
test was critical to the history of the instrument, for he and his ETS
colleagues then provided a rich literature base to the lineage of the
in-basket.

In designing this first in-basket for the Air Force, Frederiksen
thoroughly analyzed the curriculum and objectives of the Command and
Staff School. The major purpose of the course was to increase the ad-
ministrative proficiency of the students. From the analysis, over 500
behavioral descriptions of the desired outcomes of the course were
classified into categories which would delineate psychologically mean-

ingful functions. For example, demonstrating  flexibility,
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adaptability, and willingness to introduce change were included in this
statement: "Can comprehend the effect on Air Force activities of pos-
sible political-economic events such as the closing of highways and
railways into Berlin" (Frederiksem, 1957, p. 3). Another example of
the flexibility function was this: "Readily plans for and makes
changes in procedures which are consequences of the introduction of new
research developments" (p. 3).

The next step for the ETS staff was to prepare materials that
would evoke the range of the desired behaviors and skills. These mat-
erials consisted of written memoranda, messages, reports, and docu-
ments. The students were to react and respond to the items as if they
were the actual decision maker. After a tryout of the test, precise
preliminary student instructions for the instrument were completed. A
scoring procedure was then developed from the responses of a Sample
Group I. For each of the various problems, between 5 and 15 types of
responses were identified. Further refinements were made on the incor-
porated Sample Group II's responses, then the responses were submitted
to two panels of senior officers in the Air Force. The judges were
asked to rank and place a value on the problems in the in-basket in
order to develop a scoring key (Frederiksen, 1957).

"The in-basket materials were tried out in July 1953 by adminis-
tering them to the entire Class 53-B of the Command and Staff School,"
wrote Frederiksen (1957, p. 10). The purpose of this tryout was to
provide data for operational, statistical and scoring concerns. Sev-

eral conclusions were drawn from the tryout.
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1. The detailed analysis of performance on the test provided
maximum guidance to the instructors on the quality of their teaching,
thus accomplishing the major purpose of the test.

2. The test could be used as a baseline measurement.

3. The breadth of information obtained from the test called for
improved evaluation procedures. For example, the test might evaluate
chacteristics not originally intended to be measured. Cooperativeness
and sympathy or harshness in dealing with subordinates were evidenced
in the tryout. "The in-basket,'" commented Frederiksen, "may be thought
of as a projective test which reveals a great deal more about the per-
sonality of the writer than is revealed by the objective scoring
method" (1957, p. 22).

4. To improve the content reliability of the test, more effort
must be made in the selection and revision of items. Homogeneous sub-
tests must be more explicit.

5. The test could be scored with a reasonably high degree of
reliability.

6. No criterion of validity was available from this first form.

No other researcher or industrial psychologist has contributed as
much inventiveness, foresight, and statistical attention to the in-
basket instrument as Frederiksen. He continually marveled at the po-
tential uses of the in-basket. He wrote, "It is also possible to con-
sider the in-basket test as a rather elaborate performance test in the
area of personality" (1962, p. 1). Later in 1966 he added, 'Perhaps
the principal virtue of an unstructured situational test such as an in-

basket is that it provides an opportunity for the examinee to display

7
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spontaneously certain response tendencies which comprise a part of his
personality" (p. 107).

The next major use of the in-basket was quite different. The
American Telephone and Telegraph Company's (AT&T) Management Progress
Study was initiated in 1956 as a long range research study of the psy-
chological development of adulthood (Bray, 1964). "It was a study of
both individual characteristics of young managers and characteristics
of their organizational settings," wrote Thornton and Byham (1982, p.
55). As a longitudinal study, all data were separated from any opera-
tional decision making in the company and from career decision making
about the participants. In their recent definitive work on the history
of assessment centers, Thornton and Byham wrote, "Seldom is such a
'pure' study conducted in industry" (1982, p. 59). Bray conceived and
led the study. The assessment center process, amplified with an in-
basket exercise developed with the assistance of the ETS, was used as a
baseline measurement for the 422 men in the study. Here the history of
the in-basket joins that of the assessment centers.

Assessment centers. The origins and evolution of the assessment

center method are important to the study of the in-basket, for this
exercise became one of the major components of centers——indeed, Gill
(1982) called it the most popular single assessment method. Many of
the wvalidity and reliability concerns of the in-basket are embedded in
assessment center research. The Management Progress Study incorporated
the in-basket into its 2% days of pretesting in the assessment <center

context. With this unbiased study began the long and healthy research
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base on assessment centers and, directly and indirectly, on the in-
basket.

"An assessment center is a procedure (not a location)," wrote
Thornton and Byham, "that uses multiple assessment techniques to evalu-
ate employees for a variety of manpower purposes and decisions" (1982,
p. 13). The first assessment centers used multiple simulations and
initiative tests to evaluate candidates for "James Bond" type work in
irregular warfare during WW II. The Office of Strategic Services (0SS)
designed complex exercises with several purposes in mind for its can-
didates. One interest was to study highly effective individuals and to
delineate these persons as a whole, a goal similar to that of the Man-
agement Progress Study. Another aspect was the concern for an indivi-
dual's favorable qualities and one's potential for effective function-
ing. Lastly, the 0SS favored the predictive validity of its simula-
tions and exercises (MacKinnon, 1975). When the Management Progress
Study adopted this method, the assessment center began its business
life. Shortly afterwards, the Michigan Bell Telephone system initiated
assessment centers—-the first operational use for management selection
(MacKinnon, 1975). Today, 300 to 1,000 centers exist. The social and
environmental influences of the 1970s added significantly to this rise
of assessment centers since 1956. MacKinnon (1975) highlighted some
reasons for this.

1. There was a need for more effective managers, particularly
because it was costly to hire managers who failed.

2. Psychologists and their specialized t§§ting were not effec-

tive in business environments.
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3. Assessment centers used more than one observer. The centers
had high face validity.

4. The Civil Rights Act encouraged the selection and development
of women and minorities and the assessment center passed the legal hur-
dles regarding job-relatedness, objectivity, and fairness towards these
groups. For example, Moses and Boehm (1975) studied the predictive
validity of the AT&T centers from 1963 through 197! for 4,846 women and
found the methods valid for women as well as for men. In fact, they
concluded, "An individual rated 'more than acceptable' was 10 times
more likely to have received two or more promotions than one rated 'not
acceptable'" (p. 529).

5. The American Management Association (AMA) and Development
Dimensions, Inc. (DDI) began developing and specializing in assessment
center technology, including in-basket construction.

Ulschak (1983) added that the participants saw the assessment cen-—
ters as extremely fair and accurate representations of their behavior.
All these factors strengthened the growth and diversification of
assessment centers in the United States and abroad. Centers became a
high-powered tool presenting specific, reliable, and valid information
about a manager's strong and weak points (Ulschak, 1983). For Fletcher
(1982), assessment centers were the Rolls-Royce of psychological
assessment .

Assessment centers in business, then, were originally used for re-
search and shortly afterwards for selection. Because an incredible
amount of personal behavioral data were obtained from an assessment

center, many corporations began wusing such centers for management
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training purposes. In addition, the assessment centers facilitated
career decision making through specific feedback on one's performance
during the simulation (Keil, 1981).

Again, it 1is important to state that the in-basket is a major
assessment center exercise, so the history and strength of centers
parallel that of the in-basket. Just as the assessment centers have
had a variety of purposes from research, evaluation, and selection to
training, needs analysis, and career decision-making aspects, so too
has the in-basket. The in-basket has served these myriad of purposes
as an instrument itself. However, assessment centers have rarely ex-
cluded the in-~basket from its repertoire of exercises so valuable is
the in-basket to typical assessment centers.

The history of the in-basket continues. In fact, there is a
renewed interest in using job simulations (Kesselman et al., 1982).
Frederiksen's (1966) construct validity studies supported the use of
situational tests for providing dependent variables in socialpsycholog-
ical experiments. In the past few years, the in-basket has been used
for a variety of research studies, for example: occupational sex dis-—
crimination (Terborg & Ilgen, 1975); bias towards physical attractive-
ness in rating performance (Robins, 1983); interrater reliability
regarding sexually and racially mixed groups (Schmitt & Hill, 1977);
the influence of sex-role stereotypes in promotion, development, and
supervision (Rosen & Jerdee, 1974); differences in behavior shown to
different subordinates (Kim & Organ, 1983); and training for management

(Gill, 1982). Through the in-basket, Shapira and Dumbar (1980)
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investigated Mintzberg's managerial roles. This study will be
addressed shortly in the leadership discussion.

Design and Evaluation of the In-Basket

Each of the design phases of the in-basket has its own vigor and
complexity. The many phases include: job analysis, dimension choice,
student instruction writing, material selection, interview planning,
tryout, judging, scoring key development, assessor training and feed-
back of results. The designer eventually asks, "What items will evoke
the behaviors which typify the characteristics I am looking for?" This
key question flows from the purpose of the in-basket.

Every instrument must have a purpose (Benson 1982), and Keil
(1981) recommends that careful attention be paid to this principle in
the design of simulations. The most stringent design requirements are
for selection purposes which are legally and ethically apparent. As a
training tool, the instrument may allow for more breadth and depth 1in
the design phases. In short, the specific purposes of the in-basket
must be stated and understood by all involved in its design and evalua-
tion.

Truskie (1981} suggested involving managers and supervisors in the
design and delivery of training programs, and the designing of an in-
basket calls for just that type of cooperation. Job analysis must be
conducted first to determine the contents of the position to be simu-
lated. Several levels of job performance must be noted: the
functional, the interpersonal, and the cognitive. Categories and di-
mensions of behavior then emerge, again depending on the purpose of the

instrument. Some of the dimensions of the Management Progress Study
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were human relations, personal impact, perception of threshold social
cues, behavior flexibility, and tolerance of uncertainty (MacKinnon,
1975). In all, 25 wvariables were listed for that study (Bray,
Campbell, & Grant, 1974). Dimensions of Frederiksen's original Air
Force evaluative in-basket included individual and interactive behav-
iors, such as the flexibility behavior and interaction with others.

Gill (1982) enumerated some of the behaviors that can be assessed
via the in-basket: recall, insight, analytical and critical thinking,
logical reasoning and problem solving, creativity, judgment, sensitiv-
ity to social subtleties, ability and willingness to make decisions,
establishment of priorities, delegation, written communications, coping
with stress, and management control. From this list, it can be seen
that the in-basket measures what other instruments cannot.

Lopez (1966), who extensively designed in-baskets for the American
Management Association (AMA) and New York Port Authority, wrote of the
design schedule:

After training or selection objectives have been established, a

position has been identified, the general outline of the situation

determined, the emphasis selected, and the level of decision
making defined, the next step in the actual construction process
begins with the collection of a large supply of content material
in the form of incidents, anecdotes, reports, case studies, and
problems, drawn either from a real job (the ideal solution) or
from indirect sources such as textbooks and magazine articles on

management. (1966, pp. 35-36)

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



60
From the raw materials compiled, problems appropriate to the objectives
are selected.

A critical part of the in-basket is the set of preliminary respon-
dent instructions. It is important to motivate the participant to
enter fully into the situation so that he or she may ease into the
assigned role. The situation must be plausible and even complicated
with time pressures. Background information, organization charts, and
position descriptions are necessary (Lopez, 1966).

The set of problems in the in-basket should call for personal
judgments. They should be sufficiently ambiguous to evoke a wide range
of possible solutions (Lopez, 1966). Some items should have high im-
pact on the organizations; others might require immediate attention.
Certain problems may demand more information or may affect others sig-
nificantly. Lopez suggested including overview problems, tension-
reducing problems, and even telephone taped interruptions. The number
of problems usually ranges from I0 to 25, though the General Electric
Plan Manager in-basket contained 38 items (Crooks, 1968).

The next design step was to plan the interview to be given to the
participant immediately after he or she had completed the exercise.
Originally, these interview questions asked such open-ended questions
as "What did you think of company X?" "What did you think of person X,
Y, 2?" '"What did you do for each item?" Now the post questions are
more structured, even comprised of multiple choice responses in what
Kesselman et al. (1982) called an Action Report Form. Thornton and
Byham reported: "New procedures for in-basket evaluation using highly

structured patterned interviews appear to offer great hope for cutting
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down the amount of assessor time required and for increasing the relia-
bility of measurement” (1982, p. 186). The purpose of the post in-
basket interview is to offer the participant the opportunity to explain
his/her decisions more fully and to establish the degree of the parti-
cipants' understanding of the characters and the problems in the exer-
cise (Griffiths, 1979).

As in the Frederiksen Air Force prototype, a tryout of the instru-
ment occurs next. The pilot group's responses form a pool of re-
sponses——the basis for the scoring key that will be developed. Hun-
dreds of possible responses for the items are frequently generated.
Griffiths (1979) recommended transcribing all the responses to 3x5
cards for the purpose of easier sorting and weighting of the items by
the judges. The judges weight the items ;y priority and usually an 807
agreement is required for final inclusion in the scoring key. Judges
sort the responses into degrees of effectiveness and also generate a
list of considerations and the interrelatedness for each item. A pre-
cise, comprehensive, and reliable scoring key is finally formed.

Assessor training and feedback of results are the final design im-
peratives. The American Psychological Association, the American Educa-
tional Research Association and the National Council on Measurement in
Education (1978) highlighted important standards and ethical considera-
tions for assessor training. These standards are applicable to in-
basket assessors as well. The assessors must know how to classify and
analyze the elicited behaviors to minimize bias and distortion (Gill,
1979). When and what kind of feedback to be given must be determined

in the design phase. The attention given to all the phases of the in-

5
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basket design strengthens the validity and reliability of the instru-

ment.

Critique of the In-Basket

There have been several major criticisms of the in-basket that de-
serve attention. The time and effort required to design the exercise
and the time demanded to score and report on the student's performance
are formidable. AMA and DDI have constructed many off-the-shelf in-
baskets to alleviate the design time demands, but of course, these are
not as robust or valid as custom-made exercises.

Another charge leveled at the in-basket is that the in-basket is
static in nature (Gill, 1982). As originally conceived, it did not
allow for interruptions or time pressures. Gibson (1961) designed an
in-basket for Harvard Business School students that successfully used a
motion picture integrated with printed case material to make the simu-
lation as realistic as possible. Although not empirically measured,
Gibson learned that people usually do not observe or hear accurately;
that in spontaneous decisions one usually reacts emotionally first;
that pressures do make a difference; and that involving film and
printed material produced a high degree of personal involvement. Such
realism encouraged the respondent to display dominant aspects of his or
her personality and to behave naturally, which Lopez (1966) and many
other experts favor in the in-basket.

Another objection to the in-basket has been the inadequate quality
of feedback to the participants. Except in pure research such as the
Management Progress Study, feedback is usually given orally. It sum-

marizes the content and style description of the candidate's
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performances, his or her strengths and weaknesses. Often an outlined
plan for future development is discussed. More research needs to be
done on the optimal timing of feedback (MacKinnon, 1975) and the relia-
bility of feedback presented from the assessor point of view. APA
(1978) guidelines require a training of assessors in thorough under-
standing of feedback procedures.

Each of these three major criticisms of the in-basket regarding
time, its static nature, and feedback quality is outweighed by its
effective characteristics which can be highlighted:

1. Empirical evidence of internal valiqity.

2. Objective and reliable scoring methods.

3. Qualitative data leading to personal insight (Waddell, 1982)
and the in-basket's value to management education.

4. Measurement of behaviors other instruments cannot (Gill,

5. Assessor training as a valuable experience in and of itself
(MacKinnon, 1975).

6. improvement in scoring methods.

7. Appreciable amount of data produced.

8. Wide acceptance by participants.

9. A research base of 30 years.

10. The multiple purpose to which it can be put: research, selec-
tion, training, and personal as well as career development.

These characteristics of the in-basket substantiate its choice as

the instrument of this research. Producing quantitative data as well

as qualitative material, the in-basket simulation is the next best
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thing to the observation of real life behavior because it is capable of
raising complex behavior and reasoning, precisely the reality of poli-

tical behavior.

e
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CHAPTER THREE
The Meret In-Basket Experiment

Introduction
The purpose of this research is to design an instrument, in the
simulation format, which would measure the amount, type, and occasion
of an individual's political behavior. The procedures that were
followed to design and validate this instrument are based on the 30-
year history of the in-basket and particularly, the contributions of
Frederickson et al. (1962, 1966, 1957, 1972) and Lopez (1966). These
contributions are summarized in the first section of this chapter. The
procedures used to design the Meret in-basket are explained in this
chapter's second section. These design facets contribute to the in-
strument's validity and reliability. The third and final section des-
cribes the pilot groups and panel of judges. Generally, this chapter
is a chronology of the instrument's design supplemented by the Meret

in-basket items and training materials in the appendixes.

The In—-Basket Instrument: Historical Contributions

Validity

Keil (1981), in an excellent discussion of assessment center val-
idity, stated: '"Validity is not a thing, it is sometimes not a proper-
ty of a thing. Validity is a concept that takes on meaning only in
relation to specific events and processes" (p. 79). The processes, of
course, are the many important phases or procedures of the in-basket's
design that directly impact its internal validity. For content valid-
ity, the processes of dimension selection, material selection, scoring

65
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key development, and so forth must be close‘to a l:1 ratio between the
targeted job level and the exercises as possible. Moving farther from
that ratio, say a 1:5 or 1:10 concept, requires that the in-basket de-
signer cope with construct validity and guard against inference when
scoring. Accurate coding of the examinee's behavior in the scoring key
development phase protects against inference and thus guards construct
validity.

Keil's point is important because the term validity is confusing
and no longer useful (Fitzpatrick, 1983). Some test developers say the
scores themselves are the validity measure in contrast to Keil's belief
that validity results from the process of the instrument's development.
Indeed, the test scores must represent the hypothesized traits, but the
test's foundations are even more critical.

Many of the early validity studies focused on the  scores
themselves to ascertain concurrent, predictive, construct validity.
Using the Plant Manager's in-basket that was developed by the ETIS,
Meyer (1970) conducted a study with 81 General Electric unit managers
to examine internal validity issues. Scores on the test related signi-
ficantly to job performance ratings of managers, attesting to con-
current validity. Meyer showed that the test did not only measured
managerial experience, but it also provided a measure of managerial
ability or aptitude. Other internal validity issues for assessment
centers have been clearly established in numerous studies (Thornton &
Byham, 1982).

Frederiksen (1962) conducted several factor analytic studies of

the content and style of in-basket responses that demonstrated patterns
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of performance. For example, work performance variance fell into three
factors: preparing for action, amount of work, and seeking guidance.
Frederiksen, 1long attracted to the personality assessment potential of
the in-basket, also performed several construct validity studies
(1966). Relating in-basket performance to psychological test scores,
Frederiksen observed such personality and interest correlations as:
imaginative courses of action and high vocabulary; writing volume and
high active scores on the Thrustone Temperament Schedule; procrastina-
tion and low educational level; and others. He summarized his con-
struct valiaity studies: "It would therefore seem reasonable to consi-
der wusing scores on situational tests like the in-basket as dependent
variables in social-psychological experiments, or as provisional cri-
teria for validating tests which approach the problem of measuring per-
sonality less directly" (p. 87).

Predictive validity of the in-basket has been demonstrated in sev-
eral studies such as the AT&T study described in chapter two, and the
works of Lopez (1966) and Meyer (1970). Lopez (1966) described the
Sears & Roebuck study that utilized the in-basket to predict effective-
ness in an executive role. '"They found," wrote Lopez, '"that perfor-
mance on the in-basket test was a reasonably good predictor of execu-
tive, managerial, and decision-making performance”" (p. 103).

After more than 30 years of research and application, the in-
basket has earned unusually high marks in every validity area, particu-
larly face wvalidity (Meyer, 1970). Some in-basket designers go to
great length to produce letters and reports on colored letterhead, var-

ious sizes of paper and type size. The items are not copied.
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Consequently, realism is heightened (Crooks, 1968; Thornton & Byham,
1982) and the in-basket's validity for all of its purposes seems obvi-
ous and acceptable to participants.

For the Meret in-basket, two types of validity were established
and integrated--content and construct. Content validity, with its sub-
set of face validity, was built upon an actual merger situation, which
gave realism to the items and the entire political environment or do-
main of the simulation. Construct validity was built wupon several
theoretical principles. The first is a definition of political behav-
ior as: "Social influence attempts that are discretiomary (i. e., that
are outside the behavioral zones prescribed or prohibited by the formal
organization), and that are intended (designed) to promote or protect
the self-interests of individuals or groups (units). These self-
interests threaten the self-interests of others (individuals, units)"
(Porter, et al., 1981, p. 112). The second is the ?ody of power liter-
ature from various disciplines summarized in chapter two, and the third
is the typology of political behavior depicted in Figure 1. Validity
was tested through the three hypotheses of the instrument: (1) various
political behaviors can be presented by the in-basket respondents, (2)
these behaviors will range from ineffective to effective solutions to
organizational situations, and (3) the political behaviors expressed
will vary with the type of problem presented.

Reliability

Reliability, which is stability of measurement over time, has been

directly attributed to the training of the assessors (Gill, 1982) and

to the quality of the scoring key. The ETS origins of the in-basket
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have contributed greatly to the psychometric knowledge of scoring reli-
ability. Using the results of two scorers of the in-baskets and split
half scores which are correlations between odd and even test item
scores, Frederiksen (1957) attested to high degrees of reliability in
the scoring of in-baskets. This interrater reliability has been a
hallmark of in-basket simulations (MacKinnon, 1975). The continual
effort to design structured interviews and action plan reports has also
improved reliability.

No single research project on the in-basket has been comprehensive
enough to answer all the validity and reliability issues at once. As
Lopez summarized, "the procedure has been that each succeeding investi-
gator has stood on the shoulders of his predecessors to gain a longer
and wider view of the problem" (p. 86). To summarize, the major
studies and their researchers have been the following:

1. The Air Force - Norman Frederiksen

2. Management Progress Study - Douglas Bray

3. Bell System - Joel Moses

4. Bureau of Business — Norman Frederiksen

5. School Administration Study - John Hemphill

6. Harvard Business School - Lewis Ward

7. IBM - Walter McNamara and William Dodd

8. General Electric - Herbert Meyer

9. Port Authority - Felix M. Lopez

10. Sears & Roebuck - V. Jon Benz

Part two of this chapter explains the procedures or processes that

were followed in the Meret in-basket development.
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The Procedure and Design Facets of

the Meret In-Basket Development

The Dimensions

All in-basket instruments focus on particular dimensions of behav-
ior, sometimes called competencies, thus the Meret in-basket focuses on
a variety of political behaviors drawn from the literature. As first
constructed, the Meret in-basket had 11 behavioral dimensions. After
the first tryout, the dimension concerning use of deceit was merged
with the information dimension. The former was seen as an illegitimate
behavior and the researcher did not want to focus on a negative politi-
cal tactic. If use of deceit appeared in the responses of the exami-
nees, it could be noted in the information dimension. The final 10 di-
mensions are listed in an abbreviated format in Appendix X.

The body of power literature discussed in chapter two emphasizes
the importance of one's need for power, therefore, the first dimension
addresses this construct. Dimensions two through nine are derived
chiefly from Farrell and Peterson's (1982) typology of political behav-
jor (Figure 1). The merger simulation could have evoked behaviors such
as lawsuits and threats, but this was not likely so these dimensions
were not examined. The 10th dimension, the Sense of the Organization,
is a traditional in-basket consideration. It is often termed differ-
ently as extraorganizational sensitivity, sensitivity to social subtle-
ties, stakeholder sense, and appreciating existing organizational
values and customs. One of the expert judges for the'research project
who has extensive assessment center experience strongly recommended

this 10th dimension's inclusion though it does not clearly appear in
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the literature as a specific political competency (B. E. Griffiths,
personal communication, January 10, 1986). The 10 dimensions are as
follows:

i. Self-interest, Power: ambition and desire for influence,
wanting power (n power), the power motive, independence, dominance, and
superiority.

2. Coalition Building: alliances and coalition building with
other individuals and units, developing and maintaining a power base.
(Independent of the formal structure, coalitions are explicitly created
by their members for a specific purpose. Coalitions must act as a
group, e.g., jointly signing a memorandum.)

3. Neutralizing Opposition: neutralizing or destroying stake-
holders, e.g., firing, ignoring, reprisals, blocking, attacking or
blaming others. (Scapegoating and blaming are usually reactive. Pro-
active attacking is more personal and is usually geared toward reducing
competition with a rival.)

4. Gaining Support: gaining support from higher levels, aligning
with powerful others, clearing the investment with the immediate boss,
ingratiating oneself with one in authority, praising, establishing good
rapport, and touching bases.

5. Use of Information: using information as a political tool,
e.g., withholding, distorting, using information to overwhelm others,
outright lying or falsifying in some instances, using selective disclo-
sures or innuendoes, whistleblowing, and overwhelming the target with

data to obscure a piece of information.
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6. Using Resources: using material and physical resources,
accessing information, securing personnel assignments, equipment, or
space as political tools. Also, collecting data, garnering real or
symbolic resources to support one's position.

7. Exchanging Favors: exchanging favors, horse trading, devel-
oping quid pro quo deals, making payoffs in exchange for support, and
performing services or favors to create obligations.

8. Outside Activity: talking with a counterpart from another
organization or engaging in outside professional activity.

9. Bargaining, Compromising: bargaining, negotiating, compro-
mising, usually with regard to issues and policies.

10. Sense of the Organization: stakeholder sense/analysis, under-
standing organizational dynamics and the macroview, and knowing the
gatekeepers and power centers.

The Choice of the Situation

The Madison et al. (1980) study called attention to managers' per-
ceptions of political behavior in organizations. The most political
situation in the managers' opinion was reorganization changes, followed
by personnel changes. Other environmental pressures conducive to poli-
tical activity included budget allocation, dealing with outsiders,
policy changes, conflicts, status or ego involvement, and traumatic
change or pressure. This discussion in the literature served as the
job analysis typically performed in the first steps of an in-basket de-
sign. The environmental conditions and situations described in the

Madison et al. study were specifically political job elements. A
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merger situation was chosen because it could encompass many of the
political elements enumerated, including traumatic change or pressure.

