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ABSTRACT' ' S

' Hzerarchzcal and decentralized crganlzatlcnal systens
are both based on the’ assunptlon that pover exists in a.limited
quantity to be divided up améng those in the organization. Fecent
_research indicates, td the contrary, that vwhen sanagers allcw their
subordinates greater influence in the organzzaticn, nct crly does the
job satisfaction and morale of the subcrdinates increase, but the
subordinatés are more responsive to the managers! wishes and N
requests. The manager thus gains control Lky giving ccpntrcl away. I
Tests of these theories in the public schcols have demcnstrated their “
application to principals and teachers. In addition, the .satisfaction *
of teachers with ‘their principals’ has been shown to relate directly.
to the principals? lanagerial style. (Author/PGD)
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. Each Res2arch Action Brief reports the findings

S

of significant empirical research studies on a -

topic in educational management From these
findings impljcations are drawn for the opera-
tion of today’s schoolé, thus serving as a guide
for enlightened adninistrative action. *

This Research Action Brief was prepared by the

ERIC Clearinghouse on Educational Manage- '

ment for distribution by the National Associa-
tion of Secondary School Pnnclpals
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Managerial Control: A Middié Way
/

Modern managers, whether secondary school principals or
business executives, face a dilemma concerning the disposal of
their power They have probably been taught that hierarchical
control is important o efficient administration agd coordine- ’
tion of effort Qn the other hand, they may also be aware that
decentralization of control and de01s|on -making can improve *
employee motivation The perils of each are well knpown.
Hierarchical control can evolve into rigid authoritarianism,*
decentralization can degenerate to chaas. Which then does
the manager prefer? Or fear most?

Some orgamzat:onaWnsts have 3yggested that the di-
lemma Js not real; at least 1t accents the wrong perspective.”
Despite their obvious philosophical dissimilar:ties, hierafchi-

. Cal and decentralized systems both share a common assump-
_tion about power Both assume that power i1s a lImited entity
to be divided like a pie among dinner guests. The more guests
admitted to the table, the smaller the portion for each

But does power actually exist irr fixed quantities, such that
one person’s, gain in control must result In another person’s

¥loss? Arnold Tannenbaum and a number of other researchers

have questioried this truism of organizational life. Their re-
search points to a “middle way,” as Tannenbaum describes it,
between rigid hierarchical control and chaotic decentralization.
Although most studies on variable levels of control have been
conducted in private business organizations, thé findings have
application to the public schools.

Evidence ) o =

) Organi'zations are controlling structures. They are the means .
of smoothly inte'grating diverse personal and collective behav- . .
1ors and directirig them toward a common goal. Idiosyncratic i
behaviors are circumscribed to conform to the organization's = -
rationaltplan ‘‘Control,” concludes Tannenbaum, "'is an inevi-
table correlate of organization "* -7

The power of control ns a dazzting lure Though hlgher
' levels of tension, frustratuon and sleeplessness’are often associ-
ated with the executive exercise of power, power “itself is “often
understood as synonymous with prestigé, status, social emi-
nence, or superiority.”” The connection between pow;er and or-~
*ganizational fidelity has often been natell. "’ The man who exer-
cises control gives more of himself 1o the 6rganization. He is
likely to be mgre identified, more loyal, more active, on behalf
of the organizatidn.” His powerless counterparts '‘are, in
general, less satisfied\with their work situgtions . . . and their
dissatisfaction often has the qualnty of apathy and disinvqlve-
ment”’ (Tannenbaum)

Control “and job satisfaction. The correlation between an
employee’s job satisfaction and his or her-muolvement with -
the decision-makjng processes of the 'orgam n has been
demonstrated in aconsiderable volume of researc%xlt is Clear,
Bachman and Tannenbaum conclude, that “individuals who
have relatively high control over their jobs are more satisfied
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“with their jobs than individuals with {ower control.” But they
also note that not much 1s known about “"how a given’individual

may\experience different degrees of satisfaction in different

< . . : "
areas of activity as a function of differing amounts of control,

Not all aspects ofevery Job can be expected to provide equal
amounts.of atisfaction Can we be sure'that what accounts for
employee
_decision- -ma ng? . . .

