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Evaluat f Ma 8 Influence Tactice

Abstract

The present study vas undertaken to find out whether different influ-
ence tactics are evaluated the same vay, oOr differently, in downward and up—
ward exsrcise of influence; whether appropriatensas ard effactiveness con—
stitute two different dimemsions of evsluation; and whether the sex of the
influence agent and the influence target affects the sevaluation of influence
tactice., Data ware collected from 144 bank managars. Results showed that
for influencing subordinates, many mors tactics are seen as being highly ap—
propriate and sffective, than for influencing superiors. Appropriateness and
effactivencss omerged as two different diweneions of svaluation. The sex of
the influence agent had no effect on the evaluation of influence tactics;
howsver, the sex of the influencs target affected the evaluation of the sppro-
pristeness of different influence tactics. Implicatiocrs of these findings are

presented.



Since an important business of a manager is to influence those around
him/her, it is to be expacted that themes of influence and poser would sti-
mulate a lot of research. Though a manager exercises power dowrward, upward
and laterally, till recently the downward exercise of power, or leadership
received a disproportionats research intereet (Blazke and Mouton, 19643
Fiedler, 1967; Hersey and Blanchard, 1974; Uiikert, 1961; Reddin, 1970;
Stogdill, 1974). As if to correct this imbalancs, the emerging research on
influence is increamingly addressed to the exercisse of influence upwards
(Aneari and Kepoor, 1987; Gabarro and Kottsr, 1980; Mowday, 1978; Porter,
Allen and Angle, 19813 Schilit, 1986; Schilit and Locke, 1982; Schmidt and

Kipnis, 1984).

Yat this separation of dowrmard influencs or leadership research from
the study of upeard {nflusrce seems to suggest that dowrwmard snd upward in-
fluence are fsolated and qualitatively differemt processes. If influence can
ba described as the ability to get things down in a way one Wants them to be
done, then this objective remains comstant in the downward and upward influence
situatiocns; only the rslative emphasis on different tactics mey vary given

the superior or subordinates position of the influsnce target.

Inetead of divorcing upward from dowrward influence roles, an integrated
and realistic perspective views a manager as holding a position in an organize-
tional network that includes his/her superiors ae well as subordinates in the
same organizational satting. Research conducted by Kipnis, Schmidt and

Wilkinson (1980) is an example of such an integrated approach which examines



the tactice used by managers in dowrmard, upward, and lateral influence
situations. From factor analysis, Kipnis st a.. {1980} eppiricelly derived
major tactics which were further refined into six strategies. A&n irstru-
pent (Kipnis and Schmidt, 1982) was developed to measure the frequency with
which managers smploysd differert influence strabagies such ss ingratistion,
bargaining, reason, assertiveness, higher appeal and coatition. Kipnls,
Schaidt, Swalfin-Smith and Wilkimnson (1984) followsd the sams approach to
study the range of stratecies used by managers in England, Australia and the
United States., A limitation of this apprvach was that baing a self-report
mossure, responees could get contaminated by imperfect memory. In the pre-
sant ressarch, inetead of measuring the frequency of tactica used a8 was done
in studiss reported above, we wanted to study the evaluation of different in-
fluence tactics by managers with regard to subordinates and supsriors. Our
first ressarch question 1a whether there are difTerernces in the 1@lative eva-

luation of influence tactics for dowrward and upsard influence siggyations.

In thair atudy of the influence of sax rcla stareotypes on the evalua-
tion of mala and femala supsrvisary bshaviour, Rossn and Jerdes (1973) had
used bipolar semantic oifferential scales nandly good-bad, laproper-propsr,
and 1neffactive—affective and had summatad the respondent ratings on the three
scales to derive a aingle index of the respondent svaluatioh., In the present
resgarch wa wanted to sxplore whether appropriatenses and effectiveness are

indeed two different dimersiome, or do they represant the same evaluatory

phenomenon. This conetitutes the second research issus In ths present study.



Although an mmsrging streaa of research shows intsrest in gsnderx
as @ variable while investigeting crgenizational processss liks leadera
shdp (Bartol, 1573; Bartol and Wortman, 1975; Dey and Stogdill, 19723
Colub and Canty, 1982; Rosan and Jerdes, 1573), the reasarch on influence
upwarc has lergely ignored the crucisl variebls of gendar so far. Earlisc
studiss on influence have taken into sccount many other influencer charac-
teristice, and have found them to impact the influence actitvity signifi-
cantly (Baldrioge, 1975; Patchen, 1375). Mawday's (19?8M:h:;,d pOwer
sotivation and sslf parception of power to be positively related with high
influence sctivity. Partsr, Allen and Angle (1981) heve indicated need for
powar, locus of control and risk-taking ptopensity among the actor cheracte-
tistics that cen significantly affect the process of upward influence. A
study of Schilit (1986) ehows the long sssociation of the influence agents
with their superiors, and need for achievemant, power or internal locus of
gcontrol to be positivaly related with success in the upward influence inter-
actione. Tadeschd snd lindakold (cited in Schillt, ibid., p. 136) suggeat
that sn influence episode is affected by "who the source of the influance is,
what he is like, what resources he possessss, and the intentione attributed
to him by a terget®. Answers to the first two questions sbout the source of
influsnce could provide infcrsation about the sex also, but it is not expli-

citly sought.

