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The Perceived Effects of Power Communication on Organizational

Effectiveness: A Case Study of Zeneca Pharma Philippines, Inc

Abstract

It has been said that power is incvitable and that each person exhibits a certain
amount of power over another. [t is simply a natural part of life. In organizations,
although every employee excrcises power, the superior is said to command greater power

over the subordinates.

Literature on communication and management defined power as the act of
influencing others and of making them do what they would not normally do. It may be
inherent in a person, termed as personal power, or may come from a person’s position in
the company, known as positional power. On the other hand, communication provides
the means through which powecr is exercised, developed, maintained and enhanced. From
these i1s devised the term powcer communication, which is defined as communicating to
others one’s power to inducc them to act in certain ways. It is said to occur in all
directions of communication: upward, downward, and horizontal. Its manifestation,

however is said to be more evident in downward communication.

Power communication is viewed to have different effects on the organization.
Some theorists say that its cxistence in an organization is destructive. On the other hand,
others stated that power communication is positive. Still, some people believe that power
communication in itself is neither negative nor positive. Therefore, this paper’s aim was

to answer the question: What is the perceived effect of power communication on

organizational effectiveness?

To answer this question, a descriptive design was adapted. With this design, the
researcher was able to describe the perceptions of the employees of Zeneca Pharma
Philippines, Inc. Zeneca is an international bioscience group that boasts of making

innovative medicines that addrcsses scrious health problems such as cancer and heart



discase. The respondents were divided into the managers and the employees to give a
clearer view and understanding of the perceived effects. The tools used for data
gathering included the survey questionnaire for the managers and the employees, and the
interview schedule for the country manager. Frequency and percentages werc the tools
used for data analysis. These tools described the patterns that emerged regarding the

effects.

From the respondents, it was discovered that power communication does not
intimidate nor does it lessen the creativity and the initiative of the employees. If its
effects on the employees arc not negative, then it seems to have a high potential to be
positive to the company. However, its potential is not fully realized because the superior
seems hesitant in practicing power communication. Its use seems 10 be limited to
improving performance and initiating change. Significantly, although power
communication is perceived to be positive, it also presents a risk that the subordinate

might become dependent on the superior.
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Chapter 1

INTRODUCTION

The name of the game is power.
Nothing else. Who has power,
how he gets it, how power is
delegated, how power is
restrained, how power is exercised
— these are the questions that absorb
us (Whetton & Cameron, 1993: 25).

Power has been existent ever since man developed society. From the masters and
the slaves, to the landowners and the landworkers, to the bourgeoisie and proletarniat, and
to the CEO’s, managers and employees, human society has always been a history of
inequality. Power has been a natural part of life (Fairholm 156).

Throughout history, great minds have tried to understand power. Plato saw
knowledge as the basis for power. Thomas Aquinas, on the other hand, argued that God
is the final source of power. Machiavelli pointed out that power is existent so that it
could protect and secure the state (Fairholm 157). Throughout time, philosophers held
different opinions about power.

Modem political theorists, however, view power as simply the capacity of a
person to make another do what he/she would not normally do (Tjoswold & Tjoswold
118). It enables a person to influence others to do an action (Lynch 26.).

Communication, on the other hand, provides the means through which power is

exercised, developed, maintained and enhanced. Through communication, an individual



is able to communicate a message, and in turn, the receiver interprets it (Hopper, et.al.
15).

Communication is de(ined as the transmission of information, ideas, attitudes and
emotions through one person or group of persons to another or others through symbols
(Sunn 1969). 1t is an important factor of daily life. An individual, whether consciously
or unconsciously, may not go through a day without communicating.

Communication occurs in different levels. It may be intrapersonal, interpersonal,
mass. cultural or organizational. In each level of communication, power is exercised.
However, the most visible usc of power is in the organizational setting.