To explore\the sources of job satlsfactlon Bachman and
Tannenbaum questioned workers about areas.of their lives
over which they exerted varylng amounts of control.\ln one
study ‘they questroqed a group of clerks «n an insurance com-
Pany about the amoO t df control they had over twerty office
systems These systemslncluded rules, procedures, suggestlons
ah,d discipline: policies covering such areas as “lunch,” “plan-
ning,” “training,”” ‘transfer,”” "‘error report,” and “overtime.”
They also asked the clerks to indicaje their satisfaction with
each area For a period following the survey, the clerks were
given greater control in some areas while the control in other
areas was held constant. ! ‘ .

When researchers resurveyed the office a year later, they
found the “‘greatest increases in satisfaction” occurred' ““with
those systems providing the greatest increase in control.” They
concluded-that the “ovér-all effect of the manipulation was to
intrease substantially the degree ‘of decision-making by the
cl’erks with a corresgondlng increase in their gen®ral satisfac-
tion with the company and supervisory personnel.’”’

In a second study, Bachman and Tannenbaum surveyed

ral, political, social, and cultural
environment” The wo;kers rndlcated their satlsfactlon (or
lack of it) W|th food pr»ces, income tax® popular mUSIC tele-

phone- service, their.most recent job, their personal health, and A

the-city where they lived, among other things Estimatés of
the amount of, control the average worker had over th%se areas
of llfe were provided by a pane! of s
*as welI the workers were most satis |ed with those aspects of
thejr l|ves over which they had most control. *

Recuprocal confroland mutual influence. Implications of the
a'bove stublies are Clear. the wxse supervisor will put as much
control into thehands of subordlnates as is commensurate with
good management Unfortunately many administrators, operat-
4ng on thé aswmpt:on that power exists in fixed quantities,
‘ believé that power passed to' subordinates is power lost. . ’

But Tannenbaum argues that the amount ot control tn anﬂ’
: orgamzatuon can increase and that allmembers can share it'To

illustrate in a practical way how control expands Tannenbaum
compares two hypothetlcal superwsors The first is indifferent

. to'his workers He i |gnores their suggestions and recommenda.
tlons '*Bét:ause of this treatment, his sukordinates, senslng their -
with him, respond ta his suggestions and"

.own. lack of inflyen
demantfswnh indif erence, .

“The second $up
thetr opinjons. They, in turn, are respansive to his requests,
ClnnenbaUm states, "TQ the extent that this may contrlbute

< R -

satrsfactuon i1s truly the level of personal cantro! aver *

ial scientists. In this case

. power.) L

iSor interacts with his workers and solicits "

-

» . *
-to effective performance—and we have reason to believe that it
does If the supervisor also hasinfluence With his manager —the
group 1tself will be more powerful or influential.”

Tannenbaum cites a study by Ljkert, another contemporary

organizational theorist, that demonstrates how the total
‘amount of control in an organization can vary and how the In-
fluence of the employee is associated with that of the super-
visor Likert asked nonsupervisory personnel in thirty- -QNe, sepa-
rate departments of a large industrial service organization to
indicate howy much lnfluence the department. manager, the
supervisors, and the men themselves had over ''what goes on in
your department .