Thue mlthough sevsral infiuencer characteristics have besn exsained by
resesarchers in the pest, & salient charsctsristic, namely, the sex of the

influencer has been under-ressarched. Tha studiss that deal with the effsct



of supericr and subardinste sex (Rosen and Jerdee, 1573; Petty and Lae,
1575) are primerily concerned with supervisory style or dowward {nflu-
once attempts. Romaen snd Jerdee axamined the effact of sax-rols stsrso.
types on the avaluation of aale and fewals supervisory behaviour when the
supsricr and subordinate are of differsnt sexss. They found the frisndly-
dependent styls to be effective for supsrvisors of either sex when their
subardinates belonged to the opposite sex. Petty and Les (1975) in their
fisld study found that the relationship batween superwisor consideration
and subordinate job setisfaction was strongar when the superiars and sub-

ardinates balonged to differant saxes,

Similar studiss with sex as & varlable and superior as an influence
target in ihe :pward exarciss of influence have not been carried out, pro-
bebly becauss of the small nusber of women holding superior positions faor
managers in the past. with s etsedy incresss in the number of womdn enter-
ing ofganizationg, it is reescnable to believe that the incidence of women
in the roles of influence agants, ss well as influence tergets in the crge-

nization would be on the irncrease,

Given the mrvasiveress of sex-role sterectypoe which support differsnt
influence styles for men and womsn (Sartol and Buttserfisld, 1976), an Impor-
tant question is whe.her the sveluation of influsnce tactics in dourwaerd snd
upward situstions gets affected by knowlsdgs about the sex of the target anc

the sgent. This is the Pinal gquestion toc which the pressat atudy ie addresaed.



Tb. Present Study?

The present research was undertaken to explore the evaluation of

dowrsard and upward influence tactics in managerial situations involving

different sex combinations of the influence aget and the influence

target.

1.

3.

We wanted to sxamine tha following questionss

Are thers any differences in the evaluation of influanca
tactics in downyard compared to the upward influence
attempts. Our concern was to explore whether the avalua-
tion of influence tactics gets affected by the dirsction
of influence or, irrespective of whether a manager is try-
ing to {nfluence his/her subordinates or superiors, some
tactics are eavaluated as baing more effective and appro-

priate, and others lees so0?

Are appropriateness and effactiveness of an influenca tactic
eovaluated differsntly or do managers trest these dimensiors
as being the same? To put it differently, we wanted to find
out whether respondents discern between the 'appropriatenass'

of an influence tactic and its 'effectiveress'?

Our last research question, and ona having considerable signi-
ficance in the contsrnt of the current spate of gender-rslated
resagrch is whether the appropriatsness and effectiveness of
influencs tactics is evaluated in the same way or differantly
for male and female agents, and for male and female influence
targets. 1n other words we wanted to examine if information

regarding the male or female sex of the manager as the influeance



agent, and the mals o femals sex of the subardinates o
supervisor as influernce tergeta affects the eveluation

of different influence tactics,

METHOD

Rugmdnnf.l

Dets for this study were ccllacted from 144 benk managers who came
from diffarent parts of Indie to attend training programmes in the apex
treining college of g leading nationalised bank at Ahmodebad. DOsta wers
collsctad over & period of three monthe in 1985. No female officers
attanded sny programme during this period. Respondents bslonged to the

mickiles level of management . Thair m@an age was 40.12 y=aroe.

Experimental Oesion

Sex of the asnager as {nflusncs agent, sax of the subordinates, and
sex of the supoarior as influence targats were aanipulatad variables. Each
respondant wae involved in only one experimental conditiom whicn press-ted
s managar in one situation involving subordinatas as influenca targats and
the ssme aanager in another situation involving superlor sas the influence
target. 1In bhoth aituatione the task of the raspondent was tc evaluate the
effsctivenass and appropriatansas of eight Influenca tactice on a 7-point

sCale.

Instrument;

Situation., In order to develap sn unobtrusive asasurd for evaluation

of different influence tactice for mals and fasale aanagars intarscting with



mnla or fsasle subordinates, and male or female : :pariors, an approach

aimilar to the ona used by Rossn and Jerdee (1973) was employad.

Two situatlion descriptions 'A' and '3' with branch manager as the
conmon influenca sgaent in both, and subardinetss as Influence targats in
A and supariors as influance target in B were developed. Far sslscting
guitable situations for the exercise of influence dowward and upward, s
batch of twaniy bank manazjers who were participating In e trailning pro-
graamas wera asked to indicste the most common problems faced by thea with
regard to a) their suburdinates, and b) their superiors. Seventsen parti-
cipants indicatad declining petformence as the most important problem with
regard to their subardinatasj and fourteen aut of twanty aanagers indicated
difficulty in persuading their bossas to shift thelr branches to more spaci-
ous pprises in the wake of the recent mainfald increase in the businaese as
the most presshg problem with regard to thedir bosses. Improving the perfor.
aanca of saubordinates, and influencing the sumsrior to %ake a favourabls
decision about shifting the branch to more spacious premisse wars therefore
taken as repressntative situstions, Situation descriptions A and 8 ward de-
veloped to deplct downward and upward influence situetions raspectively. As
in Rosen and Jerdee's study (1973), helf the respondents war? prasentad with
a situation description involving a male branch manager as tha influence agen
snd the other half with a eituatlion involving a feaals breaich manager e2 L@

influence agant.

