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POWER
Generally, power is defined as the capacity of a person to exert influence over others. If a person has power, it means he is able to influence the behavior of other individuals. The essence of power lies in control over the behavior of others. A manager’s power may be measured in terms of his ability to : (i) give rewards, (ii) promise rewards, (iii) threaten to withdraw current rewards, (iv) withdraw current rewards, (v) threaten punishment, and (vi) punish.

“Power is the potential ability to influence behavior, to change the course of events, to overcome resistance and to get people to do things that they would not otherwise do.”











-Pfeffner

NEGATIVE AND POSITIVE POWER
1. NEGATIVE FACE- The negative face of power is usually expressed in terms of dominance-submission. Or in other words, “I win, you lose”. Leadership which is based on negative face of power treats people as pawns to be used or sacrificed as the need arises. This face of power is self defeating. People who are treated like pawns will either resist the leadership or they will become passive. In both ways, their value to the organization would get reduced.

2. POSITIVE FACE- The positive face of power involves exerting influence on behalf of others rather than over others. The leaders who exercise their power positively encourage their subordinates to develop the strength and the competence they need to succeed as human beings as well as members of the organization.

AUTHORITY

Authority denotes rights granted to a position in an institution. It includes right to take decisions and get them executed from the subordinates. The rights enjoyed by a position are not unlimited. The extent and limits of authority of a position are specified in advance. The authority given to a position is legal and legitimate. The position holder is expected to use it as per rules, regulations, policies, practices and norms of the organization.

According to Louis A. Allen-

“Authority as the sum of the powers and rights entrusted to make possible the performance of the work delegated.” He as classified authority into three categories namely, (i)Authority of knowledge, (ii) Authority of position, and (iii) Legal authority.
Authority is an important concept in an organization theory and behavior. Authority is the key to the manager’s job. The hierarchical structure of an organization is based upon the flow of authority. No manager can discharge his functions and get the job done unless he has the necessary authority. Organized managerial action requires authority. Authority is also the supreme coordinating power or binding force in an organization.
FEATURES OF AUTHORITY

i) Authority of a manager is the right to takes decisions and regulates the behavior of his subordinates. This right enables him to decide and command.
ii) Authority is granted to a manager by his superior or the organization. He exercises his rights by virtue of his formal position in the organization.
iii) The right to give orders is legitimate, i.e., it is socially and ethically accepted to all concerned. Unless subordinates accept the superior’s command, authority cannot be meaningful and operational.

iv)  The objective behind the use of authority is to influences the behavior of the subordinates in the right direction.

v) Authority of a person is not absolute. It is limited by several internal and external factors including the willingness of subordinates to accept the rights of the manager.

vi) Authority in itself is an objective thing but its exercise is always subjective. The use of authority is determined by the personality factors of its possessor and the people over whom it is exercised.
Forms of Authority
Three forms of authority are line authority, staff authority, and team authority.
Line authority is direct supervisory authority from superior to subordinate. Authority flows in a direct chain of command from the top of the company to the bottom. Chain of command is an unbroken line of reporting relationships that extends through the entire organization that defines the formal decision-making structure. It helps employees know to whom they are accountable, and whom to go to with a problem. Line departments are directly linked to the production and sales of specific products. Supervisors -- in line departments, such as marketing and production -- give direct orders, evaluate performance, and reward or punish those employees who work for them. Unity of command within the chain states that each person in an organization should take orders from and reports to only one person. This helps prevent conflicting demands being placed on employees by more than one boss. However, the trend toward employee empowerment, fueled by advances in technology and changes in design from downsizing and reengineering have tempered the importance of being accountable to only one superior. Span of control refers to the number of employees that should be placed under the direction of one manager. Spans within effective organizations vary greatly. The actual number depends on the amount of complexity and the level of specialization. In general, a wide span of control is possible with better-trained, more experienced, and committed employees.
Staff authority is more limited authority to advice. It is authority that is based on expertise and which usually involves advising line managers. Staff members are advisers and counselors who aid line departments in making decisions but do not have the authority to make final decisions. Staff supervisors help line departments decide what to do and how to do it. They coordinate and provide technical assistance or advice to all advisors, such as accounting, human resources, information technology, research, advertising, public relations, and legal services.
Team authority is granted to committees or work teams involved in an organization's daily operations. Work teams are groups of operating employees empowered to plan and organize their own work and to perform that work with a minimum of supervision. Team-Based structures organize separate functions into a group based on one overall objective. Empowered employees create their own schedules, design their own processes, and are held responsible for outcomes. This facilitates efficiencies in work process, and the ability to detect and react to changes in the environment. Employees with the skills and knowledge to manage more than one specialized task are able to promptly provide customers with quality products and services. Cross-functionally training team members allows any member to perform a variety of problem-solving tasks.
LIMITS OF AUTHORITY

