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CHAPTER I.

INTRODUCTION

Background and Ratjonale

Influence, or personal power, permeates our very being.
Indeed, the ancient Greek philosophers defined power as
being, reasoning that there was no being without power.
Currently and particularly in Western cultures we all feel
the influence of others. All the professions which are other
person oriented are inexorably tied to the amounts and modes
of influencing. Teachers, therapists and salesmen are all
concerned with motivation ard influence as being central to
applying their body of skills. The culture and the econory,
therefore, survive only because of an intricate netvork of
influences.

In personal interaction and in institutional processes
it is necessary to understand influence. A democratic way of
life demands this understanding. In a democracy the variety
of forms of pover and its uses are considerable and broad.

In this setting an enlightened citizen or involved person is
important. Enlightenment is not just importamt to recognize
different kinds of influences and perhaps resist them, but it
is also important to understand that the use of power and the

appropriate use of power in given situations may be entirely

different things.



If understanding influence, both personal and
institutional, is particularly important in a democratic
society, it is doubly so in a college or university setting
within that society. Freedom of speech, seeking knowledge,
truthful inquiry and the dissemination of ideas are all
activities espoused by higher education which require the
people to understand power so that independent thinking and
action can take place. In a "free and open society" it is

important to open ourselves and our institutions to scrutiny.

A major problem faced by modern organizations in general
and by professional organizations specifically is the design
of a system of social control. This rationalization of
administrative procedures implies autonomous working
conditions and the exercise of discretion among workers. The
methods through vhich contemporary professional orgamnizations
reconcile these two conditions in their control structures
have important implications for other organizations which are
undergoing changes toward bureaucratization and
professionalization. Therefore, empirical inquiry into the
control structures of universities is an appropriate step

towards understanding those methods.



A number of theories have been proposed to explain
social power and influence. Persons in all kinds of settings
feel the influences of others, and act accordingly. Many
people, at one time or another, have wondered why humans
behave as they do. They have observed actions and reactions
and noted that different people react quite differently to
the same situation. They have listened to people describe
vastly different feelings about the same occurrence or the
same person. They have noticed that some people seem to have
a great influence over many others, while at the same tinme
thers are people who have no influence at all over others.
Those being influenced have different feelings too--from awe
and respect to fear and resentment. These observations have
been the focus of interest and study by social scientists.

A university setting is one in which there are many
diverse influences, and an obvious differential in power
among its citizens. How are,these differences reflected in
the perceptions of those in the academic setting? Are some
areas perceived to be more punitive or fearsome than others?

To study all aspects of power and its ramifications on a
university campus would be impossible in one study. The
research reported herein does, however, look at some aspects

of power in the academic setting.



The problem undertaken in this study was to invgstigate
the structures of power and the administrative behavioral
correlates as perceived by the chief institutional
representatives to the American Association of Colleges for
Teacher Education (CIRAACTE) at tﬁeir various institutions.
This main problem contained three subprobleas: (1) to
describe the control and power base structures in the
institutions of the CIRAACTE, (2) to discern whether
systematic control and power base differences existed among
the institution's hierarchical levels, and to account for any
structural differences which occurred, and (3) to deteraine
(CIRAACTE) power satisfaction and scholarly activities
correlates of the structures and to investigate the

hierarchical level of differences in the relationships.

Variables Active _in_the Problenm

The objectives of this research required conceptual and
operational definitions of the major variables to be made
theoretically sensitive, so as to generate hypotheses
relating the variables, and which suggested measurements and
techniques to test the hypotheses. These considerations were
applied in the selection of the following: CIRAACTE powver
structqre, CIRAACTE power satisfaction, scholarly activities,

decision making structure, and institutional function.



Institutional Control Structure

Institutional control structure refers to the perceived
amounts of influence the central administrator, the deamn, and
the department chairperson as a group have over the afféirs
of the institution and over one another. The "institution"
in this instance refers to any structural unit of a
university which houses the CIRAACTE.