A merger situation offers countless possibilities for testing
one's political propensities. The literature on mergers presents a
common picture of the human problems associated with any merger such as
resignations, positioning for higher assignments, sabotage by em-
ployees, decrease in morale, and general confusion (Boland, 1970;
Chiara, 1985; Ferguson & Doig, 1982; Marks, 1982; Shirley, 1977).

A merger of two publishing companies was selected for the Meret
simulation because of the apparently general and direct nature of that
business. Publishing would be fairly easy for the pilot groups to un-
derstand. It would not deter an electronics or health professional to
make decisions whereas an electronics professional might be totally
lost in a hospital setting and vice versa. Concurrently, to attract
the interests of electronics and health professionals and other subsets
of the pilot groups, the publishing companies of the simulation spec-
ialized in computers, medical and academic materials. Both publishing
companies, as described in the newspaper article (Appendix C), were
profitable~—~an attraction for the financial professionals. In summary,
there was simulation material to capture everyone's interest, yet the
publishing environment was broadly defined so as not to turn anyone
away.

A Synopsis of the Meret simulation, Instructions for the Participants,

and Administration Procedures

The in-basket items were developed from merger case studies

(Chiara, 1985; Ferguson & Doig, 1982; Marks, 1982; Shirley, 1977),
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the 10 dimensions and the various situations of the Madison et al.
(1980) study. The participants first are given some preliminary in-
structions. These instructions include background information, a Meret
organization chart, and a newspaper article on the merger of Meret and
Muse publishing companies, and instructions (Appendixes A, B, C). The
administrator reads aloud the brief background sheet, and then the
group has about 10 minutes to becqme familiar with the background of
the organization by reading the neﬁépaper article and organization
chart. The participants in the group are assigned the identity of
Chris Wallace, the Manager of Human Resources of Meret Publishing Com~
pany. Participants are given a table-tent name card with his or her
new identity and title on it. These first few minutes are critical as
they set the stage for the simulation.

To involve the participants as quickly and fully as possible, the
next element in the in-basket is a teleconferencing-type announcement
from a senior vice-president of Muse, the acquiring firm. A two minute
video presentation from the executive is played twice (Appendix D).
This announcement gives further directions for the simulation and re-
fers to materials that the participant would soon receive.

To summarize the simulation thus far, the participants are Chris
Wallace of Meret Publishing Company in Ramona, California. The very
profitable Muse International from St. Louis has purchased Meret, the
senior vice-president from St. Louis has asked three administrative
managers from Meret to choose one coordinator from among themselves to
reorganize the administration at Meret. The three managers also re-

ceive word from Muse that their boss has resigned because of the
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merger. Up to this point, the participants have clear instructions and
the necessary background information to complete the simulation.

The participants then receive an envelope addressed to Chris
Wallace (Appendix E) containing the following materials: a message
from M. Waller, the director of marketing; a sealed envelope from Bryan
Emerson, the Muse senior vice-president who was in the video telecon-
ference; a letter of resignation from their boss, Charles Goodwin; a
computer memo from Everett Carlson; and a sealed envelope with a note
from C. Burns, the secretary (Appendixes G, H, I, J, K, N, 0, P, Q).
Paper, pens, message forms, and a calendar are also in the envelope.
The final set of directions is placed on top of all the materials in-
side the envelope (Appendix F). The administrator reads these final
directions to the participants. From this point on, the participants
are given one hour to complete the in-basket.

Synopsis. The first item is a message from the marketing direc-—
tor, Waller, who is seeking advice from Wallace (Appendix G). The en-—
velope sent by Bryan Emerson, Muse's vice-president who appeared on the
video, contains a two—-page outline for Wallace to complete. On this
outline is a yellow post-it note stating: ''Chris--You are my #1 choice
for the position. Make your case well to justify my intuition! Bryan"
(Appendixes H, I).

A letter of resignation from Wallace's boss, Charles Goodwin, is
the third item and it contains valuable information for Wallace (Appen-—
dix J). Next, a computer printout memo from Everett Carlson indicates
that Wallace was examining an automated personnel system (Appendix K).

Carlson is a senior editor at Muse.

oty =
»
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The 1last item in the in-basket envelope is a sealed envelope con-
taining three, two-page performance reviews on J. D. Ulrich, Pat
Ramirez, and Chris Wallace. The performance reviews provide informa-
tion on Wallace's two peers with whom Wallace is in competition for the
coordinator's position. They also gave Wallace a picture of his or her
strengths (Appendixes N, O, P, Q). After the examinees read these mat—
erials, about |5 minutes into the in—-basket hour, a tape of two tele-
phone messages 1is played after the following verbal instructions are
read by the administrator: "You notice your answering machine is
blinking; you play your messages through twice."

The two messages are brief. One is from Bruce Farley, presently
the supervisor of general administration under Ramirez, and it mentions
a rumor about J. D. Ulrich taking Goodwin's place. The other message
is from Pat Ramirez, Muse's manager of the legal department. A female
voice mentions the new position and implies that Wallace owes favors to
Ramirez (See transcriptions, Appendixes L, M). Consequently, Wallace
is in direct competition with Ramirez and Ulrich, and as typical within
mergers, rumors are spreading already.

With 10 minutes remaining of the hour, participants are given
notice of the time so they can finish the exercise; most completed
within the hour.

Administration. All of the items, directions, and other materials

were pretested by six high-level managers for clarity and content val-
idity and then the instrument was administered to the first pilot group

on January 21, 1986. After the first pilot group completed its work, a
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few minor changes were made to the items and the administration. These
changes were as follows:

1. The direction, "Use the information at hand", was added to
the final instructions because several participants complained of not
having enough information to make their decisions. That is a frequent
complaint in simulationms.

2. The statement, "In-basket items as of late Friday afternoon,
March 14, 1986", was added to the front of the large in-basket envelope
(Appendix E). A few of the participants thought that this entire
package was from Emerson when in fact it was not.

3. Everett Carlson's name was added to the organization chart in
the senior editor's block. Although he was defined as a senior editor
in the computer area of the company, several participants were unsure
of who he was or how powerful he might be. They seemed to want the
security of having him on the chart. His memo reflected this change
(Appendix K).

4. In the Waller message, the name Cathy was substituted for
another female name. Cathy was on the organization chart and the other
name was not (Appendix G).

5. In the administration outline, Emerson's name was added to
the outside envelope and his rank was restated in the first sentence on
the outline (Appendixes H, I). Again, a few examinees were unclear as
to who Emerson was, though it was mentioned in the background informa-

tion (Appendix A).
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6. Finally, because a few were unclear why Chris Wallace re-
ceived the confidential performance reviews, this statement was added
to the sealed envelope with Chris's name on it:
"I came upon these in clearing C. Goodwin's desk and thought
you should place them in the confidential personnel files.
Thank you, C. Burns"
In all, there are seven items in the actual in-basket that require
a response or action. No changes were made in the administration of
the simulation (Appendix S).

The Interview and the Action Report Form

After completing the in-basket, each participant in both pilot
groups was interviewed and required to complete a form about the simu-
lation. Both of these data collection procedures were included in the
research experiment to enrich the understanding of political behavior
and to confirm the results of the simulation. The interview explored
why the respondents acted politically through these questions:

1. What did you think of the Meret situation?

2. What did you do for each item? (Go through each item, be
sure you understand what the participants did, make marginal notes when
necessary, probe for reasons decisions were made.)

3. How did you approach the in-basket? (Sort, sequence)

4. What was the most challenging item and why?

5. What experiendes and strengths did you bring to the situa-

6. How willing were you to make a decision based on the infor-

mation at hand?
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7. Do you think that you, as Chris, would have an impact on the
organization? (Appendix U).

The interviews for the two pilot groups were conducted by trained
assessors and monitored by the researcher. Out of 33 interviews, 26
were completed by pairs of assessors for reliability purposes. Because
of a variety of logistical problems, the remaining seven interviews
were conducted by individual assessors. The strongest, most senior in-
terviewers were assigned to conduct these seven interviews and the re-
searcher observed each one in turn. Most of the interviews lasted one-
half hour.

While interviewing the participants, the assessors recorded their
notes with a red pen directly on the in-basket items (samples in Appen-
dixes Y, 2Z). Other notes from the interview were recorded on the in-
terview sheet (Appendix U). The only change on the Meret Interview
Form from the first to the second pilot group was the moving of ques-
tion seven to the second place because of its importance.

The Action Report Form (Appendix V) was designed to address sev-
eral issues in the simulation and to serve as an open—-ended evaluation
on the simulation. The form required about 10 minutes to complete. No
changes were made on it between the pilot groups.

Tryout

The Meret in-basket was administered three times in order to meet
the quota of 30 participants. The in-basket was administered to the
first pilot group of I3 examinees on January 21, 1986. The second
pilot group of 20 examinees entailed two administrations of the in-

basket on February 24, 1986 and March 6, 1986.
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Judging and Scoring Key Development

The procedures for judging the Meret in-basket responses are inte-
gral to the scoring key development. The objective of running pilot
groups throughout in-basket construction is to gather sufficient re-
sponses from the participants to form a behaviorally anchored scoring
key. After the assessors interviewed the participants in the first
pilot group, the assessors immediately summarized the essence of each
participant's response to the seven items. These summaries were placed
on index cards and then categorized with the interview answers onto the
list of 10 dimensions. Afterwards, the index cards were presorted by
the researcher, item by item, on a range of effective political behav-
ior based on the definition in chapter one. This preliminary sorting
of the behaviors was examined separately by each of the three judges
and adjustments were made accordingly. The judges examined over 300
behaviors and evaluated their appropriateness to the Meret situation.
Each judge was also asked to rank the seven items in order of impor-
tance and to assign scoring weights to each item. The judges' assigned
weights allowed for a conversion of the raw scores to an adjusted
score. This adjusted score 1is important for it gave appropriate
weights to the items which varied in difficulty.

The scoring key was used by two assessors to mark the in-baskets
(Appendix W). Each assessor marked all 13 in-baskets of the first
pilot group for interrater reliability purposes.

After the assessment for the second pilot group of 20 was conclu-
ded, additional behaviors were added to the scoring key, and the judges

met as a group to finalize the scoring key, ranking, and weights. The
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judges reached consensus on the items in the scoring key, and then
turned their attention to the rankings and weights. Based on the
assumption that the rankings should be determined by how critical the
items were to Chris Wallace's self interests and how important the
items were for Wallace's political effectiveness now and in the future,
the following ranks and weights were established.

Weights assigned by judges

Item numbers and description to total 100 points
1. Waller Message 14 points
2, Administration Qutline 40 points
3. Letter of Resignation 15 points
4. Computer Memo 12 points
5. Farley Message 8 points
6. Ramirez Message 5 points
7. Per formance Reviews 6 points

Two different assessors marked the second pilot group's in-
baskets, and the final score totals were calculated. Statistical tests
for interrater reliability were also calculated and are discussed in
chapter four.

Assessor Training

Fifteen student volunteers from local universities were trained as
assessors for the Meret simulation. (See the assessor training manual
in Appendix AA and the explanatory correspondence in Appendix BB.)
After receiving more than three hours of instruction, including inter-
viewing practice with video feedback, the assessors received several

sheets of instructions and feedback notes from the researcher during
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their training (Appendixes CC, DD). The researcher continuously ob-
served the assessors as they interviewed and recorded the data, and she
answered questions throughout the interview and data transcribing
period. The assessors became familiar with the Meret in-basket, the
dimensions, and the definition of political behavior. They verified
each other’s notes, dimensions, and index cards on each respondent.

The in-basket scorers were trained additionally in how to use the
scoring key (Appendix EE). The researcher evaluated the scorers'
training after they scored the responses of the first 13 participants.
Two new scorers were assigned to mark the 20 in-basket responses of the
second pilot group. Changes were made in the scorers' training prior
to the marking of the second pilot group's responses to increase inter-
rater reliability. These changes included checking three scores of
theirs against the researcher's scores on particular in-baskets before
going on to mark all the in-baskets. This procedure allowed for dis-
cussion of differences. Emphasis was placed on the three ranges of
effective political behavior and their descriptions instead of literal
adherence to a particular behavior (Appendix FF). These two additional
training components increased the interrater reliability scores by
almost 10 points.

The assessors evaluated the entire process as the experiment con-
tinued. Several of their suggestions contributed to the thoroughness
of the data collection, for example, placing the item exploration ques-

tion at the beginning of the interview.
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Feedback of Results to Participants

In volunteering for this research project, the participants were
assured of receiving detailed, individualized feedback on their re-
sponses to the Meret simulation. They received a letter summarizing
the purpose of the research, their score, comments by the researcher,
and the dimension sheets (Appendix GG). The dimension sheets included
the assessors' synthesis of the individual's responses with specific
behavioral examples (Appendix HH). The participants also received a
sample page from the answer key to illustrate how the scoring was de-~
rived (Appendix II). Finally, the researcher invited all participants
to an open discussion session on the results of the entire simulation.
This session, attended by six participants, lasted 1% hours and
followed the outline in Appendix JJ.

Pilot Groups and Panel of Judges

Political behavior is prevalent in every type of organization,
therefore a wide variety of organizations is represented in the pilot
groups. Responding to a letter received (Appendix KK) from the re-
searcher, 20 professional contacts asked two or three participants of
management level from their organizations to participate in the re-
search project. In a packet of materials for the future participants,
the research described a decision-making study. The materials also in-
cludéd a confidentiality statement, a consent form, a return envelope,
and dates for the assessment (Appendixes LL, MM).

For the first assessment date, participaﬂts returned 17 consent
forms. Then, acknowledgement letters (Appendix NN), maps and phone

calls reminded each person of the designated assessment time and a new
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location. In the first pilot group, 3 attended and completed the
exercise. Addressing confidentiality concerns, each participant re-
ceived a number for all identification, and the assessors called
everyone Chris or the number assigned to the person.

To reach the targeted 30 participants, the second pilot group re-
quired 17 participants. Out of the 20 new participants registered for
the February 24, 1986 session, 9 did not attend, and 2 managers arrived
for the simulation as last minute substitutes, which resulted in a
total of 13 individuals. Still short 4 people for the goal of 30, a
third session of 7 participants completed the effort.

In summary, because of participant absences for the second pilot
group, the in-basket was administered to another group to complete the
target number of 30. Before this make-up group of 7 could be combined
with the second pilot group of 13, further statistical analysis of the
groups was required. A student t-Test for independent samples was cal-
culated at the .05 alpha level for the scores of both groups. This
level would ensure that the null hypothesis of = 2 for the two
groups would not be falsely accepted. The p .71 calculated verified
the hypotheses that the groups were similar, that no statistical dif-
ference between the sample groups existed, and that the groups could be
combined. Consequently, the group of 13 and the group of 7 were com-
bined and called the second pilot group.

The pilot group participants held such titles as director of
finance, deputy city director, administrator, director of special pro-
jects, quality control manager, and program engineer. There were five

participants from the health field, five from sales and marketing, five
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from finance, four from the active military, six from manufacturing,
and eight from the public sector. There were 12 female and 21 male
participants.

The judges represented the sample groups in various ways. One
judge was a college dean, highly active in the politics of education.
The second was a senior executive in a large aerospace firm. The third
was the president of a successful consulting firm whose clients inclu-
ded all the subsets of the sample group: manufacturing, health,
finance, sales, and the public sector. The judges were selected be-
cause of their position, experience, and familiarity with organiza-
tional politics; they were not personal or professional associates.
They each received an hour's orientation from the researcher on the
Meret simulation and research guidelines (Appendix 00). They met with
the researcher individually to review the scoring key for the first
time after the initial pilot group, and all three met with the re-
searcher to reach a final consensus on the key and the item rankings

when the second pilot group had completed its in-baskets.
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CHAPTER FOUR
Results of the Experiment
Introduction
The results of the in-basket instrument development and validation
lie chiefly in the scoring key, the scores themselves, and the politi-
cal dimension analysis materials. Within this information lies the
verification of the instrument's three major hypotheses: (1) wvarious
political behaviors can be presented by the in-basket respondents; (2)
these behaviors will range from ineffective to effective solutions to
organizational situations; and (3) the political behaviors expressed
will vary with the type of problem presented. These hypotheses are
discussed in this chapter. The Meret Interview Form and Action Report
data are summarized and compared with the in-basket results for data
triangulation. Although not triangulation in the strictest sense,
where three different measures of identical content are used, this com-
parison of three kinds of data about one event supports data accuracy
and content wvalidity. Finally, this chapter includes some discussion
on the reliability issues of assessor training, panel and rater judg-
ments, and test administration.

Hypothesis 1: Various Political Behaviors Can Be Presented

by the In-Basket Respondents

The in-basket item responses and interview answers for each parti-
cipant were synthesized onto the dimension sheets (Appendix X), immedi-
ately after the simulation and interviews so that all the participants'
behaviors and reflections could be captured accurately. Hypothesis 1

86
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was upheld because of the strong evidence of varying political behav~
iors as recorded on the dimension sheets (Appendix HH). A content
analysis of the participants' dimension sheets presented a range for
each political behavior depending on the particular dimension examined.
For example, from examining Neutralizing Opposition the following five

categories of behavior emerged:

a ignored b avoided c used infor- d demoted e wanted to
competi- competi- mation about rivals fire or
tion tion, but the competi- fired
altogether acknowledged tion, rivalry someone

¢ it

All 10 political dimensions of behavior demonstrated by the re-
spondents afforded similar ranges of behaviors. The most used tactics
were Use of Information as a political tool, Coalition Building, and
Sense of Organization. Moderately displayed behaviors included Use of
Resources, Neutralizing Opposition, Self-interest/Power and Exchanging
Favors, and Bargaining/Compromising. The behavior used least was Out-
side Activity. Each dimension, its particular range, and the number of
responses are listed in Appendix PP in the order just described. From
these ranges one can see that within a particular dimension there are
levels of intensity as a participant exercises the behavior. In fact,
one may argue that the nondemonstration of a particular tactic may be
deliberately political. If that were true, the nonbehavior would prob-
ably show up in some other form, such as withholding information.

Hypothesis 2: The Behaviors Will Range from Ineffective to

Effective Solutions to Organizational Situations

The assessors summarized each individual's response to the seven

in-basket items onto 3x5 index cards immediately after the interview
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(Appendix CC). These explicit behavioral responses of the participants
eventually comprised the scoring key. The researcher sorted approxi-
mately 40 index cards for each item along a range of effective politi-
cal behavior and then the judges approved or adjusted the researcher's
sorting. In some cases, the judges believed a particular behavior was
quite sophisticated, and théy moved it into the high range. In other
cases, the judges agreed that a particular behavior was unwise, so they
moved it to a low or moderate place on the continuum. This sorting and
judging occurred after each pilot group and produced the final scoring
key (Appendix W).

As shown in Appendix W, the respondents demonstrated a wide range
of behaviors. Usually, the low or ineffective behaviors consisted of
inactivity, avoidance of competition, or indecisiveness. The moderate
range contained behaviors that affected some solution to the problem,
clarified communications, or recognized political behaviors in others.
The high level of effectiveness presented clear, decisive examples of
political behavior and acceptable solutions to the items according to

the panel of judges.

Insert Table 1 about here

In addition to the rich examples of political behavior in the high
range of the scoring key, the final effectiveness scores for the 33
participants demonstrate this hypothesis (Table 1). The adjusted
scores range from 21 to 89 out of a possible 20 to 100 range. The 33

scores discriminate over 15 levels of low effectiveness, 17 levels of
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Table 1

Scores of 33 Respondents on Effectiveness Range from Low to High

89

Low Moderate High
(20-46) (47-73) (74-100)
2] 47 89
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 total 17 total 1 total

Note. Minimum Score = 20, Maximum = 100, Median = 47.
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moderate, and | of high effectiveness based on the weights assigned to
each item by the judges. The scoring key provides many examples of
highly effective behaviors for the in-basket but, because the items

were weighted, only one participant emerged with a high total score.

Insert Table 2 about here

Table 2 illustrates several frequency statistics. The first
column lists the adjusted scores for each of the 33 participants. This
score is based on the raw scores for each item, and it is calculated so
that a perfect score equals 100 points. Column one shows the adjusted
scores from the lowest to the highest.

The second column shows the actual count each score received. As
the column illustrates, each participant received a different score,
except for the score of 37 (calculated as a mode of 36.8), which was
obtained twice.

The last three columns show the percentages of relative, adjusted
and cumulative frequencies for each score. The columns Relative and
Adjusted Frequency are identical because of the single score frequen-
cies and small sample size. The Cumulative Frequency column displays
percentages and is useful for further analysis of the scores. The mean
of the 33 scores is 47.44 and 507 of the participants scored 47.40 or
less, the median score.

One score, 89, is 20 points higher than the next best score (69)
and as such is an outlier. "An outlier is a research subject whose

scores differ remarkably from the general pattern established by the

Al
{
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Table 2

Frequency and Distribution of 33 Cases

Adjusted Absolute Relative Adjusted Cumulative
Score Frequency Frequency (%) Frequency (%) Frequency (%)
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 1 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 27.3
37 2 6.1 6.1 33.3
38 1 3.0 3.0 36.4
42 1 3.0 3.0 39.4
43 | 3.0 3.0 42.4
45 1 3.0 3.0 45.5
47 1 3.0 3.0 48.5
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

Table continues

I
3
a
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Table 2

Frequency and Distribution of 33 Cases (Continued)

92

Adjusted Absolute Relative Adjusted

Score

Frequency Frequency (%) Frequency (7)

Cumulative

Frequency (%)

53
53.
54
55
56
58
59
61
63
64
65
69

89

TOTAL

1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
1 3.0 3.0
I 3.0 3.0
33 100.0 100.0

63.

6

66.7

69.

72.

75.

78.

81.

84.

87.

90.

93.

97.

100.

7

Note.

e
o
E
L e

Mean = 47.44, Median = 47.40, Mode = 36.8.
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other subjects in the sample,'" wrote Borg and Gall (1983, p. 391). 1In
this research, the outlier was included in all the data analysis.
Examination of this subject's materials and interview notes actually
demonstrated that the in-basket could challenge someone sufficiently.
This individual stated his political frame of analysis quite clearly in
the interview: "I wanted to know more about internal polities, per-
sonalities, sensitive areas, and the politics of the situation.”" The
strongly demonstrated political skills of this individual are examined
in chapter five.

In summary, hypothesis 2 is supported by the varieties of politi-
cal behavior 1listed in the scoring key (Appendix W) and in the final
adjusted scores of the participants. These scores chiefly extend from
the low range to the moderate range of effectiveness, but the instru-
ment picked up one high scoring participant. Out of a possible 33
scores, the instrument discriminated over 30 different scores of effec-
tiveness in political behavior.

Hypothesis 3: The Political Behaviors Expressed Will Vary

with the Type of Problem Presented

Hypothesis 3 was examined using the matrix in Appendix QQ. Here
the intent was to examine the participants' responses to each item to
see if a particular political behavior was consistently demonstrated in
that instance. For the majority of the items, any one or more of the
dimensions could have been demonstrated.

The 1list of considerations for each item that are enumerated at
the top of each page in the scoring key (Appendix X) presents the type

of problem offered to the participants. For example, the Waller
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Message 1is a policy formulation request from a senior person in Muse.
In contrast, the Farley Message is a rumor from someone of a lower
position in the organizatioﬁ. The Administration Outline is a
planning-type problem and the Letter of Resignation, a personnel and
organizational change issue. The Computer Memo reflects the problem of
new technology. The Ramirez Message is a relationship problem.
Lastly, the Performance Reviews could be viewed as an ethical dilemma
regarding use of confidential information.

To test the third hypothesis, each participant's response to each
item was examined one item at a time to see if a response pattern
emerged among the pilot groups for that one item or problem. In the
Waller Message (Appendix G), for example, an alliance with Waller was
sought by 11 respondents as illustrated in Figure 2. They viewed
Waller as a resource or an opportunity. Other strong patterns were

evident and are summarized next.

Insert Figure 2 about here

The Administration Outline (Appendix I) evoked various behaviors
because of its complexity. The Outline was first introduced by Bryan
Emerson in his video instructions, and it required utilization of all
the information contained in the in-basket materials. On Emerson's re-
quest, Chris Wallace was to submit a reorganization plan that also
called for Wallace's self-nomination. Four political dimensions were
exhibited above all others: Self-interest/Power, Gaining Support,

Using Resources; and Sense of Organization. The other six dimensions
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Waller Message
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Figure 2. Waller Message: Political Behaviors Exhibited
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were displayed to a lesser degree. In all, 106 political behaviors

were demonstrated by the respondents, including repeated behaviors.

Insert Figure 3 about here

The Letter of Resignation (Appendix J) appeared to most partici-
pants as a source of valuable information which they did or did not
utilize. One half of the participants relied heavily on the informa-
tion in the letter to plan the Administration Outline. On one hand,
several participants aligned the Meret financial department with the
parent company, Muse, as suggested in Goodwin's letter. On the other
hand, information about the infusion of capital and building monies
from Muse was overlooked by everyone. This information could have
fueled the Use of Resources dimension. Three participants actively

sought support from Goodwin, the man who resigned at Meret.

Insert Figure 4 about here

A moderate level of Coalition Building was the principal response
to the Computer Memo (Appendix K) as shown in Figure 5. Nine partici-—
pants set up a meeting with Carlson to examine the computer program and

to work out its implementation.

Insert Figure 5 about here

No dominant pattern emerged from the Farley Message (Appendix L).

One half of the group ignored the message or briefly acknowledged it.

TR
3
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Letter of Resignatibn
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Figure 4. Letter of Resignation: Political Behaviors Exhibited
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A few demonstrated either annoyance with Farley or very direct politi-
cal behavior such as promotion of Farley, direct confrontation, or

recognition of him as a good source of information.