Once the data wewlected the departments were divided

. into thiee groups according to their levels of productlwty Em-,

ployees in the high- produc»ng departments rated themssives as
having “more influence as a group’’ than did employées in the
two other group$."What is even more striking is that the workers
in these same high-producing departments gave higher ratings
of control to their managers and supervisors than workers in
the Iow-producmg departments .gave to theirs Likert and
Tannenbaum conciude that ‘‘influential workers do not imply
uninfluential supervisors or managers "

The phenomenon of réciprocal control and fluctudting
levels of|power was further explored by Bachman, Smith, and
Slesinger in their survey of salesmen | tthffrces
of a national firm They asked the saleSmeq about the amount
of control they exerted as a group on office.policies and how
much control their office manager exerted. ‘The sUrvey at
tempted to venfy the existence of mutual infiuence between
supervisors and salesmeh and to demoilstrate that the differ-

ences in power were not merely individuaily perceived, but :

were In fact objective qualmes inherentn the office sftuatigs,
» . The researchers sought to explore the relationghib between
~satisfaction, influence, and managerial styles - Toward this end
ﬁbey aslggd the salesmen to choose the best explamation for
“why they do the Ihlngstheu' supervnsors sugg est or wantthem
to do” . < ‘
A. "1 admire him for his personal quakties, and want to act
in a.way that merits his respect and admiration.”’
B "I respect his competence and ,gdod judgment about
things with which he i$ more e£perienced than |.”
* C "He can give special help pnd benefits to those who
’ cooperate with him.”’
D. ""He can apply pressure or penaluze those who do not
cooperate with him;’
E. "He has a legitimat

right, co'nsrdernntj hts position, to

. ’

The findings, fike those of Likert's study, show that influ-
‘“énce isreciprocal: “"The degree,of control exercised by an office
manager over fits subdrdinates wds positively related to the con-
trol they e. rcise over -him.’”’ In the most pr'oductlve offices
en and their off‘ice managers gxperienced high

)
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- levels of control. The study conclydes that “'the most effective
oﬂlées can be characterlzed by the following high total con-
“Yrol syndrome’ hrgh Ievels of anterpersonal“:ontrpl and con-
trol over the office, by both manager and salesmen, relatively
greater reliance by the. offlce manager on expert and referent
. power . .. and high mean levels of performance and satisfac-
tion with the office manager.” - .

Q Prlncupal s base of power and mfluence. Compared to an in-
EMC rance office,.the subordijnate-supervisor -relationship in the
- W blic schools seems quite different. Hornstein and his co-

-

.

authors note that “except for some constraints with regard to
curricula, steachers have almost complete ffeedom to organize

theirr work within theur classrooms.

Thus, in contrast to

organizational roles that have been studied in-the past, publuc
school, teaching 1s.characterized by :ndlwduah independent

performance

o

Do the above findings concerning contrdl, satis-

faction, reciprocal influence, and Bases of power also apply %0
thé relationship between principals and teac).‘ners7

.

To find out, Hornstein-and tus Colleagues replicated the

Bachman, Smith, and Slesinger study in the public schools. In
tFieir attempt to measure levels of control and influence, Horn-
stein and, his associates asked teachers the following questions

LS

B

.} In general,how much say or influence do you feel the
]

principal of your school has on how your school |s run?
2 1In general, how ‘much say or influence do you feel-the
teachers as'a group have on how your school is run?

Answers to these questions yiglded, a measure of “total within-
building influence.” Teachers were alsq asked"

3..1n general, how much say or mffuence does the prmczpal .

of your schoo| have with Yeachers.irn your school when it
comes to activities and decisions that affect the perform-
ance of their classroom activities? .

4. In genegal, haw much say or nnfluence do théteachers in
your school have on the prmczpal when |t comes 1o his
activities and decisions that affect the performance of
your school?** .

Answers to questions three and four yrelded a measure oi
“’total interpersonal mfluence in the scHool. Answers to ques-

tlons

0 and. four ynerded a measure of total teacher influ-

ence answers to questions one and ;hrge yielded a vaiue for

{
total prmczpal influence. -

pringipal’s ba

et o Pa o,

in addition, tlhe researchers asked tqachers to identify their
of power, A general measure of satisfaction

with the principal was atso takenX. . " ‘.