Consistent with Tannenbaum's conception, the
institutional control structure is taken as the amounts of
power or influence exercised within the institution (central
administrators), college (deans), and departments (department
chairperson) hierarchy as perceived by the CIRAACTE. It wvas
defined in terms of twd related concepts:
or influence exercised in the institution by and over the
central administrator, dean, and department chairperson; and

Total_Control - the average of the amounts of power or
influence exercised in the institution by and over the
central adainistrator, dean, and department chairperson, all
taken as a grouap.

It is possible to differentiate between two separate
kinds of influence attempts. The central administrator,
dean, and department chairperson exercise power or influence

over institutional activities and functions; they also



exercise power or influence over one another. Therefore, a
distinction was made between these two types of control
(Tannenbaum and Georgopoulos, 1957).

In addition to the general exercise of control over the
institution, the amounts of control over several
institut ional decision making areas were considered. These
included references to control over departmental policy,
college policy, institutional policy, teaching activities (in
general) , and research activities (in gemneral); over |
authorization in personnel functions, curriculuns, public
relations, financial functions, and research functions; over
departmental teaching activities, and departmental research

activities; and over institution administrative activities.

Organizational power and authority become manifest in
various ways. The physical presence and design of the
building which houses the organizatiomn, for example,
represents a form of power or influence. So do the
mechanical and physical procedures required to perforam the
work; the conceptual systems and procedures which integrate
organizational activities; the job descriptions and
specifications which prescribe formal role behaviors; the
forms, reports, and other information outputs; and the

existence of a formally-structured hierarchy of authority



contribute towards converting individual behaviors into
concerted effort. Although an organization might employ
these physical, ptocedural,'and normative mechanisms for
behavior direction, in the final analysis the responsibility
for evaluating deviations from organizational norms and for
influencing behavior toward those norms lies with individuals
in the orgamization. In other words, a significant amount of
intra-organizational power and authority is mediated through
people. Therefore, one method of studying power and
authority structures and processes, and the one used in the

present study, is by analyzing interpersonal influence.

The_Control_ (Power of Influence} Graph

For the purpose of this study a means of conceptualizing
and measuring influence relationships among people in
organizations is presented by Tannenbaum and Kahn (1957). 1In
their study of four trade-union locals they applied a
technique called a "control graph." The control graph is a
tvo-dimensional representation of the structure of power or
influence, that exists among individuals in an organization.
The abcissa of the graph is taken to represent the
organizational hierarchy and the ordinate, the amount of
control exercised by each position in the hierarchy. By
plotting the intersections of the two axes--that is, the
respective amounts of control exercised by each hierarchical

level--a variety of different curves can be drawn, and two



dif ferent aspects of control can be illustrated. The
distribution of control, represented by the slope of the
curve, shows the relative amounts of control over

organizational affairs and over one another exercised by each

represented by the average height of the curve, shows how
much power is exercised within the organization from all
hierarchical sources.

The control measures can be determined quantitatively by
organizing numerical values to the points along the abcissa
and ordinate of the graph and by assuming interval scaling
along both axes. This technique provides two power indexes
which can be used to compare different organizations or
dif ferent divisions within a single organization, or to
relate control structures to other organizational variables.

This scheme characterizes the control structure of an
organization in terms of two axes. The horizontal axis is
based on a universal characteristic of formal organizatioms:
the system of hierarchically defined admimnistrative
positions. This axis is designed to represent the various
hierarchical levels, from low to high, in the organization.
In most institutions, for example, the department chairperson
would be placed at the low end of this axis, and the central
administrators would be placed at the high end, with another

position group (e.g., the deans) at the intervening level.