The sax of the influence target was al2o manipulated. Thue in situetic
A, the manager (either mals or female) had to sxsrcise influence over subordi

natas who wars described es being predaminantly male or predaminantly famale.



Situation B dapicted tte same manager confronted with the need to infly-

snce his/her boes who was shown ss being a femele of & mal

To half of the respondents Situation A was presaentad first and
Situation 8 followad. To the othar half, & raverse order oLsitustions

(B fallowed by A) was coessnted.

Situation A

Rakash (Rani) Roy wir ks with a medium-sized bank and has considasabla
wark experience as an Officar. Recently, Mr. (Ms.) Roy was transferred ag
manacsr of & medium-21206 branch. In this branch, basides a few officers,
he (she) hae twslve clerks working under s (her). A large ma jority of the

clerka are azle(female).

he of the two major problome facing Mr. (Me.) Roy f{s the deciining
parforaaca aaone the clecical cadve. Thay show groes indifference to wxri
8nd wesis a lot of time in gossip while customers are waiting at the countar.
Sasa of the courses of action open to Mr. (Me,) Roy to try for improveasent
in subadinates ' perforaance are indicated below. Your task {8 to consider
each option carefully and indicate your opinion about its sppropriste-

noss and effectivensss on the scales provided.

Situstion 8

The other majex pobles facing Mr. (Me.) Roy i& tne shartaga of space in
the brench. The pressnt peaisas wera xcupled by the bank 15 ysars ago when
the brench was small in size. Mow with @ marked incresss in busingss and the

etaff strangth, the sculs shoctage of spacs is haaparing the smooth trancan.



tion of businass. Howaver, the decision of whether or not to move to more
specious premises has to be takan by the Regional Manager, Nr. (Ms.) Suresh
(Sudhe) Bhatt. Same of the courass of action open to Mr. (Ms.) Rakesh
(Rand) Roy to try for a favoursbls decision from Mr. (Me.)} Suresh (Sudha)
Bhatt ars indicated below. Your task is to coneider each option carefully
and indicate your apinion about its apprapriateness end sffectiveness on thm

scales (x ovidad.

Infiuence Tacticsg
Aftsr sach situation description, a rangs of influance tactics based

on the typology developad by Kipnis et al. (1980) and ueed by Schmidt and
Kipnis (1984) was pressntad tc respondents for svaluation. Respondants were
unaware that the sax of the managér, subordinates, and supsrior wss msnipu-
jatsd. Statsments rspresenting influsncs tactics of bargaining,

frisndlinass, resson, ssasrtivensse, upward appesl and coalition wers pré-
sentsd a8 the influence tactice availabls to the manager ir both the influance

situations.

The questionnaire was pretestisd on 1% bank officers to find eut whather
the aitustion descriptions were clear, and whather all the majec influance
tactics had been included. Situation dascriptions wers found to be satisfan.
tacy. Influence tactics were found to be {ncomplate. Ten officers indicatad
appoal to the city union leeders as & tactic occastonally used by thea in bott
wpward and downward exsrcise of posar. Eight officers msntioned 'suilding of
coalition with unfon functionariss in the branch' as snother influance tectic

scoaatimes used by them. These two tactios ware, therefore, includad in the
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rovisad queostiornaire which was administered to another group of 15
bark officers. Thay confirmed that the guesticnnaire included all
major influsnce tactics wsad by them. Thus tha final guestiopnaire
had bargaining, frisndliness, reason, assertivemess, upvward appeal,
appeal te city undon leaders, coalition, and coalition with union
functicnaries a8 influence tactics available tc a managar in the down-

ward (Sitcation A), and upward (Situation 8) influence situatioms.

RESULTS AND DISCUSSION

Overall evaluation of influence tactices

At the first level of analysis we vanted to find out tha pattern
of respondents' evaluation of different influence tactics at an aggregate

level. FResulte are presented in Table 1.

Table 1 about here

Reason emerged as the most pomitively avaluated tactic, followed
by friendliress, and coalition with other employees. Coalition with
union functicraries, assertiveness, and bargalning came next. Appeal to
urdon leeders and updard appoal were gvaluated as the least appropriate
and effective tactice. The low evaluation of upward appeal spseks a lot
about the parceived lack of capability and/or willingnees of the saerdor

and top managamert to halp thelr middle lavel managers.