Homsteln repotts that in accord wrth earlier studies, the

influence between prnncrpals and f’eachers 1s reciprocal. ”when -
teachers perceive their prirtcipal ‘s levemof influence to be high,
they are likely to percerve -the;r own |evel of influence to*be
relatively high.” Levels of influence are related to satisfaction.
The greater the total influence for both groups, the '‘more
favoraQIe is thelr [teachers] evaluation of the system and the_

greater is their satrsfactron with the prmcrpat

a

The amount af mflu’ence teacherg attrubute to prmcrpa]s 1S

associated with the base of power from which the principal
operatés. Greategr levels of principal*influence are associated °
with a view of the prmclpal as an expert.

A study by Balderson further explores tHe relatnonshlp be-

tween the prmcnpal s base of power, teac‘her satrsfactron and
the qualities of, schools associated with the different kinds of
principal power., Balderson asked 426 teachers in forty-one
elementary schools to select which power rasgs they perceived

- their prihcipal as employing: personal (same # refereht in -
Likert's stydy),, expert, reward eoercwe or fegmmate -

.

Balderson 'drswvefgﬂ "syﬁten’tatlc diffefences™in “staff re-

* sponses;’ that were rglated’ to. the power bases."He noted _that 2

M\’
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teachers in a majority of the schools viewed the principals as
utilizing power based on expertise. The "reward’’ category was
¢insignificant, perhaps, as Balderson suggests, betause principals
have little to offer in the.way* of inducements or because
teachers themselves find this method of operation repugnant.
Schools that rate the principal as using "expert’’ power received
high scores for “teacher morale, teachey satigfaction with princi-
pal's performance, and the degreeez.g,which the principal
favored (1) teachers doing an effective job helping students
learn,' {2) teachers experimentirg with new ideas and .tech-
niques, and (3) teachers suggesting ideas to improve the
school.”” Without exception, schools with ‘/coercive” principals
hac} the lowest scores on these measures. >

implications

An impressive array of research challenges the tradmonal
assumption that power in an organization exists in limited
quantities. In doing so, the research challenges as well some of
the traditional practices that have grown out of this ”al)-or-

none” law of power For principals in particular, the resedrch .

points in some interesting managerial directions.
Principals should take careful stock of the\IeVel and dnstrl-

’ bution of power in their schools. Their evaluation should con-

1

sider the answers to such questions as, Is the principal com-
fortable with the amount of -his own control over the school?
Is the control used effectively? Doés the principal have influ-
erice with teachers? Do.teachers feel influential, and do they
evigience high satisfaction with their work? Does the schoot
function at a high level of efficiency and productivity?

If the answers to these questions point to%ow levels of influ-
ence and employee morale in the school, the principal might
_well consider whether he has been overly cautious about parcel-
ing out power to the school’s staff and even to students. Know-
ing that the power in an organization is not limited but is cap-
able of expansion, the principal will look .for ways to increase
the total amount of power for the benefit of the school.

* Because power is reciprocal, an increase in the power of
teachers should lead to a corresponding increase in’ the power
of the principal. Conversély, the principal who is stmgy with
power glso circumscribes his own pawer.

In his attempt to raise the levels of control and thus the

, efficlency of his school, the principal is best aided if he is seen
8s an Impartial expgrt sensitive to the concerns of his profes-
sional .staff. Balderjon notes that as teachers become more
specialized, they are "less inclined to accept sugfestions and
demands from’people in hierarchically superior positions un-
less the suggestlons and demands are seen t0 promote more
dffadtive performance.” It lies in the principal’ s interest to be
seen gs an expert.

“sivity or Iack of power. In'Balderson's.data, expertise was posi-
tively associated with the frequency of attempted influence.

e Prlncipals should not fear the sharing of power. Nor should
they 'be afraid that. higher levels of control will kil employee
o atlsfactiom in 8 paradoxical system where power and control

an Qrow.in 'mutual abuhdance, the principal should not fear

qupg left out at the-power table.

.

g

Boing viewed as 8 depoliticized expert does not imply pas-
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