The vertical axis of the graph represents the amount of
control over the organization's policies and actions that is
exercised by each of the hierarchical levels. For example, a
given level, conceivably, could have very little control in
deteraining the policies and actions of the organization.
This might be true of the department chairperson in some
institutions or of the central administrators in others. On
the other hand, certain levels might be extremely influential
in controlling the affairs of the organization. Again, this
might be true of the central administrator, the department
chairperson, or any coabination of hierarchical levels.
Varying shapes of curve might be generated from these axes,
depending on how much control is exercised by each of the
hierarchical groups.

The importance of two distinct aspects of control in.

organizations are the_distribution of coptrol, i.e., who or

what hierarchically defined groups exercises control over the
i.e., hov much control is exercised within the organization,
from all sources. The first is represented by the slope of
the curve, the second by its average height. The one
emphasizes the relative power of individuals and groups
vithin the organization, while the other reflects its
absolute aaount. Discussions of control in orgarizations

have more often recognized the former. However, an
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understanding of control in institutions reguires an
accounting not only of where control resides but how much it
all amounts to., PFurtheramore, institutional levels which have
the same distribution of control may differ markedly in the
total amount of control. Similarly, institutional levels
with the same total amount of control, the control may be
distributed in quite different ways.

The ideal model of power was represented by the
unilateral, downward flow of authority from the top to the
bottor of the pyramid of authority. This rigidly-structured,
downward-flowing distribution of control was considered the
sine gua non of organizational effectiveness. Organizations
were assumed to function best where power was fixed in formal
offices and allotted in decreasing amounts down through the
hierarchy.

Implied in this view is the belief that the exercise of
control is a zero-sum-game, that the organization affords a
fixed amount of power with which individuals and groups can
base their power exercised by other individuals and groups.
Within the concept of "total amount of power," however,
points on the power curve can rise or fall independently of
the other points, or the entire curve can rise or fall. This
shows that, theoretically there is a variable amount of power
available in the organization and that individuals and groups

can increase their influence without the usurpation of
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influence from others.

This concept is apparent in a number of organizational
models (Leavitt, 1965). Most participative management and
power egqualization models, for example, either explicitly
describe or imply such an increase in the total amount of
power available in the orgahization--an increase which is
hypothesized to lead to a greater degree of organizational
effectiveness.

Variations in power structures have been shown to have
important implications for the job satisfaction of
organization members and for organizational performance
(Tannenbaum, 1968a). More specifically, it has been shown
that a high degree of total power within the organization is
the most important pover condition for effecting these
outcomes. This suggests that the importance that the
classical viewpoint imputed to relative power variations in
the authority hierarchy was overstated--the point being that
individuals attach greater importance to having a sufficient
amount of influence over their jobs and over those who
formally direct their jobs than they do to their having sore
or less povwer than someone else above or belo¥ them in the
hierarchy.

The powver graph is of impoftant theoretical and
practical interest, therefore, since it can be used to

conceptualize and operationalize major organizational
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theories and prescriptions in teras of distributions and
total amount of power. It can be used to generate and test
hypotheses which come from bureaucratic theory, theories of
professional organization, power equalization and
participative management models, as well as the theory of
total power developed by Tannenbaum. It can be used as a
descriptive and analytical technique to operationalize the

structure of power among the hierarchical levels of CIRAACTE.

Organizatisnal Task Structures

It is well-documented that structural features of
organizations are dependent upon other relevant technological
and environmental variables, especially in business and
industrial firms. Studies consistently discover that "firms
differ according to the kind of work they do, and thus differ
in their structure" (Perrow, 1970). Technological variations
in production processes, such as differences in their degrees
of routineness and rationality: environmental variables, such
as the amount of certainty or predictability in the
organization®'s subunit environment; along with work flow
characteristics, organizational size, and goal orientations
have been shown to differentiate effectively among
organizations and their major subunits, and to have
predictable effects upon their structures and processes--most
typically, upon the degree of rationalization of their

technical and social subsystems. In addition, research has
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shown that the most effective leadership style is contingent
upon leader personality, group characteristics, power, and
task structure variables,

This same perspective has also been applied in colleges
and universities., Size, frequency of decision making, goal
orientaion, degree of bureaucratization, and environmental
pressure from sources outside the university have been used
to differentiate institutions and their divisions along
struciural dimensions, BRelative to power structures it
appears that "different structures of authority,
accountability and power obtain with respect to different
type tasks and probleas wvhich the (academic) department
confronts" (Hobbs and Anderson, 1971%1).