For want of comparable studies about evaluation of influerce tactics,

our resulte can be compared with the self-reported frequency of tha usage
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of different influence tactics reported by Kipnis, et al. (1984). Admit-
tedly, the evaluation of influence tactics and the frequency of actual

usage of influence tactics are two different phenomsnaen. Yet, their com—
parisons need not be out of place, for as Raven {citsd {n Schmidt and

Kipnie, 1984, p. 793) has obesrved, "to the extent man i{s rational, we

would axpect him to use (the influence strategies), which would most likely
lead to successful influencs®™. Our results are in broad conformity with

the pattern reported by Kipnis et al. (1984)., Similar to our findimgs,
Kipnis et al. also found reason to bs the most popular tactic, and zppeal

to higher authority as the least popular tactics for influencing superiers,
and the sacord la;st popular tactic (the last one was sancticn which was not
included in our study) for influencing subordinates. As in our study, Kipnis
st al. found friendliness and coalition to be next in populerity for influenc-
ing superiors (although the order wae revarsed). Howsver, for influencing
subordinates thay found sssertivenszs to be the second most popular tactic
which enjoyed a comparatively low evaluation inm our study. If our findinge
can be interpreted in conjuncticn with the results reported by Kipnis et al.
(1984), it appears that the tactic of reason which involves use of facts, and
data-besed logical argumerts holds very high appeesl among managers in coun-
tries as far apent as India, England, Australis and the United States. Also,
appeal to higher autbhorities, which involves obtalning the support of higher
levels in the organization to back up the sfforts of a manager appears to
8njoy a low evaluation as an influernce tactic across different countries.
For other tactics there appear to be differences in evaluation and usage. Wa
analysed our data further to obtain a clearsr picture of the evaluation of

influence tactics under different conditions. Results are presented below.
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Oowrmiard and upward influence tactics:

Results showed that influence tactics were svalusted differently
for dowrsard and upward influence situyations [F (7,980) = 15.26, p <
.01_7. The appropriateness and effectiveness in dowrward and upward
influence situatione of tha eight influance tactics were furtter analy:zad,

Raegults are preserntad in Table 2,

a. Appropriateness: As Table 2 shows, reasson, friendiiness and coalitian

Table 2 about here

with ewployees woare percalved as the most appropriate tactice far down-
ward as well as upward influence s{ituations. Althouogh thalr rarnks ware
similer, the mean scores for these tactics for dowrward and upward
situvations varied. For example, reason was seen as the most aprropriets
tactic both with refersnce to subordinates (dowrward) as well as supe-—
riors (upward), yot it was seen = more appropriats far the upward situa-
tion than dowrward situation. For ths other influence tactice axcagt
bargaining (which had the same rank though different mezns), there ware
some difforences in the mean ratings as well as their ranks. Ffor exampls,
upward appeal was perceived as the least appropriate tactic «hila exercis-
ing influence dowrward, wheress in upward influence situation, appeal to

union leaders was suen g8 the least appropriate tactic.

In order to understand the differences among tactics begtter, Newman-Keuls

tast was carried out. Figure % presents the results for appropriateness.

Figure 1 about hare
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Three categories af mean ratings emerged which wers labelled a8 nost appro-~
priate, moderatsly appropriate and least appropriate. Maan diffarencas
across categories were statistically significant, and within category wers
statistically insignificant., Post-hoc comparisons among the eight means by
an X = .05 for the downward situation, and likewise for the upward situa-
t{ion revesled that whereas for the dowmard smrcise of influence, four tac-
tics namely r®ason, coalition with employses, friendliress, and coalition
with unian functioraries were evaluated ss being highly appropriate (tha
diffagences among thome tactics being statistically insignificant). Uhen it
com8 to axercising influance vis-a~vis one's superiors, reason was the only
tactic that wos viewed as being hichly approprists; the mman ratings for
other tactics were much loxer., For dowmiard influence, sssertivensss was
avaluated a8 being moderately appropriate; in ceee of the upward influence,
four tactics namely friendliness, coalition with smployees, assartivenass,
and coalition with the union functionaries fall into this category. Finally,
bargaining, appeal to union leaders and appeal to higher managexmént emerged
a the lesst appropriste tactics with regard to influencing subordinates as

well a8 auperiors.

b. Effactivenesss As in the cass of appropriateness, for affectivenass rstinge

also, Newman—Ksule tost was carried out. Results are presented in Figure 2.

Figurs 2 about here

The affectivaness of differsnt influence tactics wss eveluated diffesrently for
exercise of influsnce doursards, and upwards, For influencing subordinates,
friendlinoss, coalition with smployses, reason, and coalition with union func-

ticnaries were ratsd as the most effective tactics., Thess were faollowed by
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bargalning and assertiveness which had statistically significant differences
in zeans from tactics in the above category and tactics in the lower category.
Appeal to union lspders and appeal to higher management were svaluated =

least affective tacties for influencing subardinates.

For the exsrcise of influence upwards, as in the case of appropriatenecss,
only one tactic namely reason amerged as the most effective tactic. Friendli-
ness, coalition with smployeaes, coalition with union functionaries, and asser-
tiveness were seen aa being moderately effective. Appeal to highar management,
appeal to union leaders and bargaining were evaluated as the loast effective

tacticse.

Comparing Figures 1 and 2, it seems that whereas for influencing one's
subordinates several tactics are perceived as being both highly appropriats and
sffective,for influencing superiors only one tactic namely reason is evaluated
a8 being high on both appropriateness and sffectiveness., Bargaining, appeal to
highar suthorities and appsal to union leaders are seen a8 being low on appro-
priatences s well as effectivensss for dowrmard and upward influence, the only
exception baing a moderately high svaluation of the effectiveness of bargaining
while influencing subordinates. Othar tactics are judged as being moderately

appropriate and effective in influencing subordinates and superiors.