Insert Figure 6 about here

The Ramirez Message (Appendix M) gave the participants the oppor-
tunity to deal with competition and political behavior on the part of
someone else. Here a moderate Coalition Building pattern emerged but

chiefly as an effort to avoid competition and smooth the relationship.

Insert Figure 7 about here

The majority of participants used the information in the Perfor-
mance Reviews (Appendixes O, P, Q) to strengthen their position as
Chris Wallace in the company. This information was used by 24 respon-
dents to make decisions and to take action against Ramirez. In sum-
mary, the data in Figures 2 through 8 illustrate the patterns of poli-
tical behavior as demonstrated by the participants and support the

third hypothesis.

Insert Figure 8 about here

A summary of the exhibited behaviors illustrated in Figures 9 and

10 also supports hypothesis three.

Insert Figures 9 and 10 about here
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Ramirez Message
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Performance Review
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Figure 8. Performance Reviews: Political Behaviors Exhibited
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Frequency of Behaviors over all Items |
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Figure 9. Frequency of Behaviors Over All Items
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Totals of Political Activities for Items
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Figure 9 represents the totality of political behaviors exhibited
across all items. Use of Information was the highest with 53 examples
followed by Coalition Building with 40. Sense of Organization was ex-
hibited 25 times, and the Self-Interest/Power dimension was used 20
times. The lowest behavior was Qutside Activity which, in the Meret
situation, would have been registered by a specific contact with Muse.
In comparison with Appendix PP, which shows ranges of each dimension
based on individual summaries, Figure 9 represents a count of actual
examples. Such a comparison indicates that two dimensions were ex-
hibited more than once by a participant--Use of Information and Coali-
tion Building. Lastly, Figures 9 and 10 illustrate that the Adminis-
tration Outline evoked not only the most political behaviors of all the
in-basket items but also every kind of political behavior in question.

Figure 10 shows the tallies of political behaviors exhibited for
each item. The Administration Outline evoked 106 political behaviors;
the Performance Reviews and Letter of Resignation evoked 26 and 24 re-
sponses, respectively. This order of activity directly correlates with
the participants ranking of criticalness of items which is discussed
next in the interview summaries.

The data in Figures 2 through 10 clearly illustrate that there is
some order to the tactics exhibited by the respondents and support the
third hypothesis. For the Waller Message, Computer Memo and Ramirez
Message, Coalition Building is the dominant choice because stakeholders
are recognized. Use of Information is appropriate to the Letter of
Resignation and Performance Review problems. Lastly, it is not sur-

prising that the major item, the Administration Outline, evoked all 10
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dimensions of political behavior because of its complexity and impor-
tance.

Interview Summaries

The half hour interviews which followed after the simulation cen-
tered chiefly on the items of the in-basket. The assessors went
through each in-basket item and asked each respondent why they did what
they did. About 10 minutes were spent on the remaining questions in
Appendix U, while the participants' responses were simultaneously
transcribed onto the Meret Interview Form by the assessors. Usually
one assessor took notes while the other presented the questions. These
forms were examined question by question to see what patterns emerged.
A summary of these answers follows.

What Did You Think of the Meret Situation?

Answers to this question varied. Several saw the situation as
full of opportunity and typical of mergers. Seven participants wanted
more information and five found it stressful. A few discussed their
concern for more organizational structure.

How Did You Approach the In-Basket? (Sort, sequence)

Most participants first sorted the items and then quickly dis-
pensed with the easy ones so that time could be devoted to the outline
requested by Emerson.

What Was the Most Challenging Item and Why?

Most participants stated that the Administration Outline was the
most challenging, in particular the restructuring of the staff. Rea-

sons why the Administration Qutline was most challenging varied from
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one's having to use all the information at hand to its having an impact

on Chris Wallace's career.

What Experiences and Strengths Did You Bring to the Situation?

Again, various responses were presented by the 33 respondents.
Five minor themes emerged: my ability to work with and communicate
with others; changes in my own businesses; my ability to look at the
overall situation; my political experience and my exposure to immediate
needs. Four respondents said that they had never had a reorganization
experience.

How Willing Were You to Make a Decision Based on the Information at

More than one half of the respondents thought it was easy to make
decisions, especially when Emerson called for certain decisions. A few
respondents were hesitant or found the decision-making difficult.

Do You Think You, as Chris, Would Have an Impact on the Organization?

There was almost unanimous agreement that Chris would have an im-
pact on Meret for two reasons: first, the participants as Chris saw
themselves as strong communicators who knew the organization as a whole
and, second Chris was a resource person of high visibility.

The Action Report Form

The Action Report Form (Appendix W) gave the participants an
opportunity to respond independently of the interviewers upon comple-
tion of the in-basket. About 10 minutes were required to complete the

form.

-
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What Three Words Would You Use to Describe the Situation at Meret?

Three themes emerged from the words used to describe the Meret
situation in this open-ended question. Out of 99 possible words from
the 33 respondents, one-third of the words were negative, such as un-
settling, uneasy, uncertain, tense, anxious, dangerous, or confusing.
Another third of the words fell into categories like challenge, oppor-
tunity, and future growth. The remaining third of the adjectives used
by the participants described the situation with words such as change,
growth, adjustment and transition. These last two categories of words
were used by those who scored significantly higher on the simulation.
Most of those who scored above the median of 47 used the more positive
words 1like challenge and growth. A few blamed Meret for its poor or-
ganization and only twice was the adjective political used.

Which Three Items Requiring Attention from Chris Wallace are the Most

Critical in This Situation?

Question two required a ranking of the criticalmess of the items.
Emerson's Administration Qutline was almost unanimously ranked as the
most critical. Other high priorities were the Performance Reviews, the
Letter of Resignation, and the Waller message. Table 3 shows the rank-
ings of the items by the participants. Items 7 and 3 were extremely
close in ranking, almost tied for second place. Item 1 was next so it

is included in the Table.

Insert Table 3 about here
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Table 3

Participants' Ranks for the In-Basket Items

In-basket items Rank?

b
I. Waller Message 4
2. Administration Outline 1
3. Letter of Resignation 3

4. Computer Memo
5. Farley Message
6. Ramirez Message

7. Per formance Reviews 2

aRanking was based on the question posed in the Action Report Form:

"Which three items requiring attention from Chris Wallace are the most

b

critical in this situation?" “The Waller Message is one point lower

in the composite rankings, so it is included.

-~
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After the first pilot group, when the judges familiarized them-—
selves with the items and the scoring key, they assigned ranks to the
seven in-basket items as shown in Table 4. The judges ranked the items
independently. As Table 4 illustrates, all three judges ranked the Ad-
ministration Outline as the most critical item. This first effort
towards a consensus clearly shows disagreement among the judges on the
ranks of the next six items. It was not until the judges discussed the

items that they reached a consensus.

Insert Table 4 about here

In addition to initial rankings, the judges weighted each item so
that the most important items would receive a greater number of points.
Although this ranking and weighting was a preliminary one as shown 1in
Tables 4 and 5, it prepared the judges for the consensus discussion

which was held after the second pilot group.

Insert Table 5 about here

The judges met after the second pilot group to discuss the scoring
key and to rank and weight the items. They exchanged opinions and
formulated the statement on criticalness which they then used to rank
the items: '"Which items are most critical to Chris Wallace's self-
interest and how important are the items for Wallace's political effec-
tiveness now and in the future?" This question diverged from the ques-
tion asked the participants: '"Which three items requiring attention

from Chris Wallace are the most critical in this situation?" The

el
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Judges' Ranks for the In-Basket Items after the First Pilot Group
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Rank?for Rank for Rank for

In-basket items Judge #1 Judge #2 Judge #3
I. Waller Message 4 3 3
2. Administration Outline 1 1 ]
3. Letter of Resignation 6 2 4
4. Computer Memo 2 4 5
5. Farley Message 5 5 7
6. Ramirez Message 3 6 6
7. Per formance Reviews 7 7 2

aRanking was based in the criticality of the item.

o
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Judges' Weights for the In-Basket Items after the First Pilot Group
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Weightaof Weight of Weight of
In-basket items Judge #1 Judge #2 Judge #3
1. Waller Message 15 15 15
2. Administration Qutline 24 40 30
3. Letter of Resignation 8 20 10
4. Computer Memo 20 10 10
5. Farley Message 10 5 5
6. Ramirez Message 18 5 10
7. Performance Reviews 5 5 20
= 100 = 100 = 100

aJudges were asked to distribute 100 points among the 7 items based on

their rankings and the criticalness of the items.

-
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-differences in these two questions may explain the discrepancy between

the participants rankings and the judges, as delineated in Table 6.

Insert Table 6 about here

The judges did not address the criticalness of the Performance Re-
views for the immediate situation as the participants did. Rather, as
they discussed the situation, they included a future consideration in
their question. In fact, the question upon which they based their
rankings was their own. They did not refer to the question posed to
the participants.

For many participants, and this is the second reason for the dis-—
crepancy, the information in the Performance Reviews was very helpful.
In contrast, the judges evaluated the process of reviews and believed
that performance reviews are generally irrelevant to one's political
effectiveness. In summary, the judges looked at the Performance Re-
views as routines and the respondents relied heavily on the content of
the reviews. Even the judge who originally placed the Reviews in the
second place (Table 4; Judge #3) referred to the importance of the Per-
formance Review in military settings, rather than the importance of the
information in the Meret reviews.

Despite this discrepancy, little scoring impact resulted. Very
few of the participants scored high on the Performance Reviews and
therefore, they were not shorted potential points in the adjusted

scores.
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Table 6

Judges' Consensus of Ranks and Weights for the In-Basket Items and

Ranks of the Pilot Groups

Item Judges' Judges' Pilot Groups'

Item # Description Rank? Weights Rankb’c

2 Administration Outline 1 40 1

3 Letter of Resignation 2 15 3

1 Waller Message 3 14 4

4 Computer Memo 4 12

5 Farley Message 5 8

7 Performance Reviews 6 6 2

6 Ramirez Message 7 5
aRanking was based on the question: 'Which items are most critical to

Chris Wallace's self-interest and how important are the items for

Wallace's political effectiveness now and in the future?" bN = 33.

cComposite scores for question number two on the Action Report Form:

"Which three items requiring attention from Chris Wallace are the most

critical in this situation?"

G
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Which Decision or Action of Yours as Chris Wallace was the Most Out-

standing? In Other Words, About Which Decision Are You Most Confi-

Question three sought information on the quality of the partici-
pants' decisions and their levels of confidence in decision-making.
The majority believed that their response to the Administration Qutline
was their best decision, and they recommended themselves for the posi-

tion.

About Which Decision Are You the Least Confident? Why?

The least confident decisions were either directly related to lack
of information in the restructuring process or to relationship issues
with Farley and Ramirez.

Did Your Professional Background/Experiences Help You in Any Way with

the Meret Situation?

Twenty~two participants referred to previous experiences that had
helped them in the Meret situation, such as mergers, restructuring, and
handling uncomfortable situations.

Open Comments in the Meret Simulation Exercise

The final question provided an open comment section on the simula-
tion. Responses ranged widely with no theme emerging. A few wanted
more time and more information. Others described the in-basket as fun,
interesting or challenging. One said that it seemed loaded with Machi-
avellian intrigue.

The scoring key, dimension sheets, Meret Interview Form data and
Action Report Form complement one another. In some questions, such as

questions one and five on the Interview and the Action Report Forms
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(Appendixes U, V), the participants gave very similar answers. All the
data confirmed the importance of the Administration OQutline. These
data triangulations will be discussed further in chapter five.
Reliability

Assessor training is one of the most important aspects of assess-
ment centers and in-basket simulations. The thoroughness of the train-
ing ultimately contributes to the scoring key development, to the scor-
ing of the in-baskets, the quality of the feedback provided the parti-
cipant, and to the significance level of the reliability statistics.
These factors interrelate and substantiate the initial reliability es-
timates for the Meret in-basket.

The assessors received 3 hours of training as outlined in the
manual (Appendix AA) and further training before and after the first
pilot group. The most important aspects of this training emphasized
the dimensions, the items of the in-basket themselves, and the impor-
tance of interview skills. The assessors actually practiced on inter-
viewing each other and received constant feedback from the researcher
and the other assessors. Using a video camera was very effective for
this practice time because of the quality of feedback it affords. The
teams of interviewers were paired up carefully by the researcher to
balance their ages and experience.

The first sample group was actually the major practice run for the
assessors. Assessors were given additional notes, sample in-basket
items, and suggestions before the simulation (Appendix RR). During the
first pilot test of the instrument, the researcher observed the asses-

sors continuously and commented afterwards on their particular
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strengths. The assessors were enthusiastic about the interviews they
were intrigued by the differences among the participants. The re-
searcher checked each assessor's written index cards, dimension sheets,
and other materials for accuracy and adherence to the dimensions.
After the first sample group, examples of good index card summaries and
dimension sheets were sent to the assessors with an accompanying letter
of encouragement (Appendix CC). The assessors needed only minor inter-
view adjustments. Their questions to the researcher were centered
chiefly on the dimensions.

The two assessors from this group who volunteered to mark the 13
in-baskets of the first sample group received additional training
(Appendix EE). They were given an explanation of the scoring key, its
use, and the ranges of effective political behavior. A scoring sheet
was provided for each participant (Appendix SS). Both raters worked
slowly at first, becoming familiar with the key but in the end, each
finished in 3 hours averaging 15 minutes on each in-basket.

The panel of judges approved the first draft of the scoring key
(Appendix W) which the scorers used to mark the first pilot group's re-
sults. Not until the judges reached a consensus on all the item ranks
and weights was a scoring conversion calculated. The weighting task
presented the judges with a different task. For numerical simplicity,
a total weight of 100 was assigned by the researcher for all seven
items. The judges reached a consensus on the distribution of the 100
points so that a scoring conversicn could be tabulated. Table 5 pre-
sents the scoring conversion equation. The maximum raw score for each

item is five (see Appendix W to understand how the scores are assigned

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



——

E;’ .

119
to specific behaviors) and the adjustment factor was calculated by
dividing five into the weight assigned by the judges, giving the
adjustment factor. The adjusted scores are calculated by multiplying

the raw score by the adjustment factor.

Insert Table 7 about here

Once the raw scores of the first pilot group were converted using
the judges' formula, the interrater reliability for the first pilot
group was computed using the Pearson correlation for each item and then
averaging the seven scores. Table 8 displays the item-by-item correla-
tion for each rater and the level of significance for each item. Three
weak items emerged from this analysis: the Administration Outline, the
Farley message, and the Ramirez message. Consequently, these three
items were carefully analyzed and appropriate adjustments were made in
assessor training and in the scoring key before the second pilot group

was evaluated.

Insert Table 8 about here

Following are the item scoring problems and the changes for the

second pilot group.
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Table 7

Scoring Conversion from the Raw Score to the Adjusted Score

Item Maximum Adjustment Adjusted
Item # Description Raw Score? Factorb Score®
2 Administration Outline 5 8 40
3 Letter of Resignation 5 3 15
1 Waller Message 5 2.8 14
4 Computer Message 5 2.4 12
5 Farley Message 5 1.6 8
7 Performance Reviews 5 1.2 6
6 Ramirez Message 5 1 5

Note. The adjusted score total equals 100 points, the highest score a

person can obtain for effective political behavior in the in-basket.

®Maximum Raw Score is the highest score any participant can obtain on
the range of political behavior as described in the Scoring Key
(Appendix W). bThe Adjustment Factor is the number needed to calcu-
late the weight assigned by the judges for each item. “The Adjusted

Score 1is the highest possible score that a participant can obtain

derived from the Raw Score times the Adjustment Factor.

el
z

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



Table 8

Interrater Reliability Scores of First Pilot Group,

Means, Standard Deviations, Pearson "r"

121

Coefficients Between Two

Scorers' Independent Ratings of the Seven In-Basket Items (Raw Scores)

In-basket items Mean X* Mean Y° SD X% SD Y° Pearson "r"
I. Waller Message 2.7692 2.0769 1.3009 .9541 . 754 1¥%
2. Administration

Outline 3.6154 2.6923 1.0439 1.1821 .5714
3. Letter of

Resignation 2,2308 2.0769 1.5359 1.4979 .8972%%
4. Computer Memo 2.3846 2.4615 1.5021 1.5064 .7989%*
5. Farley Message 2.0769 2.4615 1.0377 1.1266 .3948
6. Ramirez Message 2.7692 2.0769 1.6408 1.4979 .6860*
7. Per formance

Reviews 2.6154 2.3846 1.6093 1.4456 .8570%%
Note. n = 13, Mean .71

a = Rater A. b = Rater B

%% Significant at .001 level.

——

* Significant at .005 level

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



122

Scoring problems in Changes made to scoring
first sample group key and rater training

a. A few participants' re- a. The raters used the index

sponses to the Farley and card item summaries for these
Ramirez messages were not items. (See Appendix TT for
recorded anywhere on the revised Meret Interview
paper because they were Form.)

taped audio messages;
therefore, raters assumed
these items were ignored
and gave 1's to the par-
ticipants.

b. The Administration Out- b. A NOTE was added to the

line elicited a wide var- scoring key: "This item is
iety of behaviors. In critical. For a 5 score,
some instances, raters several behaviors in the High
centered on only one or Column must be demonstrated,
two behaiors on the scor- as well as behaviors in the
ing key and failed to see Moderate column. Also, if a
the item as a cumulative participant fires Pat Ramirez
whole. immediately, although that

might seem to be a power
stance to reduce an adver-
sary, the judges felt that
this act would be politi-
cally unwise in the Meret

situation."

e
¥
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The raters had no clear
model of an accurate
score against which to

measure their proficiency

as a rater.

Raters sometimes looked
more for literal behav-
ioral examples rather the
three ranges of effec-
tiveness.

One participant seemed
difficult to assess and
the raters varied on all
of his items. Either the
the assessors were weak
in this particular in-
stance or the individual
presented ambiguous be-

haviors.

123
The researcher marked 3 in-
baskets and withheld these
these scores. When the
raters marked these 3 in-
baskets, their scores were
checked against the research-
er's and the differences were
discussed so that the re-
searcher could correct any
faulty decision making
(Appendix UU).
Raters were reminded to refer
to the descriptions (ranges
of effective political behav-
ior) for their ranking deci-
sions.
In such an instance, this set
of scores would be evaluated

by the administrator of the

simulation.
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When the second pilot group completed their in-baskets and the
judges finalized the scoring key (amplified with a variety of new be-
havioral examples), an additional note was added to the scoring key
page for the Administration Qutline: "If a participant fires Pat
Ramirez immediately, which might seem to be a power stance to reduce an
adversary, the judges felt that this would be politically unwise in the
Meret situation."

These changes to the scoring key and the revised training of the
two new volunteer raters increased the interrater reliability coeffi-
cient for the second pilot group by seven points, from a .71 to a .78
Pearson correlation. Table 9 displays the coefficient for each item
and the level of significance at .001 for each item in the in-basket.
Further additions and improvements to the scoring and assessor training

will be recommended in the final chapter.

Insert Table 9 about here

Test administration is an important reliability consideration be-
cause of the need to stabilize the instrument over repeated administra-
tions. The directions to administer the test were identical for both
sample groups and no changes had to be made in them (Appendix S).

This chapter reported the results of the in-basket study through
the various products of the research. Content and construct validity
were established throughout the entire process of the instrument design
and testing, but both became strikingly clear as the three hypotheses

were verified. Initial reliability figures were tabulated and are
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Table 9

Interrater Reliabilty Scores of Second Pilot Group

Means, Standard Deviations, Pearson "r" Coefficients Between Two

Scorers' Independent Ratings of the Seven In-Basket Items (Raw Scores)

In-basket items Mean X® Mean Yb sp x? SD Yb Pearson "r"
1. Waller Message 2.15 1.75 1.3089 1.1642 .8204%
2. Administration

OQutline 2.95 2.45 1.3563 1.0501 .7927%
3. Letter of

Resignation 1.55 1.55 .8870 .7592 .8558%
4. Computer Memo 1.80 1.85 1.3611 1.2680 .9270%
5. Farley Message 2.00 1.80 1.2978 1.1050 .6606%
6. Ramirez Message 2.25 1.95 1.2927 1.0501 .7076%
7. Performance

Reviews 2.10 1.85 1.2524 .9333 .6889%

Note. n = 20, Mean = .78
a = Rater C. b = Rater D

* Significant at .001 for all scores.

——-
4
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shown in Tables 8 and 9. These results are discussed in the concluding

chapter.
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CHAPTER FIVE
Understanding Individual Political Behavior in Organizations

Introduction

The purpose of this research is to design and to validate an in-
strument in the in-basket format that measures and explores an indivi-
dual's political behavior. The Meret in-basket experiment accomplishes
that purpose as it offers fresh insights into the political actor.
These insights also amplify the theoretical base about organizational
political behavior. This final chapter evaluates the instrument itself
and offers a framework of political behavior built upon a synthesis of
the literature and detailed by the body of evidence from the experimen-
tal study. Concluding remarks address the significance of this re-
search, particularly in relation to leadership.

Instrument Evaluation

Two questions can be posed to any test developer: "Is the test
any good as a measure of the characteristics it is expected to assess?"
and "Should the test be used for the proposed purpose?'" For the Meret
in-basket, the answer was yes to both these questions.

A Measure of an Individual's Political Behavior

The in-~basket scores represent a wide range of effective political
behavior among 33 individuals. The three hypotheses of the instrument
tested specific characteristics of political behavior and were strongly
verified: Various political behaviors were presented by the in-basket
respondents; the behaviors ranged from ineffective to effective solu-

tions to the Meret situation; and the political behaviors expressed
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varied with the type of problem presented. Figures 2 through 10 indi-
cate that more than 200 behaviors were measured by the Meret in-basket.
The data from these figures triangulate with that synthesized from the
Action Report Form and the interview. For example, the Administration
Outline registered more than 100 political behaviors as shown in Figure
10. That item was ranked the most critical by both pilot groups and
the judges, and it was described as the most challenging by the pilot
groups. The next two most critical items for the pilot groups were the
Per formance Reviews which elicited 26 behaviors, and the Letter of
Resignation which elicited 24 behaviors (Figure 10).

Hypothesis 2 presupposes that the most effective solution to the
Meret situation is a political one. This presupposition can be made
because of the major elements of the Meret merger: change, ambiguity,
reorganization and competition. These elements are the classic en-
vironmental conditions for political behavior. Therefore, although the
scoring key captured all the behaviors demonstrated by the partici-
pants, only the most effective and truly political behaviors earned a
raw score of 5. The moderately effective behaviors on the scoring key
are chiefly administrative responses to the situation, although hints
of political behavior are exhibited in the moderate range.

The judges faced the issue of true effectiveness for all the be-
havioral responses demonstrated by the participants. For them, the
most effective solutions to the Meret situation were political ones.
Yet, if an unwise political move was made by a participant, the judges
placed that behavioral example on the moderate or low range. The most

significant example of ineffective political behavior was the firing of
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Pat Ramirez by several participants. The judges felt strongly that
this was politically unwise in the Meret situation.

In summary, construct validity was built carefully upon a precise
definition of political behavior that included the elements of influ-
ence, self-interests, competition, and discretionary behavior. These
elements of what makes a behavior political instead of social can read-
ily be seen in the behavioral examples on the high range of the scoring
key (Appendix W). For example, a few participants sought direct alli-
ance with Coventry Meret, the president. Some prepared for levels of
power even higher than Goodwin's, the targeted position. Several
focused on exchange of favors with the players in the situation. All
of these examples and other highly rated behaviors were influencing,
discretionary, self-seeking, and competing with other persons in the
simulation. They were also the most effective solutions to the simula-
tion. One participant said:

I selected myself to head the Administration Department. Ramirez

needs an infusion of job motivation before consideration for pro-

motion. She is otherwise not sufficiently experienced/capable of
the full task.

Ulrich needs more time to develop people and delegation
skills. He has good managerial ability, but as a people manager,
my talent brings out and makes use of the other two managers'
strengths to full department advantage (Participant in first pilot
group).

Power considerations. A sense of personal power appeared to be an

extremely integral factor for one's effectiveness 1in the Meret
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situation. Although the entire simulation was designed to support and
to substantiate Chris Wallace's power base, nearly one-half of the par-
ticipants were reluctant to utilize this power and, consequently, were
ineffective in the in-basket situation. Their non-powerful attitudes
were expressed vividly: "It's not my job to do this"; "I plan to wait
for an okay--for direction"; "I cannot go outside the chain of com-
mand"; "Chris Wallace's position is not an important one"; and "I think
J. D. is better for the job." 1In contrast, some participants depended
on their position power using an authoritative manner rather than an
influencing one. The most effective participants relished power and
actually sought more power. They contacted both presidents of Muse and
Meret and looked for higher positions in the future--even the presi-
dency of Meret. They were proactive.

Power considerations permeate political activity. The Meret in-
basket successfully measured the presence of one's power stance through
the participant's actions, the interview, and the Action Report Form.
For example, the individual scoring 89 on the simulation presented a
picture of power in action. This individual proposed himself for a new
vice-president's position and suggested his new position include con-
trol of operations as well as administration. He expressed a desire
for the greater power base of the new vice-president's position and a
need for the extra responsibility. He planned to call Coventry Meret,
the former Meret president, to set up a meeting with him. He wrote,
"Set up meeting about Muse transfer policy. Use opportunity to 1lobby
for Goodwin's position for myself." 1In the interview, he said that he

wanted to put in a few good words for himself. Dealing with the letter
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of resignation, this individual wrote: "Call Pat and J. D. to organize
a retirement dinner for Charles. Set up meeting with Charles to inform
him of retirement benefits and how he can maximize his exit from
Meret." He stated in the interview that he wanted to know why Goodwin
was leaving. These examples also indicate the importance of the stake-
holder dimension.