Findings from these kinds of studies lend support for
the contention that the design of am organization's
administrative systeama is dependent upon characteristics of
the work performed, and point to the possibility of finding
powver and power variations occurring as a function of the
task structure of universities. In the university the major
tasks performed are typically included under the teaching,
research, service to the college or university, and service
to the coamunity. Therefore, these categories were used to
anticipate task characteristics which could possibly account

for variations in power structures.
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Institutional Environment

If institutional task structures contain implications
for power and authority variations, then it should be
possible to differentiate among the institutions on the basis
of their task, power and authority structures. That is, if
there vwere systematic differentiation among the institutions
with power and authority base similarities should emerge.

Research on colleje and university environments has
provided methods for differentiating institutions according
to the sets of perceived environmental stimuli which impinge
upon the person and affect his behavior, and by extemnsion,
offer a means of categorizing and differentiating
institutions. An appropriate and practical model for
studying university eavironments is the Environmental
Assessment Technique (EAT) proposed by Astin and Hollaad
(1961). It is based upon the notion that a major part of
environmental forces is transmitted though people, and that
“the dominant features of an environment are dependent upon
the typical characteristics of its members" (Astin and
Holland, 1961).

People search for work environments that yill pernit
them to exercise their attitudes and values, and to take on
agreeabhle problems and roles. Members of an institution or

major university or college have similar institutional
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functions, and this study hypothesized four broad classes to
account for these similarities in interests, traits, and
behaviors. The four institutional functions are called
Teaching, Research, Service to the College or University, and

Service to the Community.

Objectives of the Study

The objective of this study is to provide current
information, within a relevant conceptual framework, aboat
the degrees of power perceived to be exercised at
institutions holding membership in the American Association
of Colleges for Teacher Education. The perceptions of the
chief institutional representatives to AACTE will be used to
determine the perceived amount of power, The following list
summarizes the objectives of the present study in terms of
the major variables:

1« To describe, through the use of aggregate measures
the perceived (a) distribution of control, (b) total control

of power structure within teacher education institutions

holding membership in the American Association of Colleges

for Teacher Education (AACTE).

2. To describe, through the use of aggregate measures

s S . D = S o ST D e e

institutions of the CIRAACTE according to their hierarchical
levels (central administrators, deans, and department

chairpersons) .
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3. To determine whether authority systems of
institutions will be perceptually differentiated by their

4, To determine whether systematic_control structure
differences exist among the hierarchical levels.
S. To determine whether authority systeas of

institutions will be differentiated by their perceived

——— ey S— — e GG e P DS

levels.
6. To determine whether authority systeas of

institutions will be differentiated by their perceived power

— = p P P PP )

levels.

7. To determine whether authority systeas of
institutions will be differentiated by their expected
scholarly activities according to their hierarchical levels.

8. To determine whether authority systeas of
institutions will be differentiated by thier perceived

institutional functions according to their hierarchical

levels.

9. To determine the CIRAACTE perceived power structures
correlates according to their hierarchical levels.

10. To determine the CIRAACTE perceived power

" - ——— > =

levels.
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11. To determine the CIRAACTE perceived scholarly
activity correlates according to their hierarchical levels.
12. To determine the CIRAACTE perceived institutional

function correlates according to their hierarchical levels.