Overall, tha following obssrvations can be inferred from Table 2 about the

evaluation of influencs tactics in downard and upward situatioms:

1. Although bargaining is rated low on appropristsness, it is
seen as being coneiderably effective with regard to sub-

ordinates, though not so with superiors.



I11.

15

2. Friendliness as a tactic is evaluated as being more appro-
priate and effaectiva while influencing subordinates than

superiors.

3, Reasan is comnsidersd as baing both more appropriate as well
as offactive when the target of influence is superior rather

than subordinate.

4. Coalition with employess and coalition with union functiona—
ries are rated as bwing more succassful with subordinates
than with bosses. For both these tactices sppropriatoeness as
well as effectiveness is evaluated to be greaster in the down-

ward situation than in upward situation.

To sum, the reletive appasl of different tactice in terms of their
suitsbility and efficacy saems to depand upan whether influsnce is to be

exarcised dowrmard or upward.

Approprigteness and Effsctivenesss

In order to answWer our next quastion, we reeded to determine whether
the respondents' evaluation of the appropriateness of influence tactics dif-
fered from their evaluation of effectiveness, Significant two-say irterac-
tione in the analysis of variance demonstrated that appropriatensess and effac- |
tivaness of the eight influence tactice are two differsnt dimensiors / F (7,
980) = 19,98, 9_4.01_7. further, thers was significant interaction effect

between the appropristsness and effsctiveness of tha influance tactics, ths
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4iraction (dowrward or upward) of influence, and the sax of the targst of
{nflusnce / F (7,980) = 2.24, p< .05/, The msan ratings under different

conditione are presentad in Tabla 3. For idantifying statistically signd-

Table 3 arqund hare

ficant diffarences betwsan ratings for appropriateness and affectivonass,
F -atiss ware computed., Thass ratings as wall as statistically significant

diffarancaes are graphically prssardad in Figure 3.

As evident from figure 3, in most cases the affoctiveness of an {nflu-

ence tactic is evaluated se baing greatar than its appropristeness. Thus

Figure 3 sbout hare

the propristy of these tactics is soen as baing lass than their effectivenass.
Seven of thesa diffsronces are statistically significant at p .0%. One in=-
tereating axception to this pattern is the tactic of roason which under condl-
tisns of dowmsard influencs (Figure 3A and 3), is avaluated, irrespective of
tha sax of the target, as being high on propziety, but rolatively low on sffec—
tivaness. Our respondents seem to ba saylng that whathar the subordinates are
male or femals, pressnting logical ergumants and resasone is a highly sppropriete
tactic, but it is nat highly affectiva in influancing thun; Howaver, this dif-

farence is not statistically significant.

Signdficant differences betwean appropriatensss and e *factiveness for

different tactics are discussed below.
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Bargaining: Although the effactivaness of bargining vas evaluated
to ba low in downward as well as upward influence situations, bargaining
was sean a8 having substantial effactivensss while {nflusncing subordinates,
poth mals and famals. Thus in dowrmard influasnce situations, bargaining
wzs s@8n a8 a successful tactic vhoee propriety was low, Diffarences bet-
waan appropriatsness and effsctivaeness ware statistically significant bath
in the case of male subordinates (Ff = 13,7, df = 1/208, p < .01) and Penals

subordinates (F = 17,46, df = 1/208, p < .01) (Fig, 3-A and 3-C).

Roasmons An intriguing finding was that for femals bossaes, reascn as
an influence tactic was avaluated sa taing high in sffectiveness and rela-
tively low in appmrintunai?g;h:-odi);femm was significant {F = 11,37,
df = 1/208, p £.01). The high rating for effectivenass was similar to the
high rating for effectiveness in cass of male boases. uhat was unexpected
Was a ralatively low rating of resson far appropriataness when the boss was
a female. Probably it reflscted the influancs of sax role sterootypes which
uphold rationality a@ a desirable characteristiecs for men and viows it »m be—
ing out of place for women (Broverman, Broverwan, Clarkson, Rosenkrantz and
Vogel, 1970). Howavsr, such stercotypes did not influence the evaluation of
the appropriatenass of regson when women haprpenod to be subordinates (Figure

3c).

Upward appeals Appeal to highsr authoritise wes evaluated as low in
effectivensss for male and famale subordinatee and for male and female supe-
ricrs., Howasver, in the case of mals superiar, upward sppeal vas seen ss be-

(Fig. 3.8),
ing more effectiva/ The difference betwssn appropriateness and affsctiveness

“s8 significart (F = 5, df = 1/208, p < ,01),
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Appsal to undon leadere: This tactic appears to produce the greatsst
conflict among managers for it is widely evaluated as baing high in effac-
tiveness and low in appropriateness. Difforence betwaen affectivanases and
appropriateness ratings warse significant in case of male subordinates (F =
4.21, df = 1/208, p < .01), male supsriors (F = 5.5, df = 1/208, p <. .01)
and female superiors (F = 8.81, df = 1/208, p< .01). Only with fomala sub-

ordinates, appeal to union leaderTs was not saen as baing highly successful.