i) Physical limitations- Physical laws, climate, geographical factors, etc. restrict managerial authority to a great extent. For example, an order to make silver from aluminum would be meaningless.
ii) Economic constraints- The authority of an executive is restricted by economic constraints. The chief executive of a company would not like to ask his sales personnel to sell products at a high price in a highly competitive market or to ask the purchase department to procure raw material for use in the next twelve months when capital and storage space are not available for this purpose.
iii) Social constraints- The use of managerial authority is also subject to many social limitations. Therefore, the task assigned to employees must confirm to the groups social beliefs, habits and codes of ethics.
iv) Legal constraints- Various acts of the central and state governments impose restrictions on the exercise of authority by a manager. For instance, a manager can’t direct the workers not to form or join a union.
v) Biological limitations- A manager cannot ask a subordinate to do something which he is not capable of doing. For example, a manager cannot direct a subordinate to climb the sidewall of a building.
vi) Organizational constraints- A manager’s authority is limited by the objectives and policies laid down by the top management of the organization. He can’t go against the internal policies and rules of the organization.
DIFFERENCE BETWEEN POWER AND AUTHORITY

1. Source- There are several sources of power such as reward power, coercive power, referent power, information power, expertise power etc. A person may be powerful by virtue of his position, knowledge, expertise etc. But authority has only one source- the position in the organizational hierarchy. Therefore, power is broader than authority.
2. Nature- Authority is associated with the formal organization and, therefore, it is always formal. But power can be personal and subjective.
3. Pervasiveness- power is all pervasive. Authority is vested in a position whereas power may be found in the lowest level also. For example, a trade union leader may have more power than the general manager.
4. Responsibility- Authority is always related to responsibility. Authority and responsibility balance each other. But in case of power, there is no such balancing factor. Persons wielding power might have no specific responsibilities to discharge.
5. Flow- Authority has a downward flow from superior to subordinate. A subordinate cannot exercise authority over his superior. Power, on the other hand, can flow in all directions. It is not the exclusive prerogative of superiors, even subordinates can possess it.
6. Delegation- authority can be delegated to the subordinates. but some forms of power, e.ge, expertise power, can never be delegated.
POWER AND AUTHORITY

In day-to-day usage, the term ‘power’ is used synonymously with ‘authority’ but authority denotes the right of manager to decide and command. For e.g.- a manager has a right to assign task to subordinates and require satisfactory performance from them. But the manager may not have the means (or power) available to enforce his right. Thus, whether a manager can enforce his rights is a question of power. Similarly, there may be a situation where a person has a power to do something but lacks authority to do it. Such situation may cause conflicts in organizations. Therefore, for organizational stability, power and right to do should be equated. “when power and authority for a given person or position are position are roughly equated, we have a condition we may call legitimate power.”

Power is the capacity of the influencer or agent of influence to affect other’s behavior which accrues to him because of his resource like strength, wealth, or knowledge. Authority is conferred upon an agent by an organization or by the people.
REFERENCES:
1. Book- 

“Management and Organizational Behaviour” - T.N. Chhabra