Without a sense of one's own power, it appeared difficult to the
individuals scoring low in the simulation to sense the power of the
stakeholders at Meret. Chain-of-command type thinking, with its empha-—
sis on position power, did not include a deeper level of power analysis
such as awareness of the level of Marlyn Waller or the recognition of
Everett Carlson as senior editor. Carlson directed the vital editing
function for the publishing firm and, as such, would have the clout of
a doctor, engineer or senior loan officer in their respective organiza-
tions. In summary, there was a direct link between low personal power
levels and the inability to observe or acknowledge power in others.

Limitations. Validity as a process is almost never accomplished
through one study or by one researcher (Benson & Clark, 1982). Relia-
bility also improves with repeated applications. Typically, in-baskets
become more standardized with each application because the scoring key
is improved and scorers gain proficiency. For an experiment with a new
instrument, the Meret in-basket is on solid ground, yet five limita-
tions are recognized.

The in-basket itself, as a situational test, can elicit lifelike
behavior (Frederiksen, Jensen & Beaton, 1982). This can be done only

in proportion to the participant's willingness to enter into the

S—
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situation, to really act as though he or she were Chris Wallace in the
Meret exercise. A first limitation is that simulations always fall
short of real life, and participants always request more time and more
information. Several participants reserved judgment and delayed action
because of this limitation. Nevertheless, simulations are the strong-
est means for measures of personality save for real-life observation
and certainly more valuable than the usual self-report methods
(Frederiksen, et al., 1972).

A related and second limitation concerns the important prehistory
for any actor in a simulation. lthough a few examples of Chris
Wallace's stock exchange were offered and a surface picture of the net-
work of relationships was assumed by the participants, the four years
of Wallace's time at Meret would be much richer and certainly more com-
plex.

Frost defined two levels of power. One level was the surface
activity such as that represented in the Meret simulation. The other
lay deep within the very structure of the organization. He wrote:

It is a more subtle phenomenon, its origins and impact being em-

bedded in the symbols and systems that evolve out of contests and

struggles among organizational actors. Such contests are, in many
cases, preserved and renewed through the perpetuation of earlier
power relations, hidden beneath the surface of current organiza-

tional functioning. (in press, p. 3)

This deeper level of power and its resulting activity becomes invisible
and taken for granted with the passage of time and, according to Frost,

this level of power is the basis for the surface level decision making
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and political activity. Similarly, as Bacharach and Lawler (1981)
claimed, power must be studied in terms of a network of relationships.
This simulation only scratches the surface of power and relationships.

A third limitation challenges the important role of the panel of
judges and their expertise. The judges were selected to represent the
varieties of organizations in the pilot groups and levels more senior
than the middle managers in the groups. By virtue of their collective
job experience and present executive level positions, the panel of
judges had a clear picture of the political environment at Meret. The
additional training they received (Appendix EE) on the definition of
political behavior and the 10 various behaviors to be examined contri-
buted greatly to the impact of their decisions and final consensus.
However, because it is difficult to determine a level of political
astuteness, this limitation is important to acknowledge.

One judge represented the public sector, working as a dean in the
community college system with years of labor negotiation experience,
she had a keen sense of the gatekeepers in the Meret situation. For
example, she pointed out the power resources that Bruce Farley had be-
cause of his control over information in Meret as supervisor of data
processing.

The second judge was an executive in a large, complex aerospace
firm who contributed to the perspective of the technical participants.
At the same time, he offered his knowledge of the changes and the poli-
tical ambitions of middle managers.

The last judge had military experience and was at the time of the

simulation a reserve commander. Most importantly, as president of his
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own consulting firm, he had direct experience with many of the organi-
zations in the pilot group. His initial bias on the importance of the
performance reviews was tempered by the other judges who believed that
these reviews were only moderately critical. Significantly, the two
pilot groups also ranked the performance reviews as second to the Ad-
ministration Outline. Table 3 illustrates the first pilot group's
agreement with this judge (number 3 in the Table). However, judge num-
ber 3 was willing to defer to the other judges on this item because he
believed that his military experience exaggerated the importance of
performance reviews per se. Nonetheless, the sample group relied heav-
ily on the three reviews as a major source of information regarding
Chris Wallace's competition.

Together, the three judges brought their various experiences and
reflections on political behavior to the development of the scoring
key, the considerations for each item, and the ranks and weights of
each item (Appendix W; Tables 3 and 4). They based their ranking on
the items after formulating this statement: ''Which items are most cri-
tical to Chris Wallace's self-interest and how important are the items
for Wallace's political effectiveness now and in the future?”  The
judge's familiarity with all the dimensions of political behavior and
their grounding in the assumptions of the research added to the
strength of the experiment.

The fourth limitation questions the sample group and, consequent-
ly, the generalizability of the findings. The sample group was formed
through organizational contacts (Appendix KK). 1In a few instances,

contacts sent their middle managers so doubt could be cast upon some
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participants' willingness to cooperate, even though a voluntary consent
form was signed by each participant (Appendix MM). Other than the
directions given in the letter, the researcher had little control over
how the contacts invited the participants in the pilot group. As 1in
most social experiments, one deals with the experimentally accessible
population and makes generalizations from that group.

The uniqueness of the in-basket as a projective test overrides
this type of limitation. The subjects could not guess the variety of
scoring categories for the in-basket exercise. The subjects were told
that the simulation would examine their decision making skills. As
Frederiksen et al. wrote: "The fact that the subjects do not know the
scoring categories makes it impossible for them to bias responses
deliberately to get high scores on certain performance categories. The
examinee presumably guesses only that he should do well, accomplish a
lot and show good judgment" (1972, p. 65). This was true for the en-
tire pilot group. No one guessed the precise focus of the Meret in-
basket.

The fifth and final limitation follows the discussion of the pre-
vious one. It is important to address the fact that the simulation
created or evoked exactly what was to be measured. Thrown into a high-
ly political arena, would an apolitical participant be forced to act
politically and then attain a successful score? Though none of the
participants identified the simulation as a political exercise, and
though in~basket participants tend to respond as they would in real
life, this 1limitation is a real one. Since few participants scored

high, apparently no one was forced to act politically. In the future,
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a study might compare results between two groups, one of which would be
told that the exercise was a political ome.

Another aspect of this limitation calls attention to calculated
versus accidental political behavior. Some participants in the Meret
simulation scored moderately well, yet these participants may have done
so accidentally. This would be true of some participants who exercise
political tactics without a vocabulary or framework to explain them.

Most of the limitations accentuate the complexities of political
behavior and challenge the very purpose of the research. It may be
that political behavior lies beyond the schema of analysis. The actual
tactics of political behavior, or units of analysis as Bacharach and
Lawler (1981) defined such actions, may be the tip of the iceberg and
therefore, underlying motives and assumptions must be also explored for
a thorough understanding of an individual's political effectiveness.

The Purpose of the Test: Research and Development

"Should the test be used for the proposed purpose?" is the second
question posed by a test developer. The proposed purpose of this in-
strument 1is the exploration of an individual's political behavior for
two reasons: (1) as a new research tool to facilitate quantitative and
qualitative research; and (2) as a developmental activity for the

examinees.

New research tool. In comparing the few studies that have been

conducted of political behavior, one can see that as Porter et al.
(1981) observed, the study of political behavior is in its infancy.

Each of these studies is exploratory in nature. As outlined in Figure
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11, few studies used instrumentation and when it was used, the instru-

ment only relied on self-reported answers.

Insert Figure Il about here

Several of the research samples were drawn from faculties and
part-time MBA students enrolled in evening classes, reflecting a vari-
ety of levels within their organization. Only one study went directly
to three specific levels of management (Allen et al., 1979). The study
of Kipnis et al. (1980) addressed types of influence such as coalitions
and exchange. But since the definition of political behavior claims
discretionary and nonroutine activities, many of the tactics of influ-
ence reported by Kipnis et al. fall outside the realm of political be-
havior and are more administrative as differentiated by Frost and Hayes
(1979). 1In other words, not all influencing behaviors are political.

This research endeavored to build on the exploratory nature of
these studies by utilizing their broad hypotheses to strengthen the
content validity of the instrument. Indeed, although this research was
also exploratory, the instrument itself will provide a solid tool for
future research. A simulation evokes real-life behavior and, there-
fore, presents more accurate data than self-report questionnaires. The
two pilot groups represented a clearly defined population, that of
middle managers. Following the recommendation of Gandz and Murray
(1981), a modest phenomenological approach to the study of political
behavior was made in the post in-basket interviews which are reported

in chapter four.
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Authors

Purpose of Study

Frost &
Hayes
(1979)

To develop a concep-
tual model of PB in
organizations.

Methodolo

Semi-structured inter-
views - 8 questions
related to how changes
occur among depart-
ments about resource
exchange. 80% agree-
ment by panel of five
Jjudges on category of
60 incidents into ad-
ministrative, discre-
tionary or PB.

Instrumentation

None

Sample

N=20. Faculty
from a technolog-
ical institute in
Canada and one in
Australia.

Results

Exploratory

PB is non-consensus
behavior

PB is most perti-
nent to the nego-
tiation phase of
the exchange pro-
cess.

Allen,
Madison,
Porter,
Renwick,
Mayes.
(1979)

To exchange manager-
ial perceptions of
tactics and the per-
sonal characteristics
of politically effec-
tive individuals.

Semi-structured inter-
views. "OP takes many
forms. What are the
tactics of OP of which
you are aware?” "khat
are the personal char-
acteristics of those
people you feel are
most effective in the
use of OP?"

Coding system.

None

30 CEQs

28 Staff Managers
29 supervisors in
20 electronics
firms

Managers were able
and willing to
identify tactics.
The three strong-
est were: (1)
attacking or blaming
others, (2) use of
information, (3)
image building.
Three distinct pro-
files of effective
political actors
emerged from the
three groups.

Figure 11.

Comparison of Studies of Political Behavior (PB) in Organizations (0) 1979-80

Figure continues
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Authors

Purpose of Study

Madison,
Allen,
Porter,
Renwick,
Mayes.
(1980)

To explore perception
of practicing mana-
gers regarding the
overall incidence and
characteristics of
PB, conditions and
impacts of PB. To
determine whether
managers perceive a
direct relationship
between power and
politics.

Methodolol

Structured interview.
Coding schemes.

Instrumentation Sample
None Same as Allen, et
al. study.

Results

Managers shared
clearly defined
perceptions of OP.
60% indicated PB

is frequent, 74%
stated individual
interests were
represented. 90%
agreed PB occurs at
middle and upper
levels, staff over
line, and in mar-
keting areas more
than others. Reor-
ganization occurs.

Gandz &
Murray
(1980)

To test six broad
hypotheses about PB,
such as: Talk about
politics and politi-
cians would be common
in most O.

Descriptive statistics

Mailed, self-admin- N=428. North

istered question- American and

naire Canadian MBA stu-
dents.

Support for the six
hypotheses. Recom-
mendation to study
PB phenomenologi-
cally.

Figure 11. (Continued)
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Methodology

Content analysis of
written descriptions
about how they
succeeded in getting
someone to do some-
thing they wanted.

Instrumentation

Sample

Structural question-
naire to determine
demographics and jaob
situation issues.

N=165. Graduate
business students
in evening
classes.

Results

The choice of influ-
ence tactics is
associated with what
the respondents are
trying to get from
the target person,
the amount of resis-
tence shown, and

the power of the
target person.

Authors Purpose of Study

Kipnes, To examine the tactics

Schmidt, of influence used by

Wilkinson people at work when

(1980) attempting to change

Part A the behavior of the
superiors, co-workers
and subordinates.

Kipnis, Same

Schmidt,

Wilkinson

(1980)

Part B

Factor analysis of the
dimensions of influ-
ence uncovered in Part
A.

Questionnaire com-
piled of 58 items, 5
point scale of fre-
quency that a tactic
of influence was
used with bosses,
coworkers and sub-
ordinates.

N=754, Employed
respondents of
graduate business
students in
evening classes.

Eight dimensions of
influence: asser-
tion; ingratiation;
rationality, sanc-
tions; exchange, up-
ward appeal; block-
ing; coalitions.

Figure 11. (Continued)
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For research purposes, the procedures have been standardized
(Appendix T) and simplified. Compared to more traditional in-baskets,
the Meret instrument is quite brief and easy to score. In little more
than an hour, a substantial amount of written data can be collected.
The interview time allows for exploration of the individual's perspec-
tive. These further recommendations would improve the administration
procedures and assessor training:

1. The revised Meret Interview Form (Appendix TT) includes a
sufficient space to record responses from the telephone messages and
Performance Reviews. It eliminates the question about how the person
approached the in-basket. The answers to that question were superflu-
ous.

2. Assessor training could be improved by the design and use of
an assessor performance measure; the requirement to complete the Meret
in-basket as part of assessor training; the use of written critiques of
the assessors' reports; the viewing of a mock interview; and the expan-
sion of the assessor training manual to include sample assessor work,
as explained in Appendix CC.

3. Scorers' training would be improved significantly by com-
pleting the suggestions in number 2 above.

4. A standardized feedback form for individuals would conserve

5. Appendix PP could be adapted to synthesize materials about
the dimensions.
Utilizing the instrument for future research is limited only by

the creativity of the research plan. For example, the instrument could
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be administered by demographics of age, sex, occupation and so forth
for comparison. It could be administered to senior managers to see if
the scores of such individuals would be higher. Results from various
departments within an organization could be contrasted.

Variables could be correlated as well. For example, groups might
be told that the Meret situation is political. The sex roles of the
Meret key players could be reversed. Concurrent and predictive valid-
ity studies might be possible. Most importantly, the future studies
should increase the validity and reliability of the instrument.

Cobb (1986) spoke of political skills as either diagnostic or tac-
tical. The diagnostic skill was based on two factors: an individual's
ability to gain access to information and to process that information
by knowing its political possibilities and ramifications. Diagnostic
skills were clearly demonstrated by the high-scoring participants.
Tactical skills, as Cobb delineates them, are similar to the 10 behav-
ioral dimensions of the Meret in-basket. He emphasized the importance
in flexibility regarding tactics. As Figure 9 depicts, several tactics
were underutilized in the Meret situation, perhaps because of over-
reliance on certain tactics or inflexibilities. Tactics, as the bottom
line of political diagnosis, can be examined now. The significance of
the Meret in-basket will be its value as a research tool to facilitate
both quantitative and qualitative results.

A developmental activity. Political tactics and political models

for decision making and leadership are not part of a typical management
development curriculum. Very few, if any, of the sample group had a

political model to guide them during the Meret simulation. Several
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possessed a political vocabulary without a model. Phrases and words
such as: heir apparent, 1lobby for position, ally, network, owed me,
and hidden agendas were frequently used. The taboo related to power
and to politics was evidenced in such phrases as: back stabber, Machi-
avellian intrigue, and bad politics. It seemed apparent that most par-
ticipants went on instinct and that they found the ambiguity and open
structure difficult. The Meret scenario was not predictable or orderly
and, without a framework upon which to study such a scenario, half of
the participants fared poorly. Thus, the value of the instrument as a
development activity seems obvious. By administering the Meret in-
basket and by assessing the level of a group of middle managers' poli-
tical effectiveness, an excellent training needs analysis would result.

That the results of the simulation provided a needs analysis was
true for the pilot groups. From the participant's responses, strong
developmental areas surfaced. First and foremost, the participants
needed a framework for understanding the Meret situation. The partici-
pants had misconceptions about the power motive, competition, conflict,
and exchange of favors. Individual developmental areas that surfaced
included authoritarian styles, weak communication with the employees,
and meeting too frequently. The in-basket could be used for individual
developmental work as well as for group diagnosis and training. After
the data was collected from the 33 participants, everyone received a
broad overview of the results, individual performance summaries (Appen-—
dixes GG and VV), and an invitation to attend an optional debriefing

session (Appendix JJ).
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At the debriefing session for the participants (Appendix JJ), the
researcher summarized the main patterns of behavior demonstrated by the
pilot groups. Several restraining points of reference and negative
themes prevailed which hindered effective behavior. For example, a few
participants were completely unwilling to trade or compromise, or they
were unwilling to rely on others for anything, even support, thereby
shutting out potential allies. Some held too many meetings, others re-
fused to acknowledge employees lower than Wallace in the organizational
chart, and several were overly suspicious and mistrustful of everyone
at Meret.

Another major pattern that the less effective participants demon-
strated was avoidance of conflict, particularly with Pat Ramirez.
"Keep everyone happy" was the theme for these people. Several admitted
to avoiding conflict at all costs and these individuals planned to be
objective, to smooth things over, and to discuss strengths rather than
to deal with weaknesses. In this day of participative management, only
a few shared information with their employees or attended to some form
of communication. And finally, the debriefing session with the parti-
cipants highlighted the importance of a macro view of Meret. Such a
view, 1in addition to power considerations, seemed to be the keys to
success for the high scoring participants. The macro view of Meret was
more than knowing the history of the organization; it was a sense of
the power centers and gatekeepers like Carlson, Waller, Goodwin, and
Farley. The successful participants saw themselves as stakeholders and

the importance of the editorial function in the company was recognized.

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



145
The less effective participants remained in the administrative function
and never looked beyond that.

The in-basket is a projective test. As such, participants are
traditionally responsive to the results of their work, and in the Meret
research, this feedback was exciting to them. They wanted to compare
their results with those who had high scores. Several participants
called and thanked the researcher for the personalized feedback. In a
letter, one participant wrote, "Politics are interesting. We don't
tend to learn anything about them in management training" (Appendix
WW). That the instrument is a valuable development activity is clear.

As the Meret in-basket has been evaluated and affirmative answers
presented to the test developers' questions, the value of a political
model becomes more practical. In the next section, such a model is de-
veloped. It is a realistic model because of the research effort and

results.

A Framework for Understanding Political Behavior in Organizations

Porter et al.'s (1981) exploratory model of political behavior,
"Episodic Upward Political Influence Model," is quite complex and im-
practical. The researcher greatly adapted and simplified the Porter et
al. model to focus on the political actor and to incorporate the

lessons of the Meret sample group.

Insert Figure 12 about here

The framework centers on the political actor whose nature and role

have been overlooked (Frost, in press) and the antecedents to his or

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



£

The Political Actor

1

|

internatization
of Political Norms

® Socialization
® Fole Models
® Acceptability
& Power Motive

4

Successtul
st A

f

Style: Soclal
independence
internat Locus of Control
Ambition, Dominance
Favors Face to Face
Interaction
Persuasive
Sees Obatacles as
Opportunities/Challenges
Not Alraid of Compaetition
or Conflict
Sense of Macro View,
Stakeholders
Not Locked into Chain of
Command and Formality

|

Skilts

Raepertoire

Power Sources

Favors Exchanged
Network of Relationships
Organizational Experience

'

R

Target of Pollticat
Activity
® Vertical, Lateral
® Individuals or
Groups
® Stakeholders
@ Internal, External
8 Other

Environmental
Conditions
® Change
& Ambiguity
® Scarce

Resources
® Other

4

Sallence of issue to
Individual Political
Actor

® Stakes
® Resources

Polltical

& Bargaining
@ Coalitions

® Information
Withheld

® QOther

No
Palitical
Activity

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

146

Figure 12. Framework for Understanding Political Behavior In Organizations

o



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

147
her political activity. Of the top two boxes, one represents the in-
ternalization of political norms and the other represents the actor's
style: social independence. It is clear from the Meret responses that
the power motive was a critical effectiveness factor. The acceptabil-
ity of power and self-interest type behaviors was expressed in the in-
terviews. Further research conducted using the Meret in-basket could
investigate the actor's role models and past socialization with regard
to power and politics. That political norms must be internalized is
important.

The social independence style is a picture clearly painted by the
Meret sample group. Ambition and dominance, which are not aggression
as Frost (in press) points out, are linked to one's internal locus of
control and power motive. Christie and Geis (1970) supported the
presence of face to face interaction and persuasiveness in their
studies. The most effective Meret participants seemed to have an
opportunistic outlook--they used many more positive words to describe
the Meret scenario. These effective participants recognized competi-
tion and conflict, had a sense of the stakeholders, and were not
crippled by a chain-of-command mentality. This style, painted by pre-
vious researchers and the Meret actors, is certainly a vigorous one,
but it is only a precondition for political activity.

The third box represents successful past attempts and the "battle-
field" learning that one participant referenced. This important ante-
cedent to political activity includes the obligations or stock exchange
concept of Burns (1961), the network idea of Bacharach and Lawler

(1981), and the historical position or power sources considerations of
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Frost (in press). The Meret sample group confirmed the importance of
organizational experience in the arenas of political activity.

With these three preconditions for political activity in readi-
ness, the model now highlights the environmental causes and the targets
of political activity. A person who challenges another's power may be
a cause of political activity and a target at the same time. This was
true when Bryan Emerson opened the bid for power in the Meret situation
because he was also one of the targets of political behavior. Farrell
and Peterson's (1982) typology defined the targets of orgénizational
politics as vertical, 1lateral, internal, and external ones. Stakehol-
ders can be any of these four types, as well as individuals or groups.
In the Meret in-basket, the targets were principally internal, vertical
and lateral individuals rather than external targets. The environmen-
tal conditions that are often concurrent with the target choice is dis-
cussed below.

The decision point in this model is represented by the diamond
figure, the salience of the issue to the individual political actor.
Unless the potential actor has stock in the issue or unless one's per-
sonal resource is threatened, he or she will not behave in a political
manner. Political behavior is calculated, not wusually accidental
(Cobb, 1986). However quick and second-natured it might be, a decision
takes place. The result is some form of political behavior such as the
10 dimensions displayed by the research participants.

It is true, as PFrost (in press) stated that the real self-
interests of actors are occasionally hidden or disguised as nonself-

interested, nonpolitical activity. Such behavior still stems from a
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political decision point, and the behavior could be termed covert poli-
tical behavior.

This exploratory model may represent a moment or years. It could
be applied to group analysis as well, with adaptations as necessary.
In combination with the Meret instrument, it could be a valuable dis~-
cussion point for management development purposes.

Environmental Conditions

The conditions which foster political activity can be examined
further and in harmony with the preceeding conceptual framework. The
environmental conditions of political behavior are illustrated in
Figure 13 and are contrasted to administrative behaviors. As shown in
the Meret scenario, the conditions that evoked political behavior are
varied and intertwined. Open or non—zero sum issues, shown on the left
side of the diagram, are present and available for the political actor.
Informal, indirect, and discretionary behaviors are often prevalent and
surround the actor, for example, the two telephone messages of the
Meret scenario. The stakes are most likely high, especially when poli-
tical behavior is at an extreme--coup d'etat, sabotage, and mutiny

(Zald & Berger, 1978).

Insert Figure 13 about here

Change, ambiguity, and uncertainty are conditions that immediately
signal the likelihood for political action as in the merger at Meret.
Compounding the merger at Meret, the protagonist, Chris Wallace, was

placed in competition with his or her peers immediately. Finally, when
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resources of time, money, symbols or personnel are scarce or even
shifting, the political arena is complete. All of these conditions
were prevalent in the Meret situation, yet as the figure depicts, the
broken 1line at the top and bottom of the box indicates that a to the
portion of administrative behaviors usually continues simultaneously
with the political behavior.

The right side of the figﬁre illustrates the conditions that
suppress political behavior. The stronger the goals, values and other
elements represented on the right side of the figure, the less likely
political behavior will be expressed by individuals or groups. The
broken line at the bottom depicts the overflow of political behaviors
and the fact that political behaviors cannot be completely separated
from administrative ones. For example, minor alliances and favors ex-
changed could be part of a dominant administrative arena.

This figure characterizes the importance of understanding the
political environmment, part of the significance of the research project
which will be summarized next.

Significance of the Research

Leadership Studies

As the most studied and least understood phenomena in organization
behavior, leadership theories and models beg even more for an under-—
standing of political activity. Such activity could be called the
least studied and most acknowledged phenomena in organizations. In his
extensive work on leadership, Burns (1978) continually referred to the

importance of the leader understanding and utilizing power. He wrote:

5,,
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The 1leader is dealing with persons—-potential followers—-who have

their own power bases, however small, and their own hierarchies of
mot ives.

In this process both behavioral and structural variables are

converted into two sets: (1) the motive bases—--hierarchies of

want, need, aspiration, etc.--that can be mobilized by competing
leaders and (2) the actual power that can be mastered through
these motive bases--power that rests in economic, social, and
other resources centered in institutions, technology, coalitions,
constitutions, rules, traditions, ballots, money, information, in-
telligence, genius, skills. The leader eternally must deal with
the double and interrelated question: What can these persons do
for (or against) me in a pursuit of collective goals and what will
these persons do for (or against) me? Hence, leaders must assess
collective motivation--the hierarchies of motivations in both lea-
ders and followers—-as studiously as they analyze the power bases

of potential followers and rival leaders. (1978, p. 435)

Burns' recommendation that leaders assess collective motivation
and analyze power bases brings us back full circle to the underlying
purposes of this research. Political diagnosis, models, and tactics
are underresearched (Cobb, 1986) and for leaders earnest in their
vision and needing assistance, the shelf is bare. The results of the
instrument and its potential for future research and leadership train-
ing is promising.

Figure 13, for example, demonstrates the need for a leader to

recognize that the absence of shared values, consensus, and clear goals
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forces him or her to enter the political arena. As these elements gain
significance, the leader moves into the administrative realm, although
some leaders turn that responsibility over to others. Actually, the
normal environment of leadership is the political arena because, as
Burns stated, "Political leadership is tested by the extent of real and
intended change achieved by leaders' interactions with followers
through the use of their power bases" (1978, p. 434). A practical
application of the Meret simulation for leadership development was the
attention needed by Chris Wallace to a common purpose--—few, if any,
participants articulated such a purpose.

Observations of the Researcher

Everyone involved in the research had his or her political story
to tell--the assessors, contacts, participants, judges, and media
assistants. Every organization appears to be political: produce sec-
tions of supermarkets, academic departments of universities, and ballet
schools. The in-basket participants were not queried explicitly on
political behavior, but in future research and developmental situa-
tions, the interview might include direct questions on political behav-
ior.