Qur results clearly show appropriateness and effectivaness ts be Lo
differert dimensione for evaluating influence tactics. Qut of 32 compariscme,
differences wara statistically significant in seven cases, The sane di ffe-
rence could parvade the svalustion of othsr managarial phanomana liks muparvi-
sory stylss. 4Ya thersfore question the appropriatensss, not the sffectivencss
of sumaing thess different evaluatory dimsmeiors to derive an ovarall index of!
affectivanoss as done by Rosen ard Jerdee (1573}, If propriety and effective-
ness wore treated aas tuo indepandent dimensions, Rosen and Jerdee would proba-
bly have found relationships differsnt than tha ones obtained by tham by suma-

ing individual ratings over thesse dimensions,

IV. Sgx of inflyence ggent and ipfluence tgrget:

Thers was no affact of the sex of the influsnca agent on the avaluation

of appropriatsnsss and effactiveness of influance tactics. The sax of tha Lar
get influenced the sppropriatensss of influence tactics in dowrward and uphlnrdi

b
£nfluance situstions (F w 2,63, df = 7/980, p <. .0S). |

This means that according to our respondents, the evaluation of influenc

tactics does not depend upon whather the person exercising influence is a male
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or a femals. This result is contrary to the findings reported by Rosan

and Jerdee (1973) which showed that evaluations of the efficacy of cor-
tain supervisory styles are influenced by ths sex of the supervisor axd
subordinate. Our results do not support the sex-role congruenca hypo-
thesis which holds that female leadsrs are more effective whan bedng
friendly and considerate, and male lesders ars more effective while baeing
assertive and task-oriented, and which found support in a study of 51
directors by Petty and Miles (1976). Howaver, our findings ara in comso-
nance with the results meported by Donpall and Hall {1980) wha found no
difference in the management styles of 227 matched palrs of male and fomale
managers. As in Domnell and Hall study about management styles, in our
study of influence tactics also the sex of ths manager appears to be frrale-
vart to the task of managing and influancing others, Yet, the second part
of the findings of Rosen and Jerdes, namsly, the influence of the asex of the

subordinate on the evaluation was bome out by our study.

Table 4 presents mean scores for appropriateness of influence tactics

for mals/female subordinates and male/female supaeriors as influence tarcets.

Table 4 about hare

a. Dowrmard influences Ae evident from Table 4, there were differences
in the evaluatian of the appropriataness of influence tactics when the influ-
snce target wes shown as baing male subordinates than female subcrdinatee.
Newman-Ksuls tast wes carried out for comparisons among the eight mears for

male subordinates, and for female subordinates. Figure 4 presents the results

Figure 4 sbout here




When the influence targets were male subordinates, four t actics namely
coalition with employees, reason, friendliness and coalition with union
functionaries ware svaluatad as being highly appropriate. The difference in
mean L:at.ings among these tactics wers not statistically s jnificant. Asser-
tiveress, howavser, diffsred significantly from the above tactics on tha one
hand, and tactics with lower ratings like bargaining, sappeal to union leaders

and appeal to higher manzgewent, on the othar.

wWhan the influence targets were fomale subogxdinates, meason vwas evalua-
tad as the most appropriate tactic. friendliness, coalition with emplcyees
and coalition with undon functicraries were svaluatad as balng modarately sp-
propriate; and assertiveness, hargalning, appsal to union lsaders and appeal

to higher management waere rated low on appropriastenass.

Thus, these sppear to be markad differences In the parceived apprcpriats‘
ness of tactics betwugsn male subordinates and fomale subordinates. far 1nf’1u-ll
encing men, four tactics appear to bs equally high on appropriatencss; for
vomen, only reason emarges a8 highly appropriate. Although asésertivaness ls
tha fifth appropriate tactic for influencing both mals and fmmale subordinaters
in cass of men it 18 ssen as baeing moderately appropriate, for women subordi-

nates assertiveness Jjoime tha category of least appropriate tactics.

b. Upward influence: Newman—Kauls teet was carried out for comparison
among eight means for influencing male superiors, and likegwiss for L{nflusncing

fomale supariors. fFigure 5 presents the results.

Figure 5 about here
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For the most appropriaste tactic, there were no diffarsnces bstween
male and female superiors; in both cases reason emarged as the most appro-
priate tactic. For moderatsly appropriate and lesst appropriate tactics,
there were slight differences. Ffor exampls, coalition with undan functiona-
riee was considered mar® appropriate in case of female superior than for

wale superior.

Sumnary:
In the presanmt paper we have reported resuylts of a study of different

influence tactice in the Indian bank satting. The fact that we drew situa-
tion descriptisne, action alternatives, and respondents from the banking

sactor i{s a linitation of our study which detracts from its generalisability,
Yot it is also a strength partly because the Indian banks with their fast
growing size comstitute a significant industrial sactor and largaly because

due to their {intimate familiarity with situation deacriptione, our respondents
at once identifisd with the manager as the influsnce sgent, Respondants there-
fore provided experience-based, rather than merely acadeaic and superficial,

svaluations of different influence tactics.

In our study, reason emsrged as the most appropriate and effaective influ-
ance tactic. Although percejived ss highly suitabls for both subordinates and
superiors, reason is evaluated as being much more appropriate and sffective
with a manager's superiors than with subordinates. Friendlinass is the sscond
most popular approach which, though high in both dowrward and upsward aituatioms,
is commidered to be significantly more appropriate and effective with subordi-

nates than with superiors. Building coalitions or support bases with other
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membars at the workplace, coalitiasns wWith undon functionaries and assortive-
ness anjoy moderats evaluatian, Bargaining, upward appeal and appaal to
union leadsrs sre given low ratings., These differences highlight the effi-
cacy of tactics like reason and friendliness, and Limitations of tactics

like bargaining and upvard appesl in managarial i{nfluence situations.