Organization of the_ sStudy

This study has been divided into six sections. The six
sections will address and/or include the following: a
statement of the problem under investigation; define and list
the variables active in the study; research and statistical
hypotheses which were used for the purpose of guiding the
study and describing the methodology used to carry it
through; a review of the theory and research related to
intra-organizational power in general and to university
power specifically; present in aggregate and as they vary
among hierarchy levels findings which describe the structure
of power in the institutions; examine the relationships
betvween power and other variables; summarize the research
findings; attempt to evaluate the findings in the context of
existing organrizational power theories; and recommendations
for future empirical research into institutional (university)

power structures.
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The following list enumerates, gives examples of, and/or
conceptually defines the central variables important to the
study:

1. Control - the ability to cause or prevent change, or
direct or alter the direction of change.

2. Influence - for the purpose of this study no
attempts were made to distinquish between control, influence
and povwer.

3. Power - for the purpose of this study no attempts
vere made to distinquish between control, influence and
power.

4, Ruthorization - synonymous with control, influence,
and powver.

5. Authority - the recognized capacity of an
individual, committee or group to make formal decisions or
statements that will be followed or adhered to by others,

6. Institution - an organization, such as a college,
university, or similar establishment offering academic
instruction suitable for students who have completed

secondary schooling or its equivalent.
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7. Administrator - an officer or employee of the
university whose position requires a "professional" status,
vho oversees a portion of the university's programs and who
spends not more than ten percent of his or her time in
teaching duties, or wvho identifies with the administrative
staff by so stating on the questionnaire.

8. Central Administrator - the person who perforams as
the chief administrative officer, usually the president, and
those directly responsible to him in a college or university,
vhich may be in a single institution with one or more
campuses or a multi-institutional organization, and who
identifies with the ceatral administrator's staff by so
stating on the questionnaire.

9. Dean - a major academic officer of a college or of a
division, college or school of a university (in all cases
this study is referring to education), who is responsible
under the president or someone responsible to the president,
for the administration and supervision of instructional
activities and/or student relations, and who identifies with
the position of the dean by so stating on the questionnaire.

10. Department Chairperson - a faculty member who, in
addition to perforring the usnal duties of teaching in a
department, has been designated to preside over staff

meetings and to carry on certain administrative duties

involved in managing the affairs of the department, and who
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identifies with the position of the department chairperson by
so stating on the questionnaire.

11. Ipstitutional Functions - indicates the degree of
importance and the level of achievement at the respondent's
institution for each of the following: teaching, research,
service to the college or university, and service to the
comminity.

12. Personnel Punctions - the means of control and

inducement that a person may have available to influence
behavior in salaries, tenure, promotions, recruitment, etc.

13. Curriculums - the learning environment, a part of
vhich constitutes the means of control and inducement that a
person may have available to influence behavior in
scheduling, course assignments, curriculua development, etc.

14, Public Relatioans - an institutional function, a
part of which constitutes the means of control and inducement
that a person may have available to influence behavior in
securing good contacts within coammunity, securing publicity
for special projects, in developing interdepartment
relations, etc.

15. Financial Functions - the means of control and

inducement that a person may have available to influence

behavior in securing travel funds, sabbaticals, etc.
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16. Research_ Functions - the means of control and
inducement that a person may have available to influence
behavior on securing research time, securing research
facilities, securing research assistants, securing research

supplies, etc.

17. Authorizational Satisfaction - refers to the
respondent's satisfaction with several aspects of his
authorization (power and/or influence). It vas defined in
termas of the respondent's expressed satisfaction with (1)
personnel functions, (2) curriculums, (3) public relations,
(4) financial functions, and (5) research functions. An
aggregate measure of overall satisfaction of authorization
was defined as the average (arithmetic mean) degree of
satisfaction expressed among the five satisfaction
categories,

18. Scholarly Activites - the respondent's contribution
to his academic field, research publication and professional
service activities by his institution. It was represented by
(1) publication of books, (2) publication of monographs, (3)
publication of research and scholarly articles, (4) papers
presented at professional meetings, (5) the holding of
editorships or readerships on publication boards, (6) the
holding of offic