Clearly, without a framework or perspective upon which to examine
political activity, the taboo related to the topic abounds. Often used
pejoratively, the word political is overused and misunderstood. In
attempts to explain or grasp everything that the rational approach dis-
satisfies, the term political has become a convenience, almost a black

hole of unexplained events. This is unfortunate because the lessons to
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be learned from the political aspects of our human behavior are
valuable.

The researcher observed other themes in conducting the experiment.
The in-basket is an instrument of great potential. It allowed for un-
limited creativity on the part of the examinees who planned retirement
dinners, created new vice-president positions, and promoted various
characters at Meret. The instrument completely involved the examinees.
One said, "I really felt like Chris Wallace for a few moments."

Everyone brought his or her personal interpretive scheme to the
situation, or more than one. Some participants ruled out the possibil-
ity of power on the part of a human resources manager (Chris Wallace)
though numerous facts painted the picture of a strong and nontradi-
tional human resources manager. Formality and chain-of-command was a
mind set for several examinees though facts established Meret as very
informal such as: the Waller visit to Wallace's office and the tone of
Goodwin's letter. These schemes or mind sets were the organizational
histories of participants which directly affected their ability to
adapt to political activity as summarized in the social independence
area of Figure 12.

A final observation on the part of the researcher is about the ex-
periment's value for the student assessors. Most of the assessors had
little organizational experience, other than traditional part—time jobs
like teaching assistantships, yet they quickly recognized the nuances
of political activity in their own lives. They became keen observers
and interviewers, amazed at the variety of responses and the differ-

ences among the managers. Several applied some of the principles they
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learned to their own political arenas, such as thesis committees. One
assessor expressed her comments in a personal letter (Appendix XX).

Meaning and Importance of the Study

The instrument development and validation process raises numerous
questions about organizational political behavior that need further
attention. Is it possible, for example, to be effective in a highly
political environment without utilizing any political tactics? Will
purely administrative activities, formal routines, and standard opera-
ting procedures be effective in a merger situation such as the Meret
one? The participants' responses in the Meret in-basket and the
opinion of the judges strongly indicate that this is not the case.

What about the prevalent negative connotations of the word poli-

tics? This dilemma is a critical one. In the Madison et al. (1981)

study, the majority of the participants labeled attacking or blaming
others as the most frequent political behavior that they had observed
or experienced in their organization when in fact, these behaviors may
have been just plain rudeness and lack of professionalism. However,
the managers in the study observed these behaviors and attributed the
word political to them. The Meret in-basket revealed this type of
judgment on the part of the participants as they attributed negative
motives and behaviors to the players in the scenario. The problem is
that many self-directed behaviors, communication difficulties or inter-
personal conflicts are tossed into the black hole of nonrational events
and labeled politics. This dilemma requires patient and methodical re-
education of organizational actors so that the positive aspects of

political behavior--especially within the context of leadership--are
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acknowledged and practiced. Likewise, the value of competition and
conflict in the political arena deserves study. The reality that win-
lose outcomes exist and that such outcomes are very negative at times
is part of this dilemma. Again, re-education is important. The dimen-
sions of political behavior, the framework, scoring key, and environ-
mental model of the research are all useful educational tools that can
assist individuals in clarifying political behavior.

Furthermore, the definition of political behavior that is utilized
throughout the research effort (Porter et al., 1981) demands the pur-—
posefulness of leadership so that the promotion of self-interests type
political behavior for purely personal reasons is recognized as just
that. In fact, as political behavior is explored further, the macro,
meso, and micro levels of activity as well as the Machiavellian (power-
wielding) versus the leader behavior can be more carefully delineated

as depicted in Figure l4.

Insert Figure 14 about here

This figure illustrates the three levels of analysis important to
recognize~~the macro, meso, and micro levels. It also represents the
existence of political behavior in the context of leadership and a com-
mon purpose. That varies from the power—wielding type of political
behavior. However, the figure does represent the reality of power-
wielding co-existing in some leader activity. Such a delineation of

political behavior can assist in the resolution of the misconception
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that political behavior is entirely self-centered and in discussions on
the complexities of political behavior.

Another question posed by the Meret research is that of organiza-
tional norms regarding political activity. Many of the managers in the
pilot groups relied heavily on their own organizational experience and
a particular frame of reference. Research supports the prevalence of
political activity in some departments such as marketing, sales, the
Board of Directors, and personnel, so individuals from these types of
departments may have been more familiar with organizational political
behavior (Madison et al., 1980). The stimulus of the Meret in-basket
would enable individuals and departments to discuss organizational
norms and in turn, individual ones.

These questions, the limitations of the research, the future re-
search possibilities, and the products of the instrument development
substantiate the enormous task of understanding political behavior and
based on the results of this research, the effort to understand politi-
cal behavior should move forward.

The instrument, as a new measure, has unlimited research applica-
tions in both the qualitative and quantitative realms. Future re-
searchers should experiment with variables as previously suggested in
the new research tool section of this chapter. Interviews could be ex-
panded to include phenomenological insights of the political actor. As
a developmental activity, the simulation could add a vital perspective
on management behavior issues and it could be a responsible discussion
point on the nonrational elements of organizations. The simulation

might serve as a heuristic device for the understanding of macro levels
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of political analysis and for the understanding of ethical issues in
organizations. The features of the Framework for Understanding Politi-
cal Behavior in Organizations (Figure 12) can be tested and expanded.
The salience point in the framework can be examined, particularly in
connection with purpose--the reason for leadership. As Borg and Gall
commented, "The progress of any science is closely linked to the devel-
opment of new and better measures of the phenomena that are its con-

cern" (1983, p. 301).

- . -
.
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Appendix A

Background Information

You are Chris Wallace, the manager of the human resources
department at Meret Publishing Company. Meret has recently been
acquired by a large publishing firm, Muse International, and although
things have proceeded as usual, you have just been called to view a
tape sent by Muse's vice president, Bryan Emerson. You had met Emerson
a week ago when he was out from St. Louis for his first visit to Meret.
Emerson runs everything but the e€diting functions for Muse. Your
fellow managers, J. D.‘Ulrich and Pat Ramirez, are also there to view
the tape.

Other related information is attached:

1. Meret organization chart

2. Newspaper clipping about merger of Meret and Muse
Look these things over before the tape is shown
[Additional instructions will be provided after viewing the message

from Emerson.]
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Appendix C

Newspaper Article

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.

St. 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 asa
whole. and especially the video/TV
generation. is moving away from
reading™ Children’s books. such as
Sky Pictures. Lancelot and Mammais.
are beautifully illustrated. textured.
and touchable Waller claims suc-
cess is due to their annual attendance
at the Bologna Boak Fair. the world's
most prestigious assembly of pub-
lishers of children’s books. There
they buy the American righ'ts to
foreign titles and meet an inter
national group of writers and artists.
With such strengths. Meret should
prove to be an investment pium for
Muse.
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Appendix D

Video (Teleconference) Script of Bryan Emerson .

Good morning, Chris; J. D. and Pat.

Good to have én opportunity to meet you and to talk with each of
you about Meret. By now you know that meréer means changes and there's
one special problem I need to talk to you about. Your boss has just
advised me that he wishes td take early retirement -- effective
immediately. Since one of the goals I've established is to reduce the
number of managerial lévels, I'd 1like to restructure the administrative
functions at Meret. I want one of you coordinating everything Charlie
was responsible for and reporting to me. Now here's the special
problem with which I need your help.

How can this be done and who among you ;hduld do the coordination?
I want each of you individually to outline how you would go about the
task. I'd like it just as soon as possible and I'd like it as if you
were actually‘doing the coordination. Maybe I could hear from you by
Tuesday.

I'll make my decisions based on your recommendations and have had
some materials sent to you. I look forward to your input. Bye for

now.
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Appendix E

Large Envelope that Contained F, G, H, I, J, K, N, 0, P, Q
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Appendix F

Final Instructions

Time and Place:

After viewing the video sf Emerson, you were involved in a
conféerence most of the day. It is now late afternoon, Friday, March
14, and everyone has left for the weekend. At your office, you intend
to clear your desk and to respond to Emerson's request sé that you can
express mail it out Saturday mo:ning. You cannot reach anyone by phone
and you cannot plan to work Monday on this.

Your role and task:

As Chris Wallace, you are to respond to the items that are in your
in-basket in writing. For example, if you want to meet with someone,
write out why you would meet and what you would say/ask. If you call a
meeting, briefly outline the agenda and rationale. You may write or
make notes to yourself directly on the in-basket items, or you may use
the enclosed blank sheets of memo paper and clip your response to the
appropriate item.

You have one hour to complete the in-basket. Then, all materials
can be replaced in the envelope and returned to your moderator.
Finally, you will be asked to complete a short form about the in—baskef
and to answer questions in an interview setting.

Remember: Be yourself in this role. Do what you would actually
do as Chris Wallace. Make the decisions and plan accordingly. Use the
information at hand.

You are Chris Wallace
It is late Friday, March l4th

You have to respond to Emerson's request.

-
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Appendix G
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Appendix H _

Envelope from Muse International

Meret Publishing Company

Chris Wallace

P.O. Box 4321 ~

St Louis, MO 63121-4321
from the office of
Bryan Emerson

M Muse International

-
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Administration Outline

M Muse International

P.O. Box 4321
St Louis, MO 63121-4321

MERET 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

. What would you do formally to restructure the administracive functions
at Meret?

2. What would you do informally to restructure the administrative func-

tions at Meret? "——’__—_______————‘__.____—__—__.

e

\/ A\ N
v
AT
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Appendix I (Continued)

3. How would you proceed?

4. Who would you choose to report to me and why?

G
9
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Letter of Resignation

A -y Meret Center Orive
==MERET=—= == = === Ramcna, CA 92065 - =
W (619) 789-2567

Publishing Company

>

March 13, 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, I lel be examx-
ning several alternatives in the book industry.

I am confident that you and your colleagues will offer your prdfes§ional
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. Qur 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 accouating procedures will be
shifred to conform to Muse International financial systems.

Once again, thank you for your loyalty and hard work over these many vears.
I will miss you and trust you to give my successor the same fine support.

Sincerely,

Charles Goodwin
Diractor of Adminiscracion
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Computer Memo

MERET PUBLISHING

MEMORANDUM March 13, 1986

To: Chris Wallace, Manager of Human Resources
From: Everett Carlson, Senior Editor

Re: Comshare evaluation

Some of my editors in the computer area Know this group and heartily
approve of their work. A few even want to attend the training course! I’‘m
pleased you asKed for our input. You have our full support. In fact, your
efforts on our behalf are truly appreciated. You are bringing our

administrative side into the 1980°s! Now, let’s talk about electronic maitl

and networking to St. Louis...
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Appendix K (Continued)
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]

Comshare has developed
more than the leading
‘micro personnel software.

We've also developed a following.

When Comshare introduced
Profiles/PC, we had great
expectations for it, of course.
But the response has been gver-
whelming. Today

creating a new report or updat-
ing employee information,
you're guided each step of the
way; without learning a com-

Profiles/PC is in 7,

more personnel ;

departments than :§
¥

ter language.
lmDet:ision making

because all your

any other software information is in
product of its kind. your department.
How did we -  Salary, benefits,
do it? - - education, ski
Welistened . and demo-
to your needs g graphics are
and designed g8 just five of
gré)ﬁlw i < 1 thel6 rémdullef
spe- m - you get, mak-
cifically % == S ing Profiles/
for the pa— PC as powerful as
personnel a mainframe at
rofessional. It runs on the one-tenth the cost.
M XT or IBM AT. And its We also addressed the uni-

menu driven, which tells you

versal need for support. Our

becomes convenient

it’s easy to use. Whether you're pre-installation workbook and

our three-day training course
will leave you self-sufficient in
all aspects of the system.

There’s also easy to under-
stand documentation, a Com-
share hotline, and a profes-
sional services team. In short,
we provide a complete ran%e
of services for every possible
need.
To see what ProfilesPC has
done for others like you, call
Chris Kelly at Comshare ioll-
free: 1-800-922-7979 (in Michi-
gan call: 313-994-14800). And do
what a lot of personnel depart-
ments are doing.

Following the leader.

PEARSONNEL SOFTWARE AND SERVICES

-
®
P.O. Box 1588, Ann Arbor, MI 48106

3
i

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



187

Appendix L

Farley Message (transcription)

Hi, Chris. This is Bruce Farley.

I heard via the grapevine that the administrative depaftments will
be consolidated under J. D. 1Is this true? What a crazy idea.
Everybody knows J. D. is rigid and certainly not a communicator. When

can we meet and discuss?
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Appendix M

Ramirez Message (transcription)

Chris, this is Pat Ramirez. How are you doing? I wanted to talk
with you about Emerson's request from us. I'd like your support in
backing me for the manager's position. For two reasons: my legal
background and seniority. Besides, you owe me a few! Give me a call.

Thanks.

3]
1

s
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Appendix N

Envelope - Sealed with three performance reviews
inside, Appendixes O, P, Q

CHRIS WALLACE
MANAGER OF HUMAN RESOURCES

Thank

desk and thought you should place them in

the confidential personnel files.

[I came upon these in clearing C. Goodwin's
you, C. Burns]

185?

More .
»
e
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Appendix O
MERET Performance Review

Publishing Company

- COMPANY PRIVATE INFORMATION

/\‘v //\ :

. controller an anager
Ulrich, J.D. 273 of Finance 1-11-80
Employee Name (Last, First and Initial) Empl. No. Position Title | Date of Hire

1-11-80 1-13-86 Charles Goodﬁin
Date Assigned Langth of time you have 5 years
This Position |Date of Raview | Reviewer: supervised this employee

WORK EXPERIENCE RECORD

(Compars the assignments und-mm by the employee during this review period with those of the previcus review period.
Describe all new, different and/or expanded work experiences reflecting professional growth.)

Financial analysis of merger work; stock analysis; attended valuable
Accounting Association meeting on foreign currency exchange and
international finances.

PERFORMANCE REVIEW

Use this section to record the essantial points of the performance review. Base evaiuations on observable performance
divectly reiated to the job.

Order and stability out of chaos; gave Meret well defined sense of
direction re: finances and merger. e.g. kept shareholders happy.

Excellent day to day efficiency.
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Appendix O (Continued)

MANAGEMENT RESPONSIBILITIES

Starf 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.

EMPLOYEE AEMARKS

Considering ail aspects of your job, past, present and future, give your suggestions and/orcomments as to ways your position
can be changed to enhance itsvalue to and ways managementcan assistyou inimproving your job performance.

////ﬁ/ Lrasy,

7

/;/kﬁ/! Ck‘&zé/ //,/70/ :me—"‘?b 7/& g

V// Copercne € yrien <

1 have reviewed this document and discussad the cantents with my supervi

r. Mysigfature means that! have been advised of
my performance status but does not necessarily imply that | agree or di

ree with this review.

-, .3 /'
_ '\/yJ Z '4
Siployes Signature Date
Supervisor's Signature Oate Reviewer's Signature Oate
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Appendix P
MERET Performance Review
Publishing Company
: '
. ) COMPANY PRIVATE INFORMATION
'/\\- \\
Manager of Legal .
Ramirez, Pat 230 Department 3-17-75
Employee Name (Last, First and Initial) Empl. No. Position Title Date of Hire
1-11-80 1-13-86 Charles Goodwin
Date Assigned Length of time you have 10 years
This Position jDate of Review | Reviewer: supervised this employee

WORK EXPERIENCE RECORD

{Compare the assignments undertaken by the employse during this review pericd with those of the previous review period.
Describe ail 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 observable performance
directly reiated 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.

o

R
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Appendix P (Continued)
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

Cansidaring all sspects of your job, past, present and future, give yoursuggestions and/or commants as to ways your position
' can be changed to enhance its value to the company and ways management can assistyou in impeoving yourjob performancs.

W‘a@m«r oith ol
mw;ﬂw/‘w //M,wr/swaé
&WW) gaym ZZ'M

1 have reviewed this document and discussed the contents with mysupervisor. My signature means that | have been advised of
my performancs status but does not necessarily imply that | agree or disagree with this review.

’

Empioyee Signsture . Oate

Supervisar's Signature Date Reviewer's Signature Qate

o
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. M . Appendix Q

MERET Performance Review
!
Publishing Company .
. \ .
: i y COMPANY PRIVATE INFORMATION
NN '
Wallace, Chris 311 ) Manager of Human
Resources 10-5-82
Employee Name (Last, Firat and initial) Empl. No. Position Title Date of Hire
10-5-82 1-13-86 Charles Goodwin :
Date Assigned ! _ Length of time you have
This Position |Date of Review | Reviewer: ' supervised this employes 32 Years

WORK EXPERIENCE RECORD

(Compare the assignments undertaken by the employee during this review period with those of the previous review period.
Dascribe all new, differsnt 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

Use this section to record the essential polnﬁ of the performance review. Base evaluations on obs |
directly reiated to the job. ervable pertormance

Wallace met challenges of mergerwith 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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Appendix Q (Continued)
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 sspects of your job, past, present and future, give yoursuggestions and/orcommaents as to ways your position
can be changed to enhance its value to the company and ways management can assist you in improving yourjob performancs.

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

| have reviewed this document and discussed the contents with my supervisor. My signature means that| have been advised of
my perfarmancs status but does not necessarily imply that | agree or disagree with this review.

Employee Signature Date

Supervisor's Signature Oate Reviewer's Signature Date
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Appendix R

Materials for Meret In—Basket

-(10-15 minutes)
1. Background Information
2. Meret organization chart

3. Newspaper clipping about merger

- e mw E em e wm mm e mm me e wm e s em mm cm em wm e mm o mm e mm s e s %w wm e e e

(5 minutes)

4. Video - Bryan Emerson's announcement

- e vm m ew em m am mm e wm wm wm wm am wm we G mm em em o am e em mm wm em s em e e em wm o we

(1 hour)

Items as they appear in the‘In—Basket

5. Instructions
6. Blank memo paper, calendar, name tent, clips, etc.
7. Message from Marketing Director, Marlyn Waller

8. Three performance reviews by Goodwin on J.D., Pat and Chris. A
note requesting that they be filed is attached.

9. Envelope from Emerson with Administration Outline and note from
Emerson.

10. Goodwin's letter of resignation .

11. Computer software ad and memo from Senior Computer Editor, Everett
Carlson

12. Taped message from Bruce Farley

13. Taped message from Pat Ramirez

(30 minutes)

14. Interview

(15 minutes)

15. Action Report Form
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Appendix S

Administration Directions for First Pilot Groups

1. This is an individual exercise or simulation. You may take a
break for personal reasons any time, but please do not discuss the
in-basket with each other until you leave.

2. After the in-basket, you will be interviewed by two trained
student assessors from local universities. You will be given a
short form to complete.

3. Please do not discuss the in-basket with anyone else in your
organization who might be scheduled.to take the exercise in
February.

4. Please use the numbers assigned to you. Only I will have access
to these codes.

5. I will forward an individual analysis of your work to you alone in
a few weeks. I will schedule a discussion session on the exercise
after the February date. Your attendance at this is optional.

6. Once we begin, no questions will be answered. Use the information
you have at hand to make your decisions.

7. (Distribution of introductory materials. Reading of directions.
Five minutes later, show video through twice. The five minutes
gives the participants time to read the newspaper article and
organization chart.)

8. (Distribute in-baskets. Reading of directions. Participants have
one hour to complete exercise from this point.)

9. Fifteen minutes later: play the audio tape with these directions:

R ' )
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Appendix S (Continued)
You notice your answering machine is blinking. You play your
messages through twice.

10. Announce ten minutes to go at the appropriate time.
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Appendix T

Administration Directions for the Meret In-Basket

Qutline
Overview of Meret In-Basket and its Purpose
Items (Appendixes A-Q)
Scoring Key (Appendix W)
Administrative Directions
Meret Interview Form (Appendix TT)

Sample Dimension Sheet (Appendix HH)

. Sample Assessor Notes on Items (Appendixes Y, Z)

Action Report Form (Appendix V)

Assessor Training Manual (Appendix AA)

Scorers' Training Outline and Materials (Appendix FF)
Sample Comments for Participants (Appendix VV)

Materials Checklist
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Appendix T (Continued)
1. Overview of the Meret In-Basket and Its Purpose

The Meret In-Basket was designed for middle management level
participants to test their level of political awareness and ability to
respond effectively in a political situation. To set the stage, there
are several introductory materials providing a sense of the company:
an organization chart and a newspaper article about the merger of two
fictitious publishing companies -- Meret and Muse. Along with these
items, the participant receives a name card to place in front of their
work area and a short set of instructions. They are given the identity
of Chris Wallace, the manager of human resources at Meret Publishing
Company. The newspaper article gives insights into the vitality of the
company —-- it is an investment plum for Muse Internationmal. -

Then éhe participants are asked to watch a short video from a Muse
vice—président, Bryan Emerson. Emerson directs Chris Wallace and his
or her two peers, J. D. Ulrich and Pat Ramirez, to come up with a plan
to restructure the administrative function at Meret.

The participants now receive the actual in-basket items which
supposedly collected during the same day while Wallace was at a
conference. There are a few items and two envelopes in the in-basket.
From this point on, the participants have an hour to complete the
exercise.

The items in the in-basket all interrelate and the participants
must use their organizational chart frequently to follow the
characters' positions at Meret. Two messages are from people senior in

Meret to Chris Wallace. One envelope contains the written request

L —
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Appendix T (Continued)
Emerson explained to them and the other envelope, a set of performance
reviews. By the time the participants have read over these things, two
telephone messages are heard via a tape player. These last two items
add relationship issues to the scenario.

This is not a traditional in-basket seeking to test one's
planning, time management or writing skills. The Meret in-basket
represents a political environment and the successful completion of the
exercise depends on the participants' repertoires of political
behaviors. But even more importantly, its successful completion calls

for a political framework of analysis.
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Appendix T (Continued)

4. Administrative Directions (td be read by the administrator)
[Standarized verbal directions and procedures to be used after the
participants are settled and ready to begin.]

]. This is an exercise, also known as a simulation.

2. You will work aloﬁe and you may take a break at any time, but
please do not discuss the exercise with each other until the end
of the entire process. )

3. No questions will be answered once you begin. Use the informatiom
you have at hand to make your decisions.

4. [Discuss arrangements for interviews and the action report form.]

5. Please use the numbers assigned to you.

6. [Distribution of introductory materials. Read Background Informa-
tion Sheet aloud.]

7. [Start timing a five minute segment. Participants use this time to
read the introductory materials.]

8. [Five minutes later, show the video of Bryan Emerson through
twice, after saying these words: '"You have been called to view
this tape sent by Muse's vice-president, Bryan Emerson. You run
the tape twice."]

9. [Distribute the in-baskets. Read the Final Directions Sheet
aloud. Participants have one hour from this point to complete the
exercise.]

10. You have until ~— one hour to complete the exercise.

11. [Fifteen minutes into the hour, play the audio tape after saying

these words: "You notice your answering machine is blinking. You

S\
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Appendix T (Continued)
play your messages through twice."]

12. [Announce ten minutes remaining at the end of the hour. Collect
materials at the end as people finish and direct the first parti~
cipants finished to their assigned interviews. Some participants
may need an extra five minutes -- that is acceptable, but do not

give more time than that.]

3 -

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

%



204
Appendix T (Continued)
12. MATERIALS CHECKLIST
Table tents: Chris Wallace, Manager of Human Resources, Meret
Publishing Company
Pens, paper clips, extra paper
In-baskets
Video tape and recorder/monitcr
Audio tape and audio playback machine
Background information, organization chart and newspaper article
Red pens for assessors
Dimension sheets for assessors
Administrative Directions
Scoring key and scoring sheets
Feedback materials for participants
Action Report Forms

Meret Interview Form
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Appendix U

Meret Interview Form

1. What did you think of the Meret situation?

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)

4. What was the most challenging item and why?

sagand
-
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Appendix U (Continued)

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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Action Report Form

Now that you have completed the In-Basket, please answer the following
questions:

. What three words would you use to describe the situation at Meret?

2. Which three items requiring attention from Chris Wallace are the
most critical in this situation (Please write a #1 by the most
critical, a #2 by the next most critical, etc.):

L Message from the Marketing Director, Marlyn Waller
2. Three performance reviews on J.D., Pat and Chris
3. Emerson’'s Administration Outline
b Goodwin's letter of resignation
_;__5. Computer editor's memo about the personnel software
system
____ 6. Answering machine message from Bruce Farley
1. Answering machine message from Pat Ramirez
3. Which décision or action of yours as Chris Wallace was the most

outstanding? In other words, about which decision are you most
confident? Why?
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Appendix V (Continued)

4. About which decision are you the least confident? Why?

5. Did your professional background/experiences help you in any way
with the Meret situation?

6. Open comments on the Meret simulation exercise.

-
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Appendix W
Scoring Key

209

#1 Waller Message -- Request in person for assistance with an interview
and policy decision on transfer of personnel from Muse.

© 06 o o ©

Considerations

Waller is director of marketing for Meret
Waller stopped by C.W.'s office in person
Waller is quoted in newspaper article
Waller asks for policy suggestions on Muse transfers
Waller asks for help in setting up an interview

Rating Scale and Indicators of Political Behavior

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. Ooes not promote
self-interests or solve issue
at hand.

° pefers ta Muse's policy and
delays response

° Returns memo to Waller,
deferring policy decisions

9 Sees memo as unimportant
% Needs further information

° Sees request for transfer
only as a single request

° Waits; anticipating a layoff

° avoids influencing new policy;
"it isn't up to C.N."

° Does not want to look as
though he was "pirating”;
wants to protect self

Reproduced with permission of the copyright owner.

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 mader-
ate, often negative, political
assumptions. Relates items to
each other. Proactive. More
prescribed than discretionary
actions.

° Arranges interview details
through Mark or Cathy; dele-
gates recruitment function
appropriately

° Plans to meet Waller or
Emerson to discuss policy on
transfers

° Sees transfer of people from

St. Louis as a good way of
infusing new ideas and fresh
approaches

° Contacts applicant directly;
sees him as an alliance

o Reassures Waller; opens door
for relocations both ways;
cooperation

° (Some contact with waller
is minimm response here.)