Power communication is defined as the ability of communicating to others his or
her power to induce them to act in certain ways (Neher 232). In simpler terms, power
communication is communicating with power. Power comes from the fact that onc
component engages more influence than the other, that one is more dependent than the
other (Tjoswold & Tjoswold 119). In the organization, the manager exhibits a distinct
display of power. The manager is able to manifest his/her power communication.
However, managers are not the only ones who exhibit power communication. A person
has considerable influence on his/her subordinates and on the people having the same
level in the organizational structure. Despite these, however, power is still unequal in
practice — superiors still exhibit the greater amount of power (Whetten & Cameron 26;
Tjoswold & Tjoswold 119).

Power in organizations comes from two sources: personal power and positional
power. Personal power is the power inherent in an individual. It is the characteristic of a

person that makes him/her influential. It is further categorized as personal attraction



(power derived from personal characteristics), expert (knowledge and experience a
person has on a certain ficld), effort (extra time exerted than expected of a person),
legitimacy (power derived from being attuned to organizational culture), referent (power
resulting from being viewed as a role model), and competence (being good at the task at
hand) (Fairholm 48-50; Lynch 39-43; Neher 233-237; Quick 24-30; Whetten & Cameron
30-38; Wilson ct. al. 120; Yukl 51-53).

Positional power comes from the position itself. It is the power that is inherent to
a certain place in the organizational chart. Position power may still be further classified.
Centrality is the power that comes from the location of a person in the information
network. Criticality results from the impact of the task to other tasks. Flexibility is the
power that comes from the freedom to exercise one’s judgement. Being at the right
moment at the right time or the visibility of a person’s task is also power source. Power
may also stem from the relevance of the job to the organizational objectives. 1t may also
result from being associated with influential people. Power also comes from having the
position to give rewards or punishment (coercive). However, there is power derived
from being the legitimate person to be in control of a certain task (Fairholm 48-50;
Lynch 27-38; Neher 233-237; Quick 24-30 Whetten & Cameron, 38-45; Wilson et.
al.120; Yukl 51-53).

Some authors see power communication as a harmful factor in organizations.
They see it as a factor that intimidates people and stunts their growth in an organization.
On the other hand, there are some who view power communication as a highly positive
force that helps an organization become more effective. They believe that power

communication permits the employees to become more productive and speed up the



attainment of results. Still. there are others who sec power communication as neither
destructive nor constructive. They believe that power is a natural part of life and it is the
person or the relationship with another person that controls the effect of communicating

with power.

Statement of the Problem

Although there are varying views about power communication in organizations,
the fact exists that power communication is practiced. =~ Managers influence their
employees to cngage in a task, whether it is related to the work in the company or not.
Subordinates strive to gain influence over their superiors. Even people of the same rank
try to influence others to get results.

The existence of power communication in organizations makes it an important
facet of organizational communication. Therefore, this paper aims to answer the question
What is the perceived effect of power communication on organizational effectiveness
in Zeneca Pharma Philippincs, Inc.?

It also seeks to answer the following sub-problems:

e What is the perceived definition of power communication?

e What are the factors that contribute to power communication?

e When is power communication used?

e What is the perceived effect of power communication on people in Zeneca

Pharma Philippines, Iac.



Objectives of the study
The gencral objective of this study is to determine the effect of power
communication on organizational effectiveness in Zencca Pharma Philippincs, Inc.

The specific objectives of this paper are as follows:

To identify the perceived definitions of power communication;

To identify the factors that contribute power communication;

To identify when power communication is used; and

To determine the perceived effect of power communication on people in

Zeneca Pharma Philippines, Inc.

Significance of the Study

As previously mentioned, power communication is a daily occurrence in
organizations. It has been cxistent ever since man developed society. It is used whether
or not a person is aware of it. Studying the subject would contribute to the knowledge
and understanding of the arca.

Authors view power communication differently. It may be destructive or
constructive, depending on what book is being rcad. It may still be neutral which means
that power in itself is neither negative nor positive. The cffect of power communication
on organizational effectivencss may help in the comprchension of the subject in relation
to achicving the objectives of the company. This study may contribute to the knowledge
of what makes a corporation functional and effective.