Our next {mportant finding 1s that givan the up#ard or dowrsiard posi-
tion of the i{nfluence target, the appropriateness and effactiveness of diffe-
rant tactics is svaluated differently. While tryling ta influence subordinates,
8 manager can selsct from a rangs of 8qually successful tactics like friendli-
ness, coalition and reason which ars given high ratings for both appropriate-~
ness and effactivensss. For influencing Superiors, however, tha choice of the
influence agant appears to be ssverely restricted, Only ore tactic namaly
reason eneérgss as baing highly appropriste and effective for influancing aupe-
riors; the evaluation of other tactics 1s significantly lower. This result
suggasts that managers enjoy much greater mangeuvrablility dus to a much broeder
range of efficacisus tactics available while handling subordinates, than in the

case of influencing supariors. Future resesrch can further exploze this,

In answer to our next question we found that apprapriateness and effec-
tiveness are indead tuwo different dimeneions of svaluation. Thesw differences
are particularly intsresting for tactics like bargaining, upward appeal, and
appeal to union lsaders which gre waluatod[t.;:ing high on effactiveness but
their rating for appropriatenass {e low. Thees results have iaplications both
for theory and practice. The implication for theory-building is cbviouss the

future models of {nfluence processes nesd to incorporats the approprist snees
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dimeneion a8 an intervaning variable to explain batter the managerial choices
and preferred action alternatives. The percaived sffactiveness and probable
success ae an outcome need not be the only criteris governing managerial eva~
luation of alternatives; our study has seplirically proved the sxistence of
another dimension. Although propriety and ethical corsidarations are increas-
ingly attracting attentions of researchers (Boling and Dempsay, 1981; Evane,
1931), tine has come to explicitly incorporate them into the paradigme axplor-
ing managerial choices and behavinur. For practitioners, these differences
betwean appropriatsness and effactivencas highlight the areas of potential
managarisl dilammas and conflicts. Uuhich are the tactics that presant strong
temptation bacause they are perceivad as being high on effactiveness yet their
appropriatensss is low, to what axtent and with refarsnce to which decision
areas do managars experisnce these conflic ts’ and,uhat conflict resolution strae-
tegies and mecharisas do thay adopt are some important issuss that need to be

ressarched.

Finally, since women ars amerging as a cognisable group at managesrial
levels, we wanted to find out 1if pecple hold differomt sets of expactaticrs,
evaluations and prescriptioms for influence tactics for fenale {nflusnce agerts
and influance targets compersd to mals influence agents and influence targets.
Contrary to the findings reported by Rosen and Jerdse (1973), in our study the
sex of the managsr as an influence agamt did not affect the ovaluation of the
appropriatenass and sffsctiveness of differert influance tactics. This absence
of significant diffsrences in the evaluatbn of influance tactics for mals and
female managers seems to suggest that probably with the passage of time and an

increasing interaction with women in managerial positions, sex-role stereat spes
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(Broverman, et al., 1972), sex-relatsd differences in expectations (lohreon,
1976) and evaluation (Rosen and Jerdes, 1973) are glving way to gender-free
parcaptione and evaluations of self and others (Deaux and Ullman, cited in

Deaux, 1984), managerial styles (Deonnaell and Hall, 1980), and influsnce tac-

tics a8 shown {n our study,

However, this doss not maan that sex-relatad expactations have Secome
extinct, and gender has become an irralavint variable in work osganizatiomm.
In our study, we found the sex of the influance targets namely supsriors and
subor*dinatras to be influsncing significantly the appropriatsness, not effec-
tivanesq[oinfluenm tactices. Our respondants seom to be saying thaen that the

spprapriateness and affectiveness of tactics romains the 32ma whather the per-

son exercising influence happens to be & male or a female. Howgvar, it is im-

portant for the influence agant to bear in mind the sex of the influsnce target

vecause tactics which are appropriate for male targets need not be equally appro-

priats for famals targets. This is a significant result for it shows that
gender still matters at the workplace, though in limited, and indirect way, It
doee not influsnce the effectivenass of outcomes, but the appropriateness of

cortain
/panagerial behaviours var{ies according to the sex of the recipient.
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Table 1

Evaluation of Influence Tactics

(n = 144)
Influence tactic Rean
dargalning J.64
fFriendliness 5.25
Reason 6,06
Assertivenses 4,2
Upward appeel 3447
Appesal to union leaders 3423
Coslition with other smployees 5.06

Conlition with union functiona-
ri" ‘077



Maan Evaluation o

Table 2

Influence Tectics in Oownward and Upward

Influence Situatioms

(n = 144)
Dirsction Appropristenses Effectivenvss
of Influence
Inf luance Downuax d Upward ODowrmarx d Upward
Tastic Mean Renk Mean Renk | Mean  Rank  Mean  Rank
Bargaining 3,51 6 3.12 6 4.59 5 ( 3.35 8
Frisndlinees 5.56 2 4.5 2 5,63 1 | 5.00 2
Reanon 5.8 1| 6.53 1 | 5.46 3| 6.43 1
Asssrtiveness 4,33 5 4,08 4 4,24 6 4,15 5
Upward appsal 2.94 8 2.97 7 3.27 B 3.51 6
Appsal to union
lsaders 3.19 7 2.74 8 3.5 7T U 3.47 7
Coslition with
suployees 5.56 2 4.47 3 5.56 2 4 .64 3
Coalltion with
union func-
tionariee 5.35 4 3.99 5 5.44 4 4,3 4