" 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.

° Contacts Waller and Meret

president to establish transfer

policy; seeks alliance with
Meret president

° would talk with counterpart at
Muse regarding details for
influencing purposes

Meets with Waller for lunch to

discuss impact of merger and to

explore hidden agenda; seeks
alliance
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Appendix W (Continued)

#2  Administrative Outline —- This came in a sealed envelope from Emerson.
It is a two-page item containing four questions: 1. What would you do
formally to restructure the administrative function at Meret? 2. What
would you do informally? 3. How would you proceed? 4. Who would
you choose to report to me and why?

Considerations

These are the materials promised by Emerson in the video presentation
Emerson's video presentation gives the rationale for this outline
Emerson requires an immediate response .

Emerson is a senior V.P. at Muse who is responsible.for everything but
the editing function

Emerson attaches a post-it note to the outline claiming that C.W. is
his number one choice for the position

This is the most critical item in the in-basket

o o 0o O

(NOTE: This item is critical. For a 5 score, several behaviors in the High
column must be demonstrated, as well as behaviors in the Moderate
column. Also, if a participant fires Pat Ramirez immediately,
although that might seem to be a power stance to reduce an adversary,
the judges felt this act would be politically unwise in the Meret
situation.)

e . -
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211

Rating Scale and Indicators of Political Behavior

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
power resources of aone's self
or others. Does not promote
self-interests or solve issue
at hand.

Hedges; presents outline as
a draft only, more details
to come

Advacates little structural
change

o

States that only Meret should
report to Emerson

Avoids competition over
position with J.D., Pat.

Avoids confrontation with
others

Recommends someone else to be
coordinator; resits the
challenge of the new position

o

Sees note from Emerson as
confidence builder; no action

Maoderate
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
assumptions. Relates items to
each other. Proactive. More
prescribed than discretionary
actions.

9 Implements computer network
based on Carlson's memo

Aligns policy and procedures
with Muse; moves finance
under Muse V.P.

Plans to meet directly with
Emerson

o

Suggests regrading, retaining
and integration of certain
positions in administration

Q

Meets with Meret administra-
tive heads and Farley to plan

o vents feelings and discusses
roles with everyone to build
teamwork

° Eliminates managerial roles
from Goodwin's staff

feels that informal reporting
causes internal problems

o

Gives direction to 3.D., Pat
based on reviews

° Assumes role as coordinator;
moderate power displayed

o

Believes post-it note means
"He's in a position to make
it happen for me"

o

Suggests Pat may be an
undesirable employee

High

4 5

Goes beyond maderate levels of
behaviors 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.

° Notes that all three may have
received note from Emerson,
suspicious

<

Questions if Carlson or athers
"fit politically"

-]

Sees need for macro view of
Muse/Meret by all personnel

Generates a memo from Emerson
explaining changes; assumes
full power

Assumes higher level than
Goodwin's original position;
widens responsibilities of C.W.

Gives added vesponsibilities
to J.0. and Pat; gives equal staff
numbers to them

o

Meets with J.0. and Pat to discuss
restructuring and teamwork; form
alliance with Pat and legal
department

° Highlights own strengths and
others' weaknesses; trade off
tasks to J.D. for C.W. support

o

Needs to know who supports what
decision; "get them into my camp";
manipulate levels as you rise

Conceal fact that C.W. has insice
PR on J.D. and P.R.

o

Plans to work closely with
Coventry to keep track of opera-
tional needs
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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.

0 0o o 0o O

Considerations

Goodwin expresses confidence in each of the three managers
Goodwin indicates Meret's culture:
Goodwin sees Muse as a large bureaucratic structure
Goodwin announces staff increase to 425

family atmosphere and love of books

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 ahd Indicators of Political Behavior

Low

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
power resources of one's self
or others. Ooes not promote
self-interests or solve issue
at hand.

9 Does not respond to letter

(-]

Responds positively to
information but takes no
action; received overall
feel for situation

o

Sees need for more informa-
tion before fully develop-
ing plans

% Focuses on one item of
information only

o

Holds information until
organizational structure is
complete

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, politiecal
assumptions. Relates items to
each other. Proactive. More
prescribed than discretionary
actions.

° Issues memo to staff because

of effect Goodwin's announce-

ment will have on them

o Uses information in letter
for other items, especially
outline for Emerson

o

to Goodwin; takes action on
items

o

ment tasks to staff

o

Thinks C.W. may be Goodwin's
heir apparent

o

Saw clues as to how to move
up the "ladder”

o

Saw need to use the same
information as other
managers had

Writes letter of appreciation

Delegates payrol and recruit-

High

4 5

Goes beyond moderate levels of
behavior and actions. Exhibits
high level of political awareness
and ability toc 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.

8 Arranged retirement lunch or
dinner and exit interview for
Goodwin; family culture rein-
forced; future networking
insured

Explores reasons for retirement;
expresses concern that Goodwin
is avoiding corporate battles by
retiring

o

Shares strategic planning infor-
mation with Evans and Carlson

o

Sees political maneuvering and
ego involvement
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#4  Computer Senior Editor's Memo -- This memo supports Wallace's interest

in a personnel software system.

istrative improvements that have been made.

o o o0 o

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

It also praises Wallace for the admin-

Carlson shows interest in alliance about teleconferencing and network-

ing to St. Louis

of computerizing personnel system

Article on computer software relates to C.W.'s performance review goal

Computer publications are a chief growth area for Meret

Rating Scale and Indicators of Political Behavior

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 resgurces of one's self
or others. Does not promote
self-interests or solve issue
at hand.

% Writes memo to Carlson about
Muyse's requirements; misses
point entirely

o

Defers to J.D. for review;
unsure of who Carlson is

Focuses on educational worth
of Comshare course

wants more information; sets
aside; no response

o

Expresses concern about work/
information from somecne in
another department

Reproduced with permission of the copyright owner.

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
assumptions. Relates items to
each other. Proactive. More
prescribed than discretionary
actions.

Further action and research
on Comshare; desire to match
with Muse's system

(-]

Ask Carlson for names of
people to be trained

o

Wants Farley to see materials

Solicits information on
electronic mail

o

Assumes Carlson to be
"kissing up"

(-]

Thinks C.W. has "something
going" with this manager;
feels his information could
be an asset

High
4 5

Goes beyond moderate levels of
behaviors 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. Oisplays
ambition and desire for power.
Attributes strong political
motives to others.

o

Arranges lunch with Carlson to
"check him out"

Invites representatives from Muse
to discuss automated system

9 yses information in outline for
Emerson

S Saw memo as information for favor
exchanges from this department

o

Sees Carlson as important figure
in future organization changes;
builds coalition with him and
editorial group

Arranges meeting with Carlson and
others to discuss electronic mail
and networking/datalinking

° C.W. sees self as anead of J.0.
and Pat because of the contact
with Carlson and his position

Further reproduction prohibited without permission.
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#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

or Pat

Meret

Considerations

. Farley is a member of Pat's staff
Farley is confiding his concern about rumor with C.W.
Rumor indicates Emerson's request has been spoken about by either J.D.

J.D. is seen as rigid, not a communicator
Farley, as data processing supervisor, controls information flow in

Rating Scale and Indicators of Political Behavior

Low
1

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
power resources of one's self
or others. Does not pramote
self-interests or solve issues
at hand.

o

Sees message as unimportant

o

Ignores because Farley is
outside chain of command or
at a lower rank

° Plans to get back to him;
acknowledges message

° Takes no action

Puts Farley off until all
changes are in effect

o

Ignores information regard-
ing J.0.; does not relate
to performance review

-

Moderate
3

Takes action to solve immedi-
ate issue demonstrating influ-
ence and desire for pawer.
Exhibits some political aware-
ness and some range of politi-
cal behaviors. Makes moder~
ate, often negative, political
assumptions. Relates items to

" each other. Proactive. More

prescribed than discretionary
actions.

Views Farley's message as
‘support for self (C.W.)

(<]

Plans to call Farley so that
Farley can vent concerns;
C.W. to assess situation

° Plans to comment on Farley's
concerns; plans to "set
Farley straight"; gives facts
as they are

o

Feels message was "bad
politics" -- wants to know
more about what is going on
politically

Q

Keeps neutral with B.F. so
as not to fuel any more
rumors; withholds informa-
tion from him

[~]

Reassures B8.F. that he will
be with P.R., not J.D.

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 canflict or com-
petition with others. Displays
ambition and desire for power.
Attributes strong political

motives to others.

o

Seeks to gain information an
J.D.; sees Farley as source of
information on problems

¢ Uses information to reinforce
negatives about J.D., Pat

o

Requests advice from Farley
despite fact he is at a lower
level

o

Relates Farley's role to Com-
share and electronic mail; sees
him as a gatekeeper

o

Assumes political motives to

Farley, e.g., he wants P.R. pro-
moted so B.F. would move up; or
B8.F. is sabotaging J.D. for P.R.

o

“elt that P.R. had talked to B.F.
to put idea of rumor in B.F.'s
mind to feel out the thinking
process that was taking place
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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.

o 0 6 o O

Considerations

Pat is manager of the legal department, an attorney
Pat implies favors owed to hec by C.W.
Pat wants backing for the positicn

Pat presents her cace on senioricy and legal background

Performance rzview on Pat indicates her rivalry stance with others

Rating Scale and Indicators of Political Behavior

Low

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
power resources of one's self
or others. 0Does not promote
self-interests or solve issue
at hand.

° No response

o

Avoids any confrontation
with Pat

o

Ignores favors owed
statement

Sees request for support as
a weakness, "if you can't
make it on your own merits
and have to go begging, hat
in hand..."

o

Appeals to objectivity and
professionalism to handle
this

o

Refuses to make decisions
based on tradeoffs

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
assumptions. Relates items to
each other. Proactive. More
prescribed than discretionary
actions.

(-]

Relates message to Pat's
performance review

Plans to meet to preserve
long-range relationship

o

Sees Pat as potential aobstruc-
tion; mistrusts her; refuses
support; she may quit

Feels message is controver-
sial and seeks to explore
Pat's ideas

o

Seeks to explore "favors
owed" comment; resents it

° Meet with P.R.; focus on
positive to avoid fight

° Feels owing P.R. favar is
something to consider
depending on relationship
of mentor or peer

High

4 5

Goes beyond moderate levels of
behaviors 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 aveid conflict or com-
petition with others. Displays
ambition and desire for power.
Attributes strong political
motiveés to others.

Invites Pat to lunch to discuss
their bids for position; willing
to compete

Offers Pat compromise on other
situations that might arise; give

her more responsibilities as favor

o

Shares information with Pat as a
peer; negotiates; convinces

Uses message to build negative
case vs. Pat ; refuses support;

o

Requests give and take of support,
defines positions, lays cards on
table

o

Sees Pat as peer and important
ally
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Appendix W (Continued)

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

C.W. is the reviewer's signature

Reviews are dated 2/3/86 before the merger article
Each manager has growth areas to address

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

4 Excellent merger work

4 Excellent efficiency with day to day
a Needs interpersonal help from C.W.

C. Wallace

3% years service; staff of three

Streamlined administration

Macro perspective

Knows all stakeholder groups, both within and without Meret
Needs budget help

Poor typist

[ = -~ >
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Rating Scale and Indicafors of Political Behavior

Low Moderate High
1 2 3 4 . S

Fails to influence or take Takes action to solve immedi- Goes beyond moderate levels of

action to influence others. ate issue demonstrating influ- behavior and actions. Exhibits

Relies heavily on formal ence and desire for power. high level of political awareness

organizational structures. Exhibits some political aware- and ability to take appropriate

Avoids competition and con- ness and some rante of politi- action. Promotes one's self or

flict. Fails to see or use cal behaviors. Makes mader- group's interest. Influences.

power resources of one‘s self ate, often negative, political Dces not avoid conflict or com-
or others. Oces not promote assumptions. Relates items to petition with others. Displays
self-interests or solve issue each other. Proactive. More ambition and desire for power.

at hand. prescribed than discretionary Attributes strong political

actions. motives.to others.

9 Refuses to use any of this ° gxpresses suspicion about ° Conceals that C.W. has informa-
information, either positive receiving reviews; were they tion, but uses it to cover self
or negative, or both a "hidden agenda" from and for own purposes

Emerson, i.e., use to make a
¢ Moderate use only as back- stronger case for C.W.'s new ° Sees information as helpful

ground information to position to a political awareness
strengthen C.W.'s stand

° Takes time to assess strengths o attempts to confront Pat about

and weaknesses of each; managerial style expecting Pat
strengthens C.W.'s position might quit
° Would forward C.W.'s review to @ yses all information to sell
Emerson, withhold others self; focus on weakness of J.D.,
Pat
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Appendix X
Dimensions

1. Self-interest, Power: ambition and desire for influence, wanting

power (n power), the power motive, independence, dominance and
superiority. .

2. Coalition Building: alliances and coalition building with other

individuals and units, developing and maintaining a power base.
(Independent of the formal structure, éoalitions are explicitly
created by their members for a specific purpose. Coalitions must
act as a group, e.g., jointly signing a memorandum.)

3. Neutralizing Opposition: neutralizing or destroying stake-

holders, e.g., firing, ignoring, reprisals, blocking, attacking or
blaming others. (Scapegoating and blaming are usually reactive.
Proactive attacking is more personal and is usually geared toward

reducing competition with a rival.)

4. Gaining Support: gaiqing support from higher levels, aligning
with powerful others, clearing the investment with the immediate
boss, ingratiating oneself with one iﬁ authority, praising, estab-
lishing good rapport and touching bases.

5. Use of Information: using informatiom as a political tool, e.g.,

withholding, distorting, using information to overwhelm others,
outright lying or falsifying in some instances, using selective
disclosures or innuendo, whistleblowing and overwhelming the tar-

get with data to obscure a piece of information.
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Appendix X (Continued)

Using Resources: using material and physical resources, accessing

information, securing personnel assignments, equipment or space as
political tools. Also, collecting data, garnering real or symbo-

lic resources to support one's position.

Exchanging Favors: exchanging favors, horse trading, developing
quid pro quo deals, making payoffs in exchange for support, and
performing services or favors to create obligations.

Outside Activity: talking with a counterpart from another organi-

zation or engaging in outside professional activity.

Bargaining, Compromising: bargaining, negotiating, compromising,

usually with regard to issues and policies.

Sense of nganization:' stakeholder sense/analysis, understanding

organizational dynamics and the macroview, and knowing the gate-

keepers and power centers.
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Appendix Y

Sample Assessor Notes on Item _
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Appendix AA

Assessor Training Manual

DOCTORAL RESEARCH PROJECT

GLORIA E. BADER

Assessor Training Manual

January 1986
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Appendix AA (Continued)

Training Session for Student Assessors

Agenda........ Ceeceacaan craeeenas et evereanans et eenencnanaes 2
List Of Student ASSESSOTS.e..eeccecssctossacossaasnas ceeessancann 3
Times, dates, place of interviews, maps, parking tickets......... 4

Research information

a. Abstract and design summary...... cesesesesseseeuscscranees 5-9
b. Assessor roles and APA Guidelines.....c.cceevencaeana. ~...10-ll
c. Confidentiality.eeeeesicessorionoeenenasosncaacasosnonnnnns 12
d. Ethical Statement.cciieecssacecncsnsssncassasosncsancasacansss 13
e. Interrater reliability checks.......... chearc it 14

Definition of political behavior............cco0.ue eiesesaaaans 15
Dimensions of political behavior.....coeieeveeenss e ee. 1617
Interview techniques and guidelines..........cvee.. cecens ... 18-19
Semi-structured interview form - Meret Interview Guide....... 20-21
Action Report FormM....ccoteeeneeencnccsnscnneacceacssnncnacans 22-23
Evaluation..cuiieereroseesossssssoossonasnancssanas Ceeeiensaeana 24
In-Basket Materials.....oueieeeseseaneeseneasenceancanoancaasaanoss 25
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Training Session for Student Assessors

1. ‘Agenda
2. List of student assessors
3. Times, dates, place of interviews, maps, parking tickets
4. Research information
a. Abstract and design summary
b. Assessor roles and APA Guidelines
c. Confidentiality
d. Ethical Statement
e. Interrater reliability checks
5. Definition of political behavior
6. Dimensions of political behavior
7. Interview technique and guidelines
8. Semi-structured interview form — Meret Interview Guide
9. Interview summary sheet
10. Action Report Form

I11. Evaluation
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Appendix AA (Continued)
MERET SIMULATIONS

Tuesday, January 21, 1986
9:30 a.m. - 1:00 p.m.
University of San Diego, Manchester Center
Room 206A
Lunch will be provided.
Maps and parking tickets are attached
Monday, February 24, 1986

5:00 - 8:00 p.m.

Main Conference Room - Enter off Main Lobby

Supper will be provided
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ABSTRACT

As educational leaders, it is important to recognize and under-
stand the levels and complexitiés of political behavior. We must learn
to value political activity. Conéequently, the objective of this re-
search is to design an instrument, in the in-basket simulation format,
which measures the amount, type and occasion of an individual's politi-
cal behavior. Furthermore, the post in-basket interview will examine
individuals' underlying reasons for acting or not acting in a political
manner. The instrument will test the theories about politics in organ-
izations.

The in-basket's éonstruct is threefold: a composite definition of
political behavior; a typology of political behavior; and the body of
soéial exchange theory which includés power considérations. The re-
searcher will collect critical incidents related to political behavior
and draw upon case studies to design the in-basket. Two pilot groups
will participate in the in-basket and generate responses to establish a
scoring key. Expert judges experienced in organizational politics will
then organize a behaviorally anchored scoring key. Instructions, the
interview format .and administration procedures will be standardized.

In short, every effort will be made to produce a valid and reliable

instrument for measuring and interpreting political behavior.

i
2
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Understanding Individual Political
Behaviors in Organizations:
Instrument Developmenf and Validation

Statement of the Issue

Organizational politics impacts decision making, leadership, implemen-
tation, change and individual effectiveness. Although generally acknowl-
edged as a reality of organizational life, political behavior is little un~
derstood and certainly a highly sensitive topic (Porter Allen & Angle,

1981). Scholarly literature decries the paucity of empirical research in
organizational politics .(Farrell & Peterson, 1983; Frost & Hayes, 1979;
Madison, Allen, Porter, Renwick & Mayes, 1980; Porter et al., 1981).

A strong theoretical and empirical base is required from the nontradi-
tional approaches to.organizations. Alternate paradig.s, like the political
one, can explain and assist organizations in ways the dominant rational
approach cannot. The rational model emphasizes logic, order and goal-
directed behavior that is predictable. Since its explication by Weber,
Taylor and Fayol, this approach to organizational life has been so pervasive
that other models need the sling and courage of a David to defeat the
Goliath. But actually, defeat is not the purpose; complimentarity is.

For several reasons, it is important that educational leaders recognize
and understand the levels and complexities of political behavior. For exam-
ple, in today's global society, the cross-cultural nature of political be-~
havior must be recognized (Dexter, 1976; Frost & Hayes, 1979). Also, new

leadership theories demand political skills of leaders (Burns, 1978; Hickman

-6~
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& Silva, 1984; Lindblom; 1980), and holistic views of policymaking and im-
plementation give significant weight to political behavior (Allisom, 1971).
Tushman offered, "As organizations become more complex internally and as the
change rate of technical and economic environmeﬁts increases, the internal
dynamics of organizations must be understood. The importance of a political
perspective is then accentuated" (1977, p. 214). The requirement for poli-
tical savvy is stronger than ever before.

The objective of this research is to design an instrument that will ex-
plore political behaviors. This instrument will be developed, validated,
tested and examined for feliability. It will contribute to the very scarce,
if not empty, pool of organizational political behavior assessments and it
will facilitate quantitative and qualitative research.

An unstructured situational test in the in-basket format will be to
simulate a dilemma that may or may not evoke political behavior from the
participants. Its purpose is to quantify, describe and understand indivi-
duals' political behavior in organizations. As a simulation, it will pre-
dict a berson's ability to participate in political activity because, as
Frederiksen stated, the in-basket "provides an opportunity for the examinee
to display spontaneously certain response tendencies which comprise a part
of his 'personality'" (1966, p. 107). The in-basket format serves all the
requirements of this research.

The in-basket will comprise 10-12 items: memos, letters, taped tele-
phone conversations, financial statements, involves, drafts of policies, and

a short videotaped meeting. These items will be designed and integrated

-7-
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Appendix AA (Continued)
based on critical incidents of upper management and the literature on power
and politics. From the response of two pilot groups of I5 people each who
will take the in-basket, eipett judges will develop a scoring key of behav-
ioral anchors. The judges will also identify the considerations important
to each in-basket item and weight the items according to priority and
organizational impact.

In addition, a multiple-choice form to be used as a post—-test will be
constructed. Known as the action report form (Kesselman, Lopez & Lopez,
1982), this instrument and a semistructured interview will allow triangula-
tion of all data collected (Guba & Lincoln, 1981).

Construct validity of the in-basket will derive from three theoretical
bases: a clear definition of political behavior as summarized by Porter et
al. (1981), an excellent typology of political behaviors recently formed by
Farrell & Peterson (1982), and the body of social exchange theory which in-
cludes power considerations. Content validity will be founded upon careful
construction of incidents, materials and the scoring key. Predictive and
concurrent validity can only be achieved through time and simultaneous test-
ing, respectively, and are inherent limitations of instrument development at
its origins. Reliability will be checked through numerous procedures such
as interrater correlation and standardized assessor training.

A few years ago, Porter et al. (1981) remarked that the study of organ-
izational politics was in its infancy. Of the several factors that comprise
the activity of organizational politics, the belief system, motives, and

personal characteristics of the political actor are indeed critical. The

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



230
Appendix AA (Continued)

questions arise: Who is the political actor? Who has the propensity to en-
gagé in political behavior? When? . Why? Are some factors more important
than others? Not only are the answers to these questions underpinnings to
research on political behavior in organizations, but also, the answers may
serve as a hueristic device aiding the understanding of political leadership
and the political education of organizational members. The post in-basket
interviews of the participants will yield rich qualitative data addressing
these questions.

The entire process of the development and validation of the in-basket
will be rich in support of the theory of political behavior in organiza-
tions. The key individuals who will be asked to solicit participants will
have their own understanding of political behaviors. ‘The assessors will im-
prove their understanding of the issue through the training, the integview—
ing, and the scoring of materials. The subjects themselves will upgrade
their level of political awaremess and, in turn, expand their repertoiries
of political tactics. All of these secondary outcomes of inétrument devel-
opment will be reported in the findings of the research.

The research effort should contribute to the development of future
leaders, to the future of research about political activity in organiza-
tions, to the history and study of the in-basket as an instrument of great

potential and adaptability, and to individual political assessment on many

levels.

E ’ °
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ROLE OF STUDENT ASSESSORS
Student assessors assist in interviewing the In-Basket partici-
pants, writing a summary of the interview, recording behavioral re-
sponses, marking the Action Repoft Forms and, in some cases, marking
the In-Baskets.
It is important for the student assessors to be objective, neu-

tral, and highly confidential with the data.

-10~
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Appendix AA (Continued)
APA PERFORMANCE STANDARDS FOR ASSESSORS
a. The ability to recognize, observe, and report the behaviors mea-
sured in the center.
b. The ability to classify Sehaviors into the appropriate behavior or
skill.

Some measurement is needed indicating that the individual being
trained has the capability of functioning as an assessor. The actual
measurement of assessor performance may vary and could include data in
terms of (1) rating performance, (2) critiques of assessor reports, (3)
observation as an evaluator, etc. It is important that assessor per-
formance is evaluated to ensure that individuals are sufficiently
trained to function as assessors, prior to their actual duties, and
that such performance is periodically monitored to insure that skills
learned in training are applied.

Each organization should prepare to demonstrate that its assessors
can meet minimal performance standards. This may require the develop-
ment of additional training or another action for assessors not meeting

these performance standards.

-11-
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_ Appendix AA (Continued).
CONFIDENTIALITY
Numbers will be assigned to each In-ﬁasket participant for all
data collection purposes. Only the research leader will have access to
the names/number key. Student assessors are required to sign an ethi-

cal statement about confidentiality.

7l
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ETHICAL STATEMENT
(for Assessors)
I agree to the professional standards outlined by APA Guidelines
for this research project and I promise to maintain confidentiality re-

garding the data collection and interviews that I conduct.

(Signed)

(Date)

F
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INTERRATER RELIABILITY CHECKS
Two assessors will be assigned to interview one participant. For
reliability purposes, both assessors must agree on the interview con-
tent. Both assessors will sign the interview summary sheet.
Two assessors will mark 15 In-Baskets separately and a statistical

test to ascertain correlation of scores will be conducted.

-14-
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DEFINITION OF ORGANIZATIONAL POLITICAL BEHAVIOR

1. Social influence attempts which can be obligations and resource
exchange;

2. That are discretionary (i.e., that are outside the behavioral
zones prescribed or prohibited by the formal organization);

3. That are intended (designed) to promote or protect the self-
interests of individuals or group; (units); and

4. That threaten the self-interests of others (individuals, units).

~-]1E-—
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Appendix AA (Continued)
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.

2. Coalitions, building alliances with other individuals and units,
developing and maintaining a power base.

3. Neutralizing or destroying stakeholders, e.g., firing, ignoring,
reprisals.

4. Gaining support from higher levels, éligning with powerful others.
Clearing the investment with the immediate boss.

5. Withhoiding information.

-16-
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6. Using material and physical resources, access to information,
securing personnel, equipment or space.

7. Exchanging favors, horse trading, payoffs in exchange of support.

8. Talk with counterpart from another organization; outside profes-
sional activity.

9. Bargaining, negotiating, compromising.

10. Stakeholder sense/analysis/ knowledge of organization.

—
3
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INTERVIEW TECHNIQUES AND GUIDELINES

There are many kinds of interviews, such as: job, informationm
gathering, biographical. The interviews for the In-Basket participants
fall more.into the information gathering category. The purpose of this
interview is to offer the participant the opportunity to more fully ex-
plain decisions and to establish the degree of the participants' under-
standing of the characters and the problems in the exercise (Griffiths,
1979) .

