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Introduction

This is the shortest section in the book, containing just five theories. This is no
reflection on how important an understanding of authority, power and influence is to
managers. Rather, it is admission that this is a hugely complex and subtle area of
study and that to do it justice would require an entire book. Rather than try and
explain the intricacies of the three concepts I have chosen five theories which I think
capture the essential points that you as a manager need to know.
All managers should be interested in exploring these three important and interrelated
concepts. You need to know what authority, power and influence you have in the
organisation you work for – not just in terms of your own staff and colleagues but
also managers senior to you and the wider stakeholder community. Once you have a
clear picture you can develop a strategy which will allow you to grow your authority,
power and influence.
Many managers, especially those that have been newly promoted or appointed from
outside the organisation, are reluctant to exercise their power and authority. Don’t fall
into this trap. As a manager you are given a certain level of authority and power and
you are expected to use it. If you don’t, you’ll be written off by colleagues as
someone who doesn’t have the ‘right stuff’ to manage and be walked on by your
staff.
The general advice given to military officers and teachers regarding the exercise of
their power and authority is the same. Go in hard at first and make a statement about
who is in charge. Of course, what is considered hard is context specific and I don’t
suggest that you have your staff double-timing around the car par park on your first
day (maybe you could keep that for the second day). It’s always easier to row back
from this position once your feet are under the table than to go in too soft and then
try to ratchet up your level of control. Remember you are a manager and your job is
to get results, not to win popularity contests. Although this doesn’t mean that you
can’t have a good relationship with your staff.
As for influence, it is perhaps one of the most under-rated tools available to a
manager. Influence is to power what tai chi is to karate. Influence is soft and yielding,
it bends in the wind and flows like water into areas that power can’t reach. For
example, a middle manager has no power over any director in the organisation but if
they trust you and rate your advice you will have influence. This can come in very
handy when you want their support for a project or when promotions are being
handed out. Take every opportunity that arises to cultivate and extend your range of
influence.

President Truman’s advice to would-be leaders was ‘walk softly and carry a big
stick’. That’s not bad advice for managers. What follows is an introduction to this
fascinating area and I’d urge you to do some additional reading around the subject.

Good luck

Theory Seventy Six
Weber’s Tripartite Classification of Authority
Use this to identify the different forms of authority that are available to you as a
manager.

Max Weber identified three sources of authority or power. These were charismatic,
traditional and legal-rational.

 Charismatic authority is defined by Weber as an ‘extraordinary and personal
gift of grace’ (charisma) only given to a few. Staff are drawn to charismatic
managers and believe that they are highly capable, have special abilities
and can be trusted to deliver on their promises.
 Traditional authority or power is based on inheritance. It can be held by
individuals, families, elites and groups and is passed from one generation to
the next. For example, the power and status inherent in royal families is
passed on through the line of succession.
 Legal-rational authority is the power that comes with a particular office. The
office holder can exercise all the powers of that office until such time as they
leave the post. For example, the Sales Director has the rational authority to
direct all sales staff for as long as s/he holds that post.
The classic example of these three types of authority is taken from the Catholic
Church. Christ, the head of the church, is charismatic. Catholic priests on
ordination acquire traditional power over the laity and the Pope exercises legalrational power over the entire church.

How to Use It

 To tackle the seven deadly diseases develop a plan for where you want be
Identify the level of authority you have under each heading.
 According to Weber charismatic authority is possessed by only a few. But,
before you decide that you lack charisma revisit Theory 19.
 Traditional authority is based on shared allegiance. If you are an outsider
working in a family-owned business your opportunities for promotion to a
senior position are limited unless you are willing to marry into the family. To
fulfil your ambitions you may have to leave. But before you jump ship
remember that traditional authority can exist in any organisation where the
elite are united by shared histories of public school, university, the military or
any one of 100 other experiences.
 As a manager, you automatically have some legal rational authority and
people expect you to use it. Don’t disappoint them.
 Typically most readers of this book will have little or no traditional power,
some charismatic power and, depending on your seniority, a significant
amount of legal-rational power.
 Work on increasing your charismatic power (see Theory 19).
 Identify the extent of your legal-rational power and be willing to use it. Too
often managers fail to use the power they have because they are
embarrassed telling people what to do (see Theory 11). Away with such
conceits. Management is hard enough without you refusing to use all the
tools available to you.

Questions to Ask
 What are the limits of my legal-rational power?
 What elements of charismatic power (honesty, integrity, loyalty) do I
possess?