Lastly, studying power communication will eventually lead to further knowledge

on how to deal with it. Quick (21) points out that “people who disdain power usually



don’t understand it, and fecar it in others. Their misunderstanding of power, and its
legitimacy, robs them of achicvement, and of satisfaction in their work and careers, and it
contributes greatly to their frustraticns & feelings of helplessness, of being controlled by
events.” Studying power communication might help us avoid such feelings of fear and

helplessness.

Scope and Limitations

The scope of this study is power communication but limited only to its effects on
the organizational cffectivencss. Furthermore, this study deals only with the perception
of the cmployees. How they view power and how they perceive this to affect the
organization is the basis of this paper.

Also, this paper studies only the downward direction of the power
communication. Although power communication occurs in all direction, this paper will
focus only on the relationship of the superior and the employees.

The researcher also concentrated only on a private pharmaceutical company that
has a relatively small population. Moreover, a large number of the employees are
assigned to the field, making the study even more limited to only the employees working
in Metro Manila.

Finally, this paper sccks only to describe the patterns of communication and
influence inside the company. It only views how power communication is perccived to

be practiced by the superiors, and how this affects the effectiveness of the organization.



Chapter 2

REVIEW OF RELATED LITERATURE

Communication
Communication may be defined as the transmission of information, ideas,
attitudes and emotibns through one person or group of persons to another or others
through symbols (Sunn 13). It involves at least two people who function as a sender and
a receiver of the message (King 9). It is a process of creating meaning that is delivered
through different channels — face-to-face, telephone, letters, memos, mass media, and

others (Tubbs & Moss 24).

Importance of Communication

Communication is important in a person’s daily life. Among other things,
communication enables a person to identify oneself. The sense of identity comes from
the interaction with other pcople. Through interaction with others, one forms a self-
concept. Communication also helps satisfy the social needs of a person. An individual
needs love and acceptance. Communication is a means to satisfy these needs. Also,
communication is said to have a relation on the physical well-being of a person. A
person who has poor communication skills is said to be more likely to have heart disease
or any other affliction. These are just a few examples of the importance of
communication in a person’s everyday life. In short, communication is indispensable to a

person’s life because it is a basic need for survival.



Levels of Communication

Communication appears in different levels. It may be intrapersonal,
interpersonal, mass, intercultural or organizational.

Intrapersonal. Intrapersonal is a level of communication that occurs within the
self In this case, the sender and the receiver of the message is the same person (King
10). This level of communication occurs usually when one thinks.

Interpersonal. Interpersonal is a person-to-person communication. At least two
pcoplc are involved in this level. If the communication occurs between two people, the
communication is called dyadic (Kingl1). However, if the communication happens
among three people or more, the communication is called small group (Tubbs & Moss
29).

Mass. The main feature of mass communication is that it uses the media as the
channel for communicating. Unlike the other levels of communication, the receivers of
the messages in this level are the masses rather than a specific one. Adding to this, the
receivers are anonymous to the sender (Tubbs & Moss 31).

Intercultural. Intercultural communication happens when the sender and the
receiver of the message belong to different cultures (Tubbs & Moss 36). Intercultural
communication is treated differently from interpersonal because the culture of the sender
and the receiver influence the interpretation of the communication process (Samovar &

Porter 19).

The next level of communication is called organizational.



Organizational Communication
Gerald Goldhaber defines organizational communication as “a process of creating
and exchanging messages within a nctwork of interdependent relationships to cope with
environmental uncertainty (16).” It occurs within a complex open systcm, which is
influenced by internal and cxternal factors in the environment. It involves messages

(purpose, direction, channcl) and pcople (ideas, rclationships, attitudes) (Goldhaber 16).

Goals of Organizational Communication

The goal of communication in an organization is to achieve efficiency and
effectiveness in the organization.