The interview for this research will combine an Action Report Form
and a semistructured interview. The richness of these interviews will
attest to the motives of the political (or nonpolitical) actor. Ethi-
cal dilemmas will surface and reasoning processes will emerge. The
valuable quantitative results of the Action Repor£ Form, plus the
colorful reflections of the more open interview, will complement each
other.

Be sure to follow these guidelines:

1. Introduce yourself. Relax the participant by saying
something like: '"Well, now Chris Wallace can talk to us
about how his/her day went!" or "This is a short inter-
view to let you tell us what you thought about Meret,
Chris, and why you did what you did. It will only take
a half hour."

2. Explain the role of two assessors. "In order for us to
be objective about this interview, the two of us must
agree and keep each other on target!"

-15-
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Appendix AA (Continued)

Follow the interview format. Take notes.
Use probe questions, such as: ''Tell me more about how
you came to that decision," "What was that like?" "How,"
and "Why that choice?"
Repeat or summarize certain statements, "You had many
worries about Pat..."
Watch for non-verbal clues and probe. "You seem to be
excited about the chance to be the top person."
Maintain eye contact. Encourage openness via a nod or
short interjection.
Avoid agreeing or disagreeing with decisions. Maintain

neutrality, yet encourage opinions.

- End the interview with a note of thanks. Remind the

participants to complete the Action Report Fofm before
they leave, if they have not already done so.
Remind the participants that they alone will receive the

summary of their results.

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



241
Appendix AA (Continued)
MERET INTERVIEW GUIDE

1. What did you think of the Meret situation?

2. How did you approach the In-Basket? (Sort, sequence)

3. What was the most challenging item and why?

4., What experiences and strengths did you bring to the situation?
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Appendix AA (Continued)

5. How willing were you to make a decision based on the information
at hand?

6. Do you think you, as Chris, would have an impact on the organiza-
tion?

7. Go through each item, be sure you understand what the participant
did, make marginal notes when necessary, probe for reasons deci-
sions were made.

-21-
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Appendix AA (Continued)
MERET IN-BASKET ACTION REPORT FORM

Now that you have completed the In-Basket, please answer the following
questions:

1. What three words would you use to describe the situation at Meret?

2. Which three items réquiring attention from Chris Wallace are the
most critical in this situation (Please write a #1 by the most
critical, a #2 by the next most critical, etc.):

____l; Message from the Marketing Director, Marlyn Waller
2. Three performance reviews on J.D., Pat and Chris
3. Emerson's Administration Outline
4. Goodwin's letter of resignation
5. Computer editor's memo about the personnel software
system

____ 6. Answering machine message from Brucé Farley

7. Answering machine message from Pat Ramirez

3. Which decision or action of yours as Chris Wallace was the most
outstanding? In other words, about which decision are you the
most confident? Why?
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Appendix AA (Continued)

4. About which decision are you the least confident? Why?

5. Did your professional background/experiences help you in any way
with the Meret situation?

6. Open comments on the Meret simulation exercise.

s
i

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



245
Appendix AA (Continued)
Evaluation

Background Information

Dimensions

Meret In-Basket

Materials

Interview Practice/Techniques

January 21 and February 24

Interviews

Forms

Format

~2—
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Appendix AA (Continued)
MATERIALS FOR MERET IN-BASKET
(10~15 minutes)
1. Background Information
2. Meret organization chart

3. Newspaper clipping about merger

(5 minutes)

4., Video - Bryan Emerson's announcement

— e e e em o An em e e wm e e mm e wm em e mm mm e em em e e wm em em e em e e wm wm e w=

(1 hour)

Items as they appear in the In-Basket

5. Instructions
6. Blank memo paper, calendar, name tent, clips, etc.
7. Message from Marketing Director, Marlyn Waller

8. Three performance reviews by Goodwin on J.D., Pat and Chris. A
note requesting that they be filed is attached.

9. Envelope from Emerson with Administration Outline and note from
Emerson.

10. Goodwin's letter of resignation.

11. Computer software ad and memo from Senior Computer Editor, Everett
Carlson.

12. Taped message from Bruce Farley

13. Taped message from Pat Ramirez

- o wm wm em mn e am em e wm m wm wm e am e m e mm e wm wm G em em wm wm e em e e - =

(30 minutes)

14. Interview

- et me wm mm e mm e o mm wm em wm s wm mm es mm e am e wt em e me em we wm em ms mm = e e = =

(15 minutes)
15. Action Report Form

-2c-
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Appendix BB

Assessor Correspondence: Explanation of Research

December 11, 1985

Dear
You recently expressed interest in my doctoral research project by volun-
teering your time and energy for a number of hours. Before you fully com-
mit yourself to this endeavor, I thought you would like some details. For
example, this is what I would need you to do: ’
1. Attend one of two training sessions at
Monday, January 13, 1986 4:00 - 7:30 p.m.
or
Wednesday, January 15, 1986 12:30 - 4:00 p.m.

(The agenda of this training session is attached.)

2. Conduct interviews of managers and perform various data collec-
tion tasks on two dates:

Tuesday, January 21, 1986 9:30 a.m. - 1:00 p.m.
Monday, February 24, 1986 5:00 -~ 8:00 p.m.
(Both sessions at Corporation.)

3. (Only four students will be needed for this task). Mark 15 In-
Baskets over a week's time with the use of a scoring key.

February 6~13, 1986 or March 3-10, 1986
(This task can be done at or elsewhere.)

4. Participate in evaluation of tasks and materials of items #1
through #3.

By now, you are asking yourself the purpose of this project, what is in it
for you, and why should you get involved. I will address each concern and
then ask you to call and let me know your decision about participation.

T

Y
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The purpose of my doctoral research project stems from the interest I have
in developing leaders. Throughout my coursework at the University of San
Diego, I have devoted specific attention to the political theories and
skills essential to leadership. Because of the dearth of models, applica-
tions and experimental research on the topic, I decided to develop an in-
strument that could be used for future research, as well as for individual
training in political skills. I chose the In-Basket instrument because of
its projective capabilities and high face validity.

The design, development, testing and validation of an instrument is a com-
plex dissertation topic in and of itself. Your assistance in the project
is part of the internal validity process.

What is in it for you and why get involved are important concerns. I'll
proceed from the bottom to the top of Maslow's hierarchy of needs to answer
these questions. -

1. You will be served lunch or supper at the training and data
collection events.

2. You will have a safe, comfortable environment for the project and
free parking.

3. You will meet and work with ten to twelve students from several
universities who are interested in leadership, psychology and
political behavior. You will meet and interview middle managers
from numerous organizations in San Diego.

4, You will gain experience, a solid resume item, a letter of recom-
mendation, academic credit (if applicable to your study program),
and specific assessor skills. Your performance as an assessor
will be evaluated.

5. Self-actualization is impossible to promise, but your enjoyment
of the project and the sense of achievement you will have upon
its completion could lead in that direction.

I would appreciate a call from you as soon as possible so that I can pro-
ceed with the organization of the research project. ( , extension

). In the meantime, best of luck to you as you end the quarter or
semester. I look forward to hearing from you.

- Sincerely,

Gloria E. Bader

GEBlst

3
;
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Agenda of Training

(Introductions)

1. OQutline research methodology and student assessor roles.
2. Preview In~Basket simulation and behavioral dimensions under study.

3. Review interview techniques; conduct In-Basket interview using a semi-
structured format; video practice.

4. Examine hata collection techniques and materials, such as:
Action Report Form
Interview Summary
Inter—-rater reliability checks
Recording gf responses for panel of judges
5. Evaluate assessor training manual and procedures.
6. Demonstrate scoring of In-Baskets.

7. Evaluate assessor training.

Schedule
Monday, January 13, 1986

4:00 - 7:00 p.m. at

or

Wednesday, January 15, 1986

12:30 - 4:00 p.m. at

Please indicate which session you will attend.

?,..A
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Appendix CC

Assessor Correspondence and Materials (after first pilot group )

February 3, 1986

Dear

You did a fine job interviewing and collecting data for the Meret
in-basket. The overall results are fascinating. All varieties of
political behavior were displayed.

I've enclosed some Xerox samples of especially good materials you
produced: interview summaries, index cards and dimension sheets.
Please look them over before the 24th. I will make minor adjustments
in the in-basket, e.g., add Carlson to the organization chart and make
a clear note on the performance reviews. Also, several of you sugges-
ted going through the items at the beginning of the interview rather
than the end. I will revise the interview sheet appropriately.

Another topic: 1if you are interested in being part of 0.D. Net-
work and would not mind helping with registration at events, please
call at . The first event is an all day seminar on
February 27th at the Atlantis. I will send you the announcement as
soon as it is printed.

The last in-basket session is here at on Monday, February
24th. You can come to the main lobby at and the security guard
will show you into the conference room. You need to be here by 5:30 at
the latest. I would suggest that you come earlier to avoid traffic
delays and to give yourself time to collect your thoughts. I expect
the interviews to start at 5:30 p.m. We will have 18-20 people this
time, so some of you may do three interviews. It will be important to
keep to a half hour for the interviews to keep things moving. Lastly,
I will have refreshments and supper set up for you.

Again, I was pleased and impressed with your work as assessors.
It will be easy to recommend each of you. Good luck with your classes.

Sincerely,

Gloria E. Bader

GEBlst

——
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Appendix CC (Continued)
Welcome!
Here are materials for review and use this morning.

1. 3 Performance Reviews of the In-Basket. (These items were
not complete during your training.) :

2. Interview Questions - several copies
3. Red pen for marginal notes on items

4. Dimension sheets for data transcribing
5. 3x5 cards for item recording

6. Revised Assessor list

7. Evaluation sheet for Assessors

A. After your interviews, take the raw data from the In-Basket and the
interview and "translate" that onto the dimension sheets.

B. Take the essence of each In-Basket item and transcribe that onto
a 3x5 card.

C. Confer with your interview partner on all notes, 3x5 cards, dimen-~
sion sheets, etc. Both interviewers must agree on the recording

and analysis of all materials.

D. Be sure to keep each person's materials together in the original
envelope.

When this is complete, we will discuss and evaluate the entire process
thus far.

1,000 Thanks for an outstanding job!
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Meret Interview Form

. at did you think of the Meret situation? .
T T Ayt
A«uwfw M&”"f" ’ '
/ : ‘/MWJ‘L/,«; % %4{47‘4’7“4
- Yeare ,W,WW‘M

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)

(St it

4. What was the most challenging item and why?
clovnp_ Wt Tl daspl
- wﬁ‘a; e W/f’ Y N
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Appendix CC (Continued)

5. What experiences and strengths did you bring to the situation?

w (74.1 Sﬁ/z/z74_

MMA-W

6. How willing were you to make a decision based on the information at
hand? i ) .
. R, Ly a 7%//"%/ S‘z
/7 haot 10 /wxd.éz o~
Aoty .

7. Do you think you, as Chris, would have an impact on the organization?

wagwu
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Appendix CC (Continued)
DIMENSIONS

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.

NIKANON
oEert WANTED THE POKITION AS NEN mn.ec—:oa_. oF ADANL
(w\-\%‘z& PAT WAS "GETEr. ¥o IT OR NOY'!

TMPNANTED PALTILIPATIVE- MANAEEMENT ,  SRALL WANLH Ctyais
WAS, PERCENED 0 HBWE ~ NOT AN € PHABIS ON FONER O CosTroL .

P IS AS BAVING FEWER, "SHORTRALLS ' 00 WEAKNESREY
THAN PAT O Q-D.

2. Coalitions, building alliances with other individuals and units, devel-
oping and maintaining a power base. .
pol.‘g NOT Ses :A.:_wygls :\EW AS AN PPOLTUANTY T BUILD chaus's PouER
LAGE , THOUGATT TT “O\ST OF PLCE"
NO RESAONKE TO WAL, AT AL - e aNOnS —
WD SEE- (OMSHRARE mEmO K5 f CHNCE 10 ER LA
|UILD SONETHNG BGETHEL - :
3. Neutralizing or destroying stakeholders, e.g., firing, ignoring, repri-
sals. WILLING T0 WORK. UITH PAT, auT NT HELP e .
AN PERTFORMONCE APPRANSAL AG MOXT | MPOIITANT (TEMS , RUT
TELT ONCOMFNUTRBLE W M I ANING WERIDE INFORMAAON ON
PEERS —KePT SAYINE, BUT o WOULDN'T OrDI NIy Have WS
IEOA O TENDED T SBVUWE PAT MORE AN 3-D-
CLEAL AT THE wmnres;'s;e—s OF THE COMPETVTIAD) 3 LSED 1T,
BUT UAS UNCOMFIRTABLE W. 11 -
DI\D NUT ADNOCATE AAMING YERSONNEL ~ INSTEXAD, PROPED 'a«gwommu
4. Gaining support from higher levels, aligning with powerful others. "'%ﬁ:‘ow_
Clearing the investment with the immediate boss.

A TUE MotT CUAULENGING—TTen AS The RESPINES O N-P RRUCE -
PLACED PRIOIRUTY OGN YT,

TOOK. GOOOWIN OUT T0 LUNCH O TWAnK MM § GET MOoLe
INFO. ABOUT ROw merer WOULD && afFFected

OID oY QMDECETAND EMERSON'S POSITON, TEAT CONFUSED AROI Hr§
ACTUAL FUNGTON (MISSED s 1M POZTTanT DETAHL IN T INSTROCTIONS )
Withholding information.

UANTED T DESSIM\NATE [NFO, GIVE GLOBAL P\CTULE
T AW, THE MACRONIEW

retr 86 LWASAH GIVEN eNOlGH INFO -
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Appendix DD

Assessor Correspondence: Appreciation

March 26, 1986

Dear

Thank you very much for your participation in my doctoral research pro-
ject. You were a key factor in its success. You received three hours
of assessor training and practiced interviewing as well. You then
assisted with interviews of middle managers. Your synthesis of the
data was excellent. The managers were pleased and impressed with the
thoroughness of your interviews.

I would like to invite you to an open discussion of the Meret in-basket
on April 8 at 3:30 p.m. The managers who participated in the session
have been invited as well. The purpose of the meeting is to give the
managers the opportunity to respond to the feedback- they received. The
session is optional, but I expect eight to ten individuals. You might
be interested in hearing their comments. Plus, you may enjoy learning
the results of the project and the preliminary conclusions. The
session will be here at Corporation -- the . I plan to end
by 5:00 p.m.

Attached is a possible resume item you may want to use in the future.
In the meantime, best of luck in your studies and your career prepara-
tions. :

Sincerely,

Gloria E. Bader

GEBlst
Attachment
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Resume Item:

Research Assistant

Participated in a doctoral research project on political behavior in
organizations. Trained as an assessor. Interviewed middle managers
and evaluated written data. Synthesized all data into ten dimensions
of political behavior. Evaluated project. Marked in-basket responses

of sample group using a scoring key and a range of effective political
behaviors. '

g?“ o
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Appendix EE

Scorers' Training OQutline and Materials

l. Review the definition of political behavior from Training Manual
(Appendix AA, p. 15).

2. Review.the dimensions of political behavior (Appendix X).

3. Study the ranges of effective political behavior (Appendix W).

4. Become familiar with the scoring key (Appendix w.

5. Use a scoring sheet for each participant (Appendix SS).

;-
=
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Appendix FF

Scorers' Training Outline and Materials (Revised)

[In addition to items #1-5 in Appendix CC, these points were added to

the scorers' training.]

6.

Use the index card item summaries for items 5 and 6 in the in-
basket.

Refer to the NOTE in the scoring key for the Administration
Outline (Appendix W, page 2).

Do a preliminary marking of in-baskets # 18, 22 and 5 and then
compare your scorers with the researcher's scores (Appendix UU).
Refer back to the descriptions (ranges of effective political
behavior) for your ranking decisions.

Keep in mind the role of the administrator of the simulation (the

researcher) to resolve unusually difficult scoring problems.
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Appendix GG

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 I share the results generally and specifically with you, I 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.

£ . .
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Methodology

The in-basket was first used as a selection and testing instrument over
30 years ago by the Educational Testing Service (ETS) in cooperation
with AT&T. Today, it is still incorporated into assessment centers as
a principal exercise to determine a managerial candidate’'s skill in
planning, organizing, controlling and delegating.

I followed the guidelines established by the ETS to develop the Meret
in-basket and based the situation on case studies of mergers and the
power struggles that are typical in uncertainty. My goal was to pro-
vide a situation that would evoke political behavior, decisions and ac-
tions.

As a simulation, the in-basket is a predictor of one's behavior. If
you tend to think and act politically, you would respond similarly in
the Meret situation and conversely, if you do not view organizational
change and activity within a political framework, you would use other
models to make your decisions, such as: rules and regulations, chain
of command, finance or cooperation.

Since political behavior is considered more critical as one rises in an
organization, I concentrated on the middle manager level for the sample
group. You were managers, directors, associate deans, chief adminis—~
trators or comparable military ranks. All types of public and private
organizations were represented: government, military, education, aero-
space, finance, health, retail and manufacturing. There were 33 parti-
cipants in the total sample group.

Other methodological considerations include: the interviews, the ac-
tion report form, the use of several readers and scorers, testing for

internal item and interrater reliability.

Scoring Results

From your two hundred responses to the Meret situation, a scoring key
was built on a range of effective political behavior. A sample page
from the scoring key is included in these materials. A panel of expert
judges who were higher organizationally than the sample group and ex-
perienced in organizational politics reached a consensus on the scoring
key and weighted and ranked the items on their criticality. Finally,
two independent scorers marked each in-basket and their scores were
averaged and adjusted to a l00 point scale.

The ranges of effectiveness were built on this definition of political
behavior.

Political behavior in organizations is:
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1. Social influence attempts which can be obligations and re-
o source exchange; :

2. That are discretionary (i.e., that are outside the behavioral
zones prescribed or prohibited by the formal organization);

3. That are intended (designed) to promote or protect the self-
interests of individuals or groups (units); and

4. That threaten the self-interests of others (individuals,
units).

Generally, if you scored low in effectiveness, you tended to ignore,
hold or wait for information in the Meret situation. More critically,
you avoided any competition or conflict which was seen as ineffective
in this situation. In fact, political effectiveness seems to thrive on
vigorous and health conflict.

If you scored moderate on effectiveness, you assumed some power, faced
opposition and made good organizational decisions. The high score in-
dicated political awareness and a wide range of political behaviors.
Here is a description of low, moderate and high.

Rating Scale and Indicators of Political Behavior

Low Scores 20-46
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. Oces
not promote self-interests
or solve issue at hand.

Moderate Scores 47-73
3 4

Takes action to solve immediate
issue demonstrating influence
and desire for power. Exhibits
some political awareness and a
limited range of political be-
haviors. Makes moderate, often
negative, political assumptions.
Relates items to each other.
Proactive. More prescribed
than discretionary actions.

High Scores 74-100
5

Goes beyond moderate

. levels of behavior

and actions. Exhibits
high level of politi-
cal awareness and
ability to take appro-
priate action. Pro-
motes one's self or
group's interest. In-
fluences. Does not
avoid conflict or
competition with
others. Displays
ambition and desire
for power. Attributes
strong political
motives to others.

Your score is = . This number is based on a 100 point scale based on
the importance of the item and the range of effectiveness you received

A
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Appendix GG (Continued)

by the scorers. The sample group had a range of 21 to 89, with approx-
imately one third in each range.

Dimensions

Based on the literature, there are varieties or types of political be-
havior sometimes termed dimensions or competencies. In the first sam—
ple group, I looked for eleven types of political behavior throughout
the simulation and the interview. Since there was no evidence of use
of deceit in either sample group, I combined this dimension into the

‘use of information one. In the list of dimensions, the item numbers

refer to the seven in-basket problems.

Weights assigned by judges

Key to item numbers to total 100 points
1. Waller Message 14 points
2. Administration Qutline 40 points
3. Letter of Resignation 15 points
4. Computer Memo 12 points
5. Farley Message 8 points
6. Ramirez Message 5 points
7. Per formance Reviews 6 points

Here are the ten dimensions:

1.

Ambition and desire for influence and power (n power). Power
motive. Independence, dominance and superiority. The Admin-
istration Outline best indicates this dimension. Items: |1,
2, 3, 4, 5, 6, 7.

The effective manager usually wants influence and power (n
power). He or she chooses positions of influence and active-
ly seeks them out.

Coalitions, building alliances with other individuals or
units, developing and maintaining a power base. Independent
of the formal structure, coalitions are explicitly created by
their members for a specific purpose. Coalitions must act as
a group, e.g., jointly signing a memorandum. Waller's and
Carlson's contacting Chris Wallace provide opportunity to
exercise this dimension, as does the Farley message. Items:
1, 2, 3, 4, 5, 6, 7.
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3. Neutralizing or destroying stakeholders, e.g., firing, ignor-
ing, reprisals, blocking, attacking or blaming others.
Scapegoating and blaming are usually reactive. Proactive
attacking is more personal and is usually geared toward re-
ducing competition with a rival. The telephone message from
Pat Ramirez and her performance review could demonstrate this
dimension more than any other items. The judges, though,
strongly agreed that to immediately fire Ramirez would be a
mistake. Items: 2, 5, 6, 7.

On occasion, the effective manager must take a strong stand
with others who directly or indirectly oppose his or her
self-interests/group interests. (Other approaches such as
bargaining or coalition building are or have been ineffec-
tive. Some tactics within this dimension may be illegitimate
or unethical, e.g., threats or reprisals.)

4. Gaining support from higher levels, aligning with powerful
others. Clearing the investment with the immediate boss.
Ingratiation. Praising and establishing good rapport.
Touching bases. The Outline and Goodwin's letter of resigna-
tion offer examples of this dimension. Items: 1, 2, 3, 4,
7.

5. 4.Use of information as a political tool. Withholding, dis-
torting or using information to overwhelm another. In rare
instances, outright lying or falsification is a tactic.
Withholding information when it might be detrimental to self-
interest; selective disclosure, innuendo. Sometimes over-—
wvhelming the target with data to obscure a piece of informa-
tion. Whistleblowing. The performance reviews and telephone
messages, more than the other items, present this dimension.
Items: 1, 2, 3, 4, 5, 6, 7.

6. Using material and physical resources, access to information,
securing personnel, equipment or space. Collecting data to
use as a political tool. Garnering real or symbolic re-
sources. The letter of resignation offers the opportunity to
expand resources. Items: !, 2, 3, 4, 5, 7.

7. Exchanging favors, horse trading, payoffs in exchange for
support. Performing services or favors to create obliga-

tions. Pat's message indicates this behavior. Items: [, 3,
4, 5, 6, 7.

8. Talking with a counterpart from another organization; outside
professional activity. Any contact with Muse features this
dimension. Items: 1, 2, 3, 4.

K-
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9. Bargaining, negotiating, compromising. Usually in regard to
issues and policies. Win/win. Farley's message, Pat's - '
message and the performance reviews would elicit this dimen-
sion. Items: 1, 2, 5, 6, 7.

10. Stakeholder sense/analysis; knowledge of organization. Macro
view. Knowledge of gatekeepers and power centers. All the
items call for this dimension. Items: 1, 2, 3, 4, 5, 6, 7.

As you can see, most of the items in the Meret simulation could evoke
all of the dimensions. The interviewers, the scorers and I synthesized
all the data from your materials and interview and transcribed them in-
to the various dimensions. Here in the attached sheets you can see how
wide a range of political behavior you did or did not demonstrate. You
can see the strength level of each dimension or your over-reliance on a
few.

Comments on your overall results

Recommendations on your use of this feedback

You may or may not wish to utilize this feedback. Political behavior
may even seem to be offensive to you. But the fact of its reality in
organizational decision-making cannot be overlooked. The fact of its
intensity in ambiguous situations is important to realize. I would
suggest that you study the dimensions and see them as necessary strate-
gies in any situation that threatens your self-interest or your depart-
ment's. Look at your strengths. Examine the dimensions that you did
or did not exhibit and compare them with your past experiences.
Finally, remember that this feedback information is yours alone. No
one else will receive it.

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



c

267

Appendix GG (Continued)

Invitation to attend a follow-up session on April 8, 1986

Finally, however lengthy this feedback summary might be, you still may
have questions or comments. You are welcome to attend an open discus-
sion on the entire research project on Tuesday, April 8, 1986 here at
. The session will be open to all participants and

the interviewers. We will discuss the Meret situation, the general re-
sults and the conclusions of the research project. Of course, no indi-
vidual references will be made. This session is entirely optional. If
you cannot attend, but still have a question or two for me, please do

not hesitate to call me after April 8th at - , extension .
Date: Tuesday, April 8, 1986
Time: 3:30 p.m. - 5:00 p.m.
Place: Training Room 10-C of
‘ (corner of and 3

ask for Gloria Bader at the security desk)

I hope this feedback has been helpful and -interesting to you, that in
the end it assists you as you do your job and as you grow im your re-
sponsibilities. All the best in your professional endeavors.

Sincerely,

Gloria E. Bader
Senior Management Training Specialist
and
Doctoral Candidate, University of San Diego

GEBlst

Attachments:
Sample Scoring Key
Dimension Results
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Sample Dimension Sheet (with Assessor's Comments)

DIMENSIONS

I.

Advocating own self-interest or interest of one's group/department and
at the same time achieving organizati

: Pnal goals. Ambition and desire
for influence and power (n power), wanting power.
OEELANTELY WANTED “THE POKITION AL NEN hirEcTo. OF ADAMNIKTATION
CWHETHER. PAT WAS "GETER wod IT OR NOT')D
ENPWARIZED PARTILIPATIVE= MANAGEMENT, » SRALL WANLH Ctiris
WAS, PERCEINED TO HAVE ~ NOT AN € PHABIS ONROWERZ or CasTrol .