Table 3

Msan Evaluation of Influence Tectics for Appropriatenees
and Effectivensss

Male Target I Female Target
Influence Sybardinatae Supsrior I Suboardinate Superioe
Tactic !
Appro- Effso- Appro. Effsc- | Approw  Effec- Appro- Effec.
priate tivensss priata tivensss ‘ priate tiveness priate tivenass
r |
Bargsining 3,46 WY 3,04 3,24 } 3.57 e.7% 3. 3.46
r 1}
Friandllnﬂﬂ 5.72 5.78 4,53 4,89 5.39 55 .07 5.11%
Reason 5.78 5.31 ; 6.49 6.36 6.01 5.61 5.58 6.9
Asgertivensss 4,36 4,03 4,08 4.1 4,29 4,46 4.08 4.2
Upward appeal 2.82 3.33 3.03 3.647 3.06 3.1 2.92 3.39
Appeal to union
ll.lhl'l 3.13 3.69. 2.76 3.“ 3.2‘ Ja33 20?2 305?
Coalition with
sRployses 5.82 5.69 4,17 444) 5.3 5.43 4,78 4.85
Coalitiomn with '
unian func- | ‘
tionarive 54356 5. 44 | 3.86 4.25 } 5.33 5,44 4,13 4.35
j :

* Differsnce betwasn sppropriatsness and sffectiveness ratings significant at p  ,05



Table 4

Appropriatermss of Influence Tactics for Mele and

female Influence Targets

Oownuard Upward

Influence Rale Fagale Male famale

Target (rm=72) (m=T72) (rm72) (w72}
Influence Masn Rank Rasn Rank Mean Rank Mean Rank
Tactic
Bergaining 3.46 6 3.57 .3 3.04 8 3,19 6
Friendliness 5.72 3 5.39 2 4,53 2 5.07 2
Reaaon 5.78 2 6.01 1 6.49 1 6.58 1
Asssrtivenass 4,36 5 4.29 5 4,08 A4 4.08 B
Upward appsal 2482 8 3.06 8 3.03 ? 2.92 7
Appeal to

union lesadsrs 3.13 7 3.26 7 2.76 8 2.72 8
Coalition with
Caalition with ‘

union func-

tionaries 5,36 4 | 5.3 3 3.86 5 4.3 4




Ogwnuward Influence

Raeason
Coalition with employees
frisndliness

Coalition with union
functionaries

Assertivensss

Bargaining
Appeal to union leader®

Appeal to highex
managemant

Fig.

Upward Influence

Most
e ”Pmpl‘iate _—_‘REBSOH
F'riandum,
Coalition with employees
Moderataly
appropriate Assprtivensss
Coalition with union
functionaries
Bargaining
e A 1 to higher ement
appropriate ppea > manag )

Appaal to union leaders

1. Appropriateness of Tactice



8] W Infl Upward Inflvepce

Friendliness
C
nalition with employees Most
Re ason Effective Reamcn
Coalition with unicn
functionaries
Frisndliness
Coalition with omployees
Bargairdng Moderately
Fffactive — | Coalition with union
Assertiveness functionaries
Assartiveress
Appeal to higher manage—
Appeal to union leaders ment
Laast
Appeal to union panage- Effective Appeal to union leadere
ment

Bargaining

Fig., 2. Effactiveress of Tactics
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7T Fig. 3-A: Male Torget: Downward Intluence 7 Fig 3-B° Male Target:Upward influence
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Fig. 3 : Evaluation of the Appropriateness and Effectiveness of Influence Tactics
given Male Female Targets in Downward Upward Influence Situations



Cowrmard Influence

Pale Sybordingtes Fenals Subgrdinates
Coalition with smployees |
Reason
Most appro-
Friendliness — ~  priate ———— Reason
Coalition with union
functionaries
Friendliness
Assertiveness Modarataly | Coalition with union
appropriate functionaries
Coalition with amplayees
Assartiveness
Bargalning
Bargainirg

Appeal to union leaders Lasst — ]
sppropriate Appaal to union leaders
Appsal to higher

wanagesent Appeal to hicher management

Fig. 4. Appropriatensss of Influence
Tactice for Mals and Female
Subordinates



Upward Influence

Male Superjor
Reason e Post
appropriatse
Friendliness
Moderat®ly
Coalition with smployees appropriate
Asgsertivenoss
Coalition with union
laaders
Bargalning Least
Appeal to higher manage- appropriste
ment
Appeal to union leaders

Fig. 5.

fomale Superjor

Reagson

Friendliness

Coalition with employees

Coalition with undon
laaders

Assartiveness

Bargaining
Appeal to higher managens!

Appeal to union loadsrte

Appropriatensess of Influarce
Tactics for Male and Female

Superiors