Organizational Efficiency. Efficiency is the competency of the performance of
an organization. It is the capability of a company to handle the job. It refers mostly to
the quality of work done. The output of an efficient organization is equivalent to the
amount of encrgy or work done to produce the output.

Organizational Effectiveness. Effectiveness is the measure of whether or not the
organizational objcctives are accomplished (Kreitner 118). However, an effective
organization does not sacrificc the quality of work for the achievement of the objectives.

"Some measures of effectivencss, as enumerated in Goldhaber’s book Organizational
Communication, are listed below.
e Employec turnover
Absentecism
Number of grievances
Employec attitudes
Quality of work
e Safety record

e Productivity
e Return on investment
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e Performance
e Employec commitment
e Consumer satisfaction
The mecasure of effectivencss of an organization is dependent on the type of
organization. Moreover, the organization must assess its effectiveness so as to cope with
the cnvironment (Goldhaber 28).  Organizations arc not isolated from the external
environment. The success of an organization still rests on the fact that it is agreeable to

the society. Thercfore, to be truly cffective, today’s organizations need to have an

acceptable balance between organizational and societal goals (Kreitner 119).

Reasons for Communicating in Organizations

People in organizations communicate for various reasons which may be classified
into four: to exchange information, to evaluate behavior, to make decisions and to
influence ideas and attitudes (Adlcr 45).

To cxchange information. Whether it is to give an instruction, to train a new
employee, to give an announcement. or to gossip, this is the most common reason for
communicating in an organization. The information that passes from one person to
another may be about the organization itself or the events outside of it. Whatever kind of
information is passed, it makes the organization work smoothly (Adler 46).

To evaluate behavior. Evaluation is a necessary in an organization so that it will
see if it is doing its job well. This is usually achieved through evaluation forms and/or
feedback. Moreover, evaluations may also occur on personal bases. The most obvious

manifestation of evaluations on thc personal bases are job appraisals and the job

interview (Adler 47).



To make decisions. As a person goes higher the organizational chart, he/she will
have to make more decisions. However, before decisions are made, discussions occur.
The success of a decision depends largely on how well people communicate with each
other (Adler 48).

To influence ideas and attitudes. “While information deals with facts, idea and
attitude imposition involve feelings” (Adler 49). Some attitude changes come from
factors outside an organization such as media. However, most factors are internal.
Influencing ideas and attitudes of employees is beneficial to the effectiveness of the
organization. Ed Carlson, president of the United Airlines in 1970, realized that
employees would only work for the Airlines if they believed in its principles (Adler 50).

A person may influence ideas and attitudes through motivation. Motivation is the
process of providing something that prompts a person to act in a certain way (New
Hamlyn Encyclopedic Dictionary 1090). It is making a person work for something in
exchange. These may be money, job security, recognition, belongingness, or any other
exchange.

Another way of influencing ideas is through power communication.

Power Communication
Power communication is communicating to others one’s power to make them to
act in certain ways (Neher 232). It is the ability to make another do what he/she would

not normally do (Tjoswold & Tjoswold 118). In simple words, power communication 1s

communicating with power.



In organizations, it has been viewed that power is used by almost everyone. Itisa
part of organizational life. Power is defined as the capacity of a person to influence the
actions of another (Ruch & Goodman 121-122; Tjoswold & Tjoswold 118-119). It is
derived from the dependency of one person to another (Wilson, et. al.130). In
organizations, it is the evident ability to get results from employees (Kreitner 114).
“Anyone with even a little cnergy, concern for others, or a drive to accomplish anything

wants to and does exercise power (Fairholm156).” However, power is ofien unequal.

Reasons and Goals of Power Communication

People in organizations use power for different reasons. It is practiced to receive
help in the job, to assign work to the target of power, to acquire benefits from the target,
to aid in improving the target’s performance, and to initiate change (Fairholm 46). Still
others employ power for sheer enjoyment (Fairholm 46), to achieve glory (Fairholm 46),
and to meet ego needs (Fairholm 46).