P CHeis AS BAVING FEWER, "SHIRTRALLS ' 02 WEAKNESSESY
Thany PAT o2 J.D-

2. Coalitions, building alliances with other individuals and units, devel-

oping and maintaining a power base.

Po‘g NG See WLZ—.%'S n:smo AS A CPPOILTONNYTY T BUILD chais's PouER
GAGE , FHOUGITT T "o\t OF PUE

NO RESFONKE TO WALLEv. AT AUl

MO STE- COMSHARE MEmo S K CHANCE Y0 ERUNNIE PaNOnS —
|UILD SOMNETHNE WGETHEL .

3. Neutralizing or destro

ying stakeholders, e.g., firing, ignoring, repri-
sals. WILLING 70 WORK. UIIT#H PQ‘]“" BUT NOT HeELP Bee.
FELT ONCOMFOUTRBLE WY HAVING INBADE INFORMWAON ON)
PEERS —KePT SAYINEG, BUT I WOULDN'T ORDI M-Il meb-nhs
INFOZNAN O TENDED 1D SRVUTE P&T moe N 3.0
CLEAL. AZAT THE WEAKNESSES OF The COMPETVTION) 3 VSED T,
BUT UAS UNCOMFORRAELE W. \T-

4 DD NOUT ADNOCATE OMUNG TERSONINEL - \NSTEND,

PROPOSED AUTOMATION
Gaining support from higher levels, aligning with powerful others.
Clearing the investmeat with the immediate boss.

ELC BNLY .
SAW TUE MOST CHALLENGING TTEnn A5 The RESPINSE ™ \-P BRUCE -
PLACED PRIGITY OGN fT.

TOOK. GOODWIN OUT TOLUNCH TO THAAK WM § QET MoLeE
INFO. ARDUT ROw mezer WOULD && afrccten
DD NOT OMDERETAND BMERSON'S POSITION, TELT CONFUSED AZOST tHS
ACTUC.L FUNCTION (MSSED 1MPIZTTANT SETAHL IN THE INETRUCTIONS )
5. Withholding information.

UANTED T DESSIMWNATE (N0, cINE GloBAt P\CTueE
T AL, THE MACRO-VEW

reLt 86 LWASHH GIVEN €NOIGH INFO -

YA

i
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6. Using material and phys

ical resources, access to information, securing
-—5—-—r——-—7—~—-2—1519-— c£eeas |
personnel, equipment or space. :

FOUND FERFORMANTE MIRANSAS CONTUSING § SAy NP OPPORTUNITY
IN WAMLER'S messaas (B BUILD mkta FONCTON 1N S-D.) -
NG Ro8
AW 1T ARIROPRIATE- TO SEEK. NOLT INFO. FRImM S RETIRL 5
Ut ‘N’OT RO OTHER. Pec2s O RWBOZOIMITES(IN THe DEPAMLTRENTS
OF PaT € )-P AR WELL AS COMPUTER DN- § MARKETING ).
7. Exchanging favors, horse trading, payoffs in exchange for support.
OID NOT SEE WALER'S FERTUEE AS IMPORITANT — FORGTT
AROUT (T wﬂzcnm . .
enrreon (Comstane A OPPOETUNITY To GIVE S4ET SAWORSS
Ao M WAY TG CUT COSTS Wo cutinG PeooLE
WANTED PAT O HELP WM IF HeHeLPEeD 16k,
8.

Talk with counterpart from another organization; outside professional
activity.

9. . Bargaining, negotiating, compromising.

FOUND FORLEYS MESSAGE OUT CF-PLICE ~ CROSSING DRPAQTAVENTA LINES
PrROM o, BAL2CAINS CONSABED v AMM-POLTICAL RES ) s
?sgfg\nw 'rﬁf:\’grr WAS LP TO B 10 RESFONDY 2ND Calued f ' BAD pourt
: N DseUsnvE

DD ExXPRESS DESIRE TO RaNDLE foTEnTIALL
S_\EUAMGN CORRECTLY, TO MAKE (T LEGS VOLATILE — WANDIE T
CALEFULLY!

10. Use of deceit, clandestine actioms.

-

rALSANLS
WAS WILLLNG To O%E INFO. Przom Pe2sornAtLe PP

11. Stakeholder semse/analysis; knowledge of organization

FELT NEEDRED MORZE INT'ORYWATION ;| CONCERNED ASOLY T™E- POTENTALLY

DISRUPTINE SITUATION cAUSED &Y (OMPENNEN oF he3 et veadS
FOU e ADMINMSTRANNE- POKITION .

EXPRESSED NEED @ KNM tHMLOSOPHY OF “THE (OM(IANY AND
WS ONBASY TwaT Bruce/s POSITION wAS NOT clearkly Oet\ NEATED —

A V-P o5 MUSE, &UT (N WHAT CAPALITY? u=p OF A PARTLUNML
“FUNCTON ? v .

=

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



270

Appendix II

Sample Scoring Key: Waller Message

#1  Waller Message ~- Request in person for assistance with an inter-
view and policy decision on transfer of personnel from Muse.

Considerations

Waller is director of marketing for Meret

Waller stopped by C.W.'s office in person

Waller is quoted in newspaper article

Waller asks for policy suggestions on Muse transfers
Waller asks for help in setting up an interview

o 0 0 0 o
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Rating Scale and Indicators of Palitical Behavior

Low
1 2

Fails to influence or
take action to influence
others. Relies heavily
on formal organizational
structures. Avoids com-
petition and conflict.
Fails to see or use
proven resources of one's
self or others. Does not
promote self-interests or
solve issue at hand.

o pefers to Muse's policy
and delays response

° Returns memo to Waller,
deferring policy deci-
sions

9 Sees memo as unimportant
o Nees further information

° Sees request for trans-
fer only as a single
request

° Waits; anticipating lay-
off

° Avoids influencing new
policy; "it isn't up to
C.uw.”

9 Does not want to look
as though he was
"girating”; wants to
protect self

Moderate
3

Takes action to solve
immediate issue demonstrating
influence and desire for '
power. Exhibits some politi-
cal awareness and some range
of political behaviors.

Makes moderate, often nega-
tive political assumptions.
Relates items to each cther.
Proactive. More prescribed
than discretionary actions.

© Arranges interview details
through Mark or Cathy;
delegates recruitment
function appropriately

° Plans to meet-Waller or
Emerson to discuss policy
transfers

° Sees transfer of people
from St. Louis as a good
way of infusing new ideas
and fresh approaches

° Contacts applicant directly;

sees him as an alliance

° Reassures Waller; opens door

for relocations both ways;
cooperation

o

(Some contact with waller
is minimum response here.)

High
5

Goes beyond moderate levels
of behavior and actions.
Exhibits high level of poli-
tical awarenss and ability to
take appropriate action.
Promotes's one's self or
group's interest. Influences.
Does not avoid conflict or
competition with others.
Displays ambition and desire
for power. Attributes strong
political motives to others.

9 Contacts Waller and Meret
president to establish
transfer policy; seeks
alliance with Meret president

° Would talk with counterpart
at Muse regarding details
for influencing purposes

° Meets with Waller for lunch
to discuss impact of merger
and to explore hidden
agenda; seeks alliance
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Appendix JJ

Outline of the Open Discussion Session for all Simulation Participants
April 8, 1986 3:00 ~ 5:30 p.m.

[Welcome and expression of appreciation for your
cooperation in the researchl]

1. Ways to look at Meret: goals, finances, chain of command, rules
and regulations or politics.

2. Purpose of the simulation

3. Definition of organizational politics

4. Overview of Meret simulation, item by item

5. What you responded (samples of the most political behaviors from
the scoring key)

6. Scoring key developing; range of scores

7. General trends that prevented individuals from being more
effective

8. What to do with all this

2
3
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Appendix KK

Letter to Contacts

December 10, 1985

Dear

As you know, I am conducting my dissertation research through the Uni-
versity of San Diego and would like to call upon you for assistance. I
would appreciate your securing two or three mid-level managers or ad-
ministrators from your organization to participate in one training
session that I will conduct in late January and again in February 1986.
I cannot ask you to be in the training session because of your famili-
arity with my research interests summarized in the attached abstract;
hence my request for other individuals from your organization. It is
important that these individuals be experienced managers and not first-
level supervisors or administrators.

The training session will be comprised of a managerial simulation in an
In~Basket format on decision—-making, followed by an interview and the
completion of a short form. Approximately three hours will be required
for these activities. A few weeks after the session, each individual
will receive written- feedback on their participation in the simulation
and a summary of the results of the research. A short group session to
further interpret the simulation and the optimum responses required for
it will be scheduled, but attendance at this is completely optional.

To insure confidentiality, letters will be assigned to each participant
and used in my writing of the results.

Two sessions to choose from are scheduled: Tuesday morning, January
21, 1986, and Monday evening, February 24, 1986. The details are in-
cluded in the attached letter which you may give to participants.

I suppose the best selling points for you and your organization suppor-
ting this project are free management training for the individuals and
the specific high quality feedback that will be presented to them. If
possible, I would like to have firm commitments from the participants
prior to the holidays. It is only necessary that they return the
attached form to me in the envelope provided. Do not hesitate to call
if you have any questions. Please be assured of my appreciation.

Sincerely,

Gloria E. Bader
GEBlst

Enclosures

vy

AN ' ' ' i
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Letter to Contacts

April 3, 1986

Dear

Thank you very much for sending me members of your organization to
participate in my dissertation research. 'I have just sent them their
individual scores, feedback and a summary of the project. They have
also been invited to a follow-up session on April 8 from 3:30 to 5:00
p-m. here at . The session is entirely optional
and it will be an open discussion of the simulation and its general
results. You are most welcome to attend as well.

For your background information on the entire issue, I have en-
closed the summary letter about the project that I sent to the partici-
pants. I am still examining the data in order to draw general conclu-
sions. I will send you a final summary when that is completed. Again,
I am most appreciative of your assistance.

Sincerely,

Gloria E. Bader

GEBlst
Attachment
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Appendix LL

Letter to Participants: Explanation of Research

December 11, 1985

Dear Professional,

I have asked to solicit your participation in a special
research project. I am a doctoral student at the University of San
Diego and my dissertation requires that I conduct a comprehensive re-
search project. The purpose of the research is to design an instrument
that will shed light on how and why decisions are made by managers and
administrators under certain circumstances. Your participation in an
individual assessment exercise that I have organized is the crux of the
research project. Here is exactly what you can expect:

l. Participation in 1% hour assessment exercise. This exercise
is comprised of letters, messages and tasks in a typical in-
basket tray. Although the exercise will be administered to
15 people, you work as an individual.

2. You will be interviewed after the assessment task for 30-40
minutes. This interview will focus only on the 1% hour
assessment exercise and how and why you made certain decisions.

3. You will be asked to complete a short form about the exercise
(15 minutes).

A few weeks later, you will receive an individually prepared report of
how you did in the assessment exercise and a summary of the research
project. To insure confidentiality, letters will be used instead of
names in this summary. Lastly, a group session will be scheduled for
further feedback and analysis, but attendance at this is optional. If
you have any questions regarding the research or procedures, please ask

them of me before you send in your confirmation. I can be reached at
, extension

Two dates are scheduled for two different groups of |5 participants.
You can sign up for either session as they are identical.

Tuesday, January 21, 1986 8:30 - 11:30 a.m.
OR
Monday, February 24, 1986 4:00 - 7:00 p.m.

i3
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Each session will be held at (corner of )
in the Main Conference Room (10-1).- Ask for me at the front desk and I
will bring you to the Conference Room. Parking is available.

I would appreciate a confirmation of your participation in this project
before the holidays. Please read and sign the attached form regarding
confidentiality, research ethics, and check the session you can attend.
This can be mailed to me in the envelope provided. I look forward to
meeting you and working with you in January or February.

Sincerely,

Gloria E. Bader

GEBlst
Enclosures
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Consent Form

277

I have read the purpose and procedures of this research project
and understand that my participation in it is entirely voluntary and
that I can withdraw at any time. I understand that my name will never
be used in research writings; that my answers will be held in strict
confidence; and that all identifying information will be disguised or

deleted.

I, the undersigned, understand the above explanations and, on that
basis, I give consent to my voluntary participation in this research.

Signature

San Diego, CA

Signature of Researcher

Signature of Witness

- em o e em e e mm mm e mm em wm et e s em e em s e mm wm wm = e

Name (please print)

Date’

Date

- e e e v em e e e

Address (where you want
to receive information)

Phone ) Occupation

(Please return this form in the envelope provided.

final confirmation will be sent to you.)

2

Directions and
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Appendix NN

Acknowledgement

January 10, 1986

Dear Professional:

Thank you for volunteering to be part of my doctoral research pro-
ject on Tuesday, January 2lst. I received your consent form and now
that the date is drawing near, you will want specific directions.

Originally, I planned to have the session here at , but I
have chosen a more central location -- Manchester Conference Center at
The University of San Diego. A map is attached. We will begin promptly
at 8:30 a.m. in Room 206A on the second floor of Manchester. Juice and
croissants will be available for you at 8:00 a.m. You are welcome to
come early.

As you recall from my original letter, this is an individual
assessment. Only you will receive the results of your work in the

assessment exercise. I look forward to meeting you on Tuesday, January
2]1st at Manchester.

Sincerely,

Gloria E. Bader

GEBlst
Enclosure
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Appendix NN (Continued)

February 4, 1986

Dear Professional:

Thank you for volunteering to be part of my doctoral research pro-
ject on Monday, February 24, 1986. I received your consent form and
now that the date is drawing near, you will want specific directionms.

The program will be here at (see enclosed map).
We will begin promptly at 4:00 p.m. in the main conference room adja-
cent to the corporate lobby. Refreshments will be available for you at

3:30. You are welcome to come early. We should be finished between
6:30 and 7:00 p.m. .

As you recall from my original letter, this is an individual

assessment. Only you will receive the results of your work in the

assessment exercise. I look forward to meeting you on Monday, February
24th.

Sincerely,

Gloria E. Bader

GEBlst
Enclosure
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February 28, 1986

Dear

Thank you for participating in my research project on January
21st. Your individualized feedback is nearing completion and will be -
sent to you shortly. I had some delay because of the second sample
group on February 24th; several no-shows affected my sample size and,
consequently, I am running a third group on March 6th.

I do have a date for the open discussion session - Tuesday, April
8 from 3:30-5:00 p.m. here at . You may want to make a note of
it. This is an option session simply to discuss the simulation. 1In
the meantime, best of luck in your professional endeavors.

Sincerely,

Gloria E. Bader

GEBlst
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Training Agenda for Panel of Judges and Correspondence

(2 hours)
1. Abstract and research design (Appendix AA, p. 5-9)
2. Definition of political behavior (Appendix AA, p. 15)
3. Dimensions (Appendix X)
4. Sample scoring sheet and matrix (Appendixes SS and QQ)
5. In-Basket items (Appendixes A-Q)

6. Role of panel of judges
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Appendix 00 (Continued)

‘Role of Panel of judges

The role of the panel of judges is to build a scoring key for the
in~basket and to rank and weight the seven items. In addition, impor-
tant considerations for the in-basket scores can be added to the scor-

ing key. A consensus is to be reached on each task.
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December 17, 1985

7250 Mesa College Drive
San Diego, California 92111

5230 Carroll Canyon Road, Suite 212
San Diego, California 92121

P. 0. Box 85227
San Diego, California 92138

Dear

I am most grateful to each of you for agreeing to be the panel of
experts for my dissertation research project. An abstract of the pro-
ject is attached. You can be sure that I will make the most efficient
use of your time.

In essence, your task as judges is to agree on the effectiveness
of the participants’ responses to tne In-Basket. You will sort the
responses on a range of effectiveness and rate the most appropriate
political behavior.

To prepare for this, I need to walk you through the In-Basket,
outline the project and define political behavior. In short, you will
need a brief orientation. I can do this with you individually, at your
convenience. It should take no longer than Y hour. The best time for
this is January 13 to January 20. If you like, I could come to your
office, in order to save you time.

The actual scoring of responses will need to take place sometime
January 22 through February 3. It would probably work most quickly
with all three judges present. You could sort, discuss and come to
agreement on the responses. This should take no longer than three
hours. The second sample group will need judging also, but since a
base scoring key will have been established, this task should go
smoothly and efficiently. The week of February 24 is scheduled for
this second judging, at your convenience.

5
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Appendix 00 (Continued)

I am sure you have questions and suggestions for me. Please give
me a call and we can discuss dates and any other thoughts you have
about the research project. I will be at until December 20,
again December 30 and 31; January 2 and 3; and January 6 on. My best
wishes for a very Merry Christmas and a Happy New Year.

Sincerely,

Gloria E. Bader

GEBlst
Enclosure

v
"
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April 3, 1986 -

7250 Mesa College Drive
San Diego, California 92111

5230 Carroll Canyon Road, Suite 212
San Diego, California 92121

P. 0. Box 85227
San Diego, California 92138

Dear

Thank you very much for participating in my doctoral research pro-
ject as an expert judge. The effort was well worth it! The scores
ranged from 21-89 out of a possible range of 20-to 100. There were
more scores in the low and moderate range than in the high range. The
inter-rater reliability correlations reached .79 and .71 for internal
"reliability. But more importantly, significant patterns of behavior
were noted that will delight behavioral psychologists. For example, if
one avoided competition, relied on chain of command, held too many
meetings, ignored the macro view, they scored low on effective politi-
cal behavior.

You are welcome to attend an open discussion of the Meret in-
basket on April 8 from 3:30-5:00 p.m. here at . The session is
an optional one for all 33 managers in the sample group and the student
assessors. I will summarize the results and go through the items with
plenty of time for questions and discussion. I have already sent an
individual feedback letter to each participant so I see this session as
one to tie loose ends for anyone interested.

The next goal for me is the completion of Chapters 3, 4 and 5 so
that I can catch up with who will be defending his work April 4,
1986. Congratulations, . All the best to each of you, both per-
sonally and professionally.

Sincerely,

Gloria E. Bader
GEBlst

'%' .
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Appendix PP

Variety and Rangéé of Political Behavior Presented by the

Repondents in Order of Degree

Number of responses (r)
1. Use of information as a political tool. Withholding, distortfng

or using information to overwhelm another.

1 2 3 4 5
None Withholding ' Discrete Distortion
Uses
Selective
- Disclosure
r =7 r=20 r =10 r= 16 r=20

2. Coalitions, building alliances with other individuals and units,
developing and maintaining a power base.

1 2 3 4 5

No Minimal Build Smooth  Actively Coalition
Alliances Relationships Seeks

Alliance
r=25 r =1 r= 12 r= 16 r=20

3. Stakeholder sense/analysis: Knowledge of organization. Macro
view. Knowledge of gatekeepers and power centers.

Frequency range: number of responses (r).

1 2 3 4 5
None Little Average Need Macro
Knowledge Knowledge to Know View
More
r=3 r=2 r = 10 r =4 r= 15
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Appendix PP (Continued)
4. Using material and physical resources, access to information,
securing personnel, equipment or space. Collecting data to use as

a political tool.  Garnering real or symbolic resources.

1 2 3 4 5
No use Access to Garnering Active Actual
Information as Collection Use
Information of
Comes Information
r=29 r=2 r=3 r=17 r= 12
5. Ambition and desire for influence and power (n power), wanting

-power. Power motive. Independence, dominance and superiority.

I 2 3 4 5
No power Not Strongly Wanted Wanted Sought More Power
Position Strongly
Power
‘r=10 r=4 r=9 r=10 r=2
6. Gaining support from higher levels, aligning with powerful others.

Clearing the investment with the immediate boss. Ingratiation.

Praising and establishing good rapport. Touching bases.

1 2 3 4 5
None Brief Some Communication Seeks Highest
Mention Communication with Intent Levels for
Support
r= 10 r=2 r=35 r = 10 r=2=6
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Appendix PP (Continued)
7. Exchanging favors, horse trading, payoffs in exchange for support.

Performing services or favors to create obligations.

1 2 3 4 5
None Distaste Exchanged Actively Per formed
of Favor Favors Exchanged to Create
Exchanges Favors or Obligations
Support
r = 16 r =4 r=3 r =8 r=2

8. Neutralizing or destroying stakeholders.

1 2 3 4 5
Ignored Acknowledged Used Demoted Wanted to
- Competition But Avoided Information Rivals Fire or Fired
the About
Competition Competitors,
Rivals
r=7 r =17 r=9 r=4 r=17

9. Bargaining, negotiating, compromising.

] 2 3 4 5
None Doesn't Give Seeks to Some Active in
Anything Up Convince Bargaining Seeking
r = 12 r=3 r =17 r = 10 r=20

10. Talking with a counterpart from another organization; outside

professional activity.

1 2 3 4 5
None Desire to talk Active in
with Counterpart Seeking
r = 29 r =3 r =1

2 | -
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Appendix QQ

Matrix of Types of Problem and Political Behaviors Exhibited

Message from

Waller

Administration

Qutline

Letter of

Resignation

Computer Memo

Farley Message

Ramirez Message

Per formance Reviews

Self-interest, Power

2. Coalition Building;
Alliances

3. Neutfalizing Opposition

4. Gaining support from
higher levels

5. . Use of Information

6. Using Resources

7. Exchanging Favors

8. Outside Activity

9. Bargaining, Compromising

10. Sense of Organization
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Appendix RR

Addenda to Assessor Training

February 24, 1986

Welcome!

A few reminders:

1.

Please preview the sample in-basket to nots changes that are

highlighted in.yellow.
Note that the item question is moved to #2 spot (interview).

Index card format:

#7 ITEM _ #17 . Subject

Dimensions have been reduced to 10. "Use of deceit" is
merged with "information”.

Don't forget to evaluate everything (see form attached).

I'd like to have a general discussion :his_evening before we
finish -- your reactions to the interviews, etc.

Pizza will be brought in for an elegant supper circa 7 p.m.
Please keep me informed of your address changes.

I need 2 volunteers to mark the in-baskets (2nd sample
group).

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 effortg are greatly appreci-

ated.
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Appendix SS

Scoring Sheet for Each Participant

291

Rater # ‘ ' Participant #

I. Message from Waller

2. Administrative Qutline
3. Letter of Resignation
4. Comshare Memo

5. Farley Message

6. Ramirez Message

7. Per formance Reviews

<)
bt
X
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Appendix TT

‘Meret Interview Form (revised)

1. What did you think of the Meret situation?

2. [Go through each item, be sure you understand what the participant
did, make marginal notes when necessary, probe for reasons deci-
sions were made.]

Items #1-4 - Write marginal notes on each item.

Item #5 - Explain here

Item #6 - Explain here

Item #7 - Explain here

-
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" Appendix TT (Continued)

3. What was the most challenging item and why?

4. What experiences and strengths did you bring to the situation?

5. How willing were you to make a decision based on the information at
hand?

6. Do you think you, as Chris, would have an impact on the organization?
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Appendix UU

Scoring Practice for In-Basket Raters

ITEM

1 -

2 -

e

1Ptg

Waller Message

Admiqistration
Outline

Letter of
Resignation

Computer Memo
Farley Message

Performance
Reviews

Ramirez Message

Participant #18
Scores
1

2

Participant #22
Scores
1

1

294

Participant #5
Scores
5

3
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Appendix VV

Sample Comments for Participants

(This individual's comment section is taken from his
Feedback Letter fof Participants, Appendix KK.)

Your score is in the moderate range of effectiveness -- within the
top fourth of the total sample group of 33.

You were especially strong in your confidence and bid for power.
For example, you wanted to enlarge your responsibilities at Meret. On
the other hand, your wanting to fire Ramirez was seen as unwise by the
panel of judges. Neutralizing the opposition (dimension three) is a
strong political tactic, but at this point in the Meret situation it
would be premature to fire Ramirez.

You demonstrated a strong organizational viewpoint or macro sense
(dimension ten) when you recognized Waller and Carlson's importance to
the company and when you restructured functions to align with Muse.
You contacted Muse officials and informed Meret's president of your
decisions. In contrast, you neglected to plan or act in any way to
communicate with your employees in the old and new structure. Such
communication is critical in a merger and would complete your macro
view skill.

There is no doubt that you have a good sense of the political
environment. To increase your effectiveness, I would refer you to the
dimensions that you did not exhibit -- alliance building and exchanging
favors —— to see if this matches with your everyday working skills.

You did well. Good luck to you and thank you for participating.

amid
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Appendix WW

Letter from Student Assessor

April 30, 1986

Dear Gloria,

Thank you for the opportunity to assist you with the Meret in-
basket project. As an assessor for the in-basket instrument, I
assisted in interviewing middle managers from various organizationms,
wrote a summary of the interviews, classified the behavioral responses
into dimensions of political behavior, and marked the action report
forms. In doing so, I gained experience in interviewing and learned to
recognize the complexities and levels of political behavior.

Prior to helping you with your research, I had not realized the
impact organizational politics has on decision-making, leadership, and
organizational life. I see now that particular attention should be
paid to political theories and the enhancement of political skills
which are so much a part of leadership. The in-basket you have created
is not only unique, but successfully assesses and displays managerial
skills in terms of political behavior. I sincerely believe this
particular instrument is a valuable one for those managers who are
smart enough to take advantage of it.

Once again, thank you for such a wonderful opportunity!

Sincerely,

Human Resources Associate
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Appendix XX

Letter from Participant in the Pilot Group
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April 14, 1986

Gloria Bader

Cubic Corporation

9333 Balboa Ave.

P.0. Box 85587

San Diego, CA 92138-5587

Dear Gloria,
I'm writing to let you know that I appreciate the detailed feed-

back I received on the assessment exsrcise. I wasn’t really sure
how I would do since the directions were csketcny. 30 I was

pleased to find that I was at least making some 9f the right

political decisions. :

Politics are interesting. We don’t tend +to learn anything about
them in management training. My experience tells me politics are
taught and practiced on the "battlefield”.

What a nice two-way situation you developed for your gproject.
fou are able to continwe earning credits and I was able to get

assessment information which I found interesting and helrful.
Thank rou very much. :

Sinzerely,
Assistant Vice-President
Training Manager

3B/1lo
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