Theory Sixty nine
French and Raven’s Sources of Power Theory
Use as a checklist to identify all the sources of power available to you

There are numerous models of power. One of the most compelling was outlined by
French and Raven in 1959. They identified five sources of power that a person,
real or corporate, can call upon to encourage or compel compliance.

 Legitimate: Where the person’s position carries with it a reasonable
expectation that staff will follow their directions.
 Reward: The capacity to grant or withhold financial and non-financial
rewards to people.
 Coercive: The capacity to impose sanctions or punishments on another
person or group.
 Expert: Where an individual’s expertise in a particular area means that
others are willing to follow their advice/instructions. This power only exists
for as long as that person’s expertise is required.
 Charismatic: The ability to command compliance by example or force of
personality.
Of the five power sources French and Raven suggest that charismatic power is
the most significant as its holder can influence people over time and distance
(see Theory 19). It is the Holy Grail of leadership. It accounts for why millions of
black Americans, who had never met Martin Luther King Jr, were willing to
march and risk injury and even death to follow his example of peaceful protest

How to Use It

 As a manager you hold a position of authority. Identify the limits of that
authority. Act with confidence when you exercise authority and expect staff
to comply (see Theory 11) with your legitimate requests. Expect compliance
and enforce it.
 Identify the range of rewards you can offer staff and remember they need
not be financial. Public recognition or a new desk may mean more to a
person than promotion or a pay rise (see Theory 17). Always deliver on any
promises you make.
 Identify the limits of your coercive power. Never use coercive power to bully
people but it is perfectly legitimate to pick up on poor performance and apply
a suitable sanction. Staff are often unaware that they are under-performing.
An unofficial chat can often negate the need for more formal action.
 Identify what, if any, expert power you have. If you have a professional
qualification you have a degree of expert power. Gain specialist knowledge
in one or more hot areas of your discipline and use it in your organisation.
 Alas, few of us can match the charisma of your average Hollywood
superstar. But charisma is in the eye of the beholder. So think about how
you appear to your staff. Act with confidence and integrity and provide them
with a vision they can buy into (see Theories 19–22) and they will think you
have charisma, just not as much as a superstar!
 Accumulate as many sources of power as possible because when two or
more sources are combined synergy occurs. A case of 2 + 2 = 5.

Questions to Ask

 What sources of power do you have access to?
 Who in your organisation exercises power? What can you learn from them?

Theory Seventy Eight
Ronson’s Psychopath Test
Use this to analyse the psychopaths within your organisation

Jon Ronson, in his 2011 best-seller The Psychopath Test:
A Journey through the Madness Industry, suggests that most organisations contain
one or two psychopaths and that they can do untold harm if they are not identified
and dealt with.
He lists 20 traits that are characteristic of psychopathic behaviour.

The eight most easily observed traits in psychopathic managers are detailed
below.
 Glibness and superficial charm.
 An inflated sense of self-worth.
 Compulsive and pathological lying.
 Cunning and manipulative behaviour.
 Lack of guilt, remorse or feelings for others.
 Easily bored with poor impulse control.
 Impulsive and risk taking.
 Irresponsible.
Unfortunately, several of these skills are very useful in interviews and socially aware
psychopaths are regularly appointed and promoted to management posts.
Therefore managers need a strategy for dealing with such people.

How to Use It

 When dealing with a psychopath, follow the old boxing maxim and defend
yourself at all times.
 If you are concerned about someone’s behaviour raise your concerns with HR
and get them recorded. Don’t call the person a psychopath – you’re not
qualified to make such a diagnosis – simply describe in detail the behaviour
you have observed or been subject to.
 Maintain meticulous records of your dealing with the person. Psychopaths are
great liars and will distort past events and conversations and claim your
successes as their own if it suits their aims.
 Protect your staff by monitoring their dealings with the person and keep a note
of any outcomes or decisions. Remember these people have no conscience
and will skewer anyone who gets in their way.
 Develop good relationships with staff and other managers. That way if the
person does make malicious allegations against you numerous people will be
ready to question the claims made because they won’t chime with what they
know about you.
 When dealing with the person follow the organisation’s policies and
procedures to the letter, especially if they are a member of your staff. The
corporate psychopaths of this world aren’t above claiming harassment of
some kind if it helps their cause.
 Deprive the person of any grounds for attack. Develop your reputation for
integrity (see Theories 19–22) and walk the talk. If it comes down to
someone’s word, who do you think staff and management are going to
believe, you or them?

Questions to Ask

 Does anyone I work with exhibit the traits listed in the theory?
 What is my strategy for dealing with them?