The main goal of power'cofnmunication is to get a desirable behavior or attitude
in others. Power communication is often exercised in situations requiring goal formation,
resources allocation, information dissemination, staff assignment, and the improvement
or alteration of a performancc (Fairholm 48). In fact, whenever there is a choice to be

made, power communication is utilized (Fairholm 48).

Sources/Bases of Power

Several authors enumerated the sources of power. However, looking at all these

sources, these can be fit into two categories: the personal power and the positional power.
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Personal Power. Pcrsonal power is also known as charismatic. It comes from
the individual and not from the position he/she holds. In fact, not all those who develop
personal power has the position to back it up. This power comes from the respect that the
person generates from his/her followers (Lynch 26). It is based on knowledge, skill,
interpersonal skills, and charisma ot magnetism of a person (Neher 232). It is the
characteristics inherent in the person that is respected by others (Yukl 51; Quick 24).

Personal Power may still be sub-classified into personal attraction, expert, effort
referent, legitimacy, and competence.

Personal Attraction

Personal attraction is a type of power derived from desirable characteristics of the
individual. This power usually comes from two sources: agreeable behavior and
attractive appearance (Whetien & Cameron 32).

Agreeablc behavior is usually associated with friendship. However, this does not
mecan that the amount of power a person has depends on the number of his/her friends in
the office. This simply means that a person possessing characteristics that another values
in a friend will most likely possess more power (Whetten & Cameron 32).

The second source of personal attraction is an attractive appearance. Some
studies point out that attractive people are perceived to be successful. This perception of

success often leads to personal power.

In a work setting, the written work of attractive people is more
likely to be judged of high quality, and attractive people are morc
likely to rcceive high performance appraisals from their
supervisors than are other people (Whetton and Cameron, 1993:
33).
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Another considerable source of personal attraction is the height. Taller people are
vicwed to be more power(ul than smaller people. In one study at Cambridge University,
it was shown that a guest spcaker who was introduced as a full professor was viewed to
be five-inches taller than when he was introduced as a student (Whetten & Cameron 33).

Expert

Expert power is gained from the knowledge or experience a person has on the
tasks at hand (Neher 234). This results from formal education and training, or from-the-
job expericnce (Whetten & Cameron 30). Others refer to this source of power as
expertise (Whetten & Camcron 30), ability (Lynch 41), or professional (Quick 30).
Expert power is employed nore often in highly technological organizations. A person
who is a specialist in a certain field of technology that is important to the organization
exhibits power (Lynch 41). The more dependent the company becomes to this expert, the
more power he/she gains. Therefore, the control of the technology and the information in
these kinds of organization gives more power to the experts (Neher 237). However,
expert power is not limited to teéhno]ogy expertise. A professor has power over the
students, the accountant over the clients, the lawyer over the clients, etc.

Effort

Power is also gained through cffort. If an employee commits more time than is
expected, he/she becomes influential (Whetten & Cameron 34-35). Giving more time
than is expected sometimes make another person dependent on him/her. Dependency
leads to power. Also, effort gives the person more knowledge and information than the

others. As discussed, knowledge and information contributes to the power of an

individual.
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Another factor that makes effort a power base is commitment and dedication.
With enough cffort, a person exhibits his dedication and loyalty to the organization.
Therefore, others tend to respect him/her.

Legitimacy

The culture of an organization plays an important part in its uniqueness in the
field. This organizational culture, therefore, is the sense of pride of the employees. In
most organizations, there is a certain way of doing things. Legitimacy stems from the
organizational culture of a person. A person whose behavior is consistent with the
organizational values and culture becomes powerful. They gain more influence on their
co-workers because they conform with to the beliefs. They are depicted as people with
loyalty and commitment (Whetten & Cameron 35-37).

Referent

Referent power comes from being the role model of another person (Neher 234).
It is also referred to as personal identification (Yukl 52) or relationship (Lynch 42). This
power stems from wanting to be like or to be associated with another person (Neher 234).
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