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A model was examined which proposes that employee influence tactics
impact human resource decisions by affecting managers' perceptions of
the subordinate's interpersonal skills, manager liking of subordinates,
and managers' perceptions of similarity to subordinates. The human
resource decisions investigated were performance ratings, promotabil-
ity assessments, and salary. Data v̂ -ere collected from 247 subordinates
and their managers and from company records. Structural equation
modeling results indicated that influence tactics were related to man-
agers' perceptions of subordinates' interpersonal skills, liking, and per-
ceptions of similarity to subordinates. Specifically, subordinates' use of
reasoning, assertiveness, and favor rendering were positively related
to managers' perceptions whereas bargaining and self-promotion were
negatively related to these perceptions. Finally, there was no support
for direct relationships between influence tactics and HR decisions.

Human resource decisions are embedded in a complex and dynamic
social context. Indeed, to develop an informed understanding of deci-
sions such as performance evaluation, promotions, and salary increases,
we must embrace the dynamic aspects of the context, and realize that
participants are active players in shaping reality and influencing deci-
sions {Ferris & Judge, 1991). Over 30 years ago, researchers began to
identify employees as not simply passive, but rather as proactive partici-
pants engaged in active efforts to alter their work environments (Lowin
& Craig, 1968). Subsequent research has focused on identifying behav-
iors used by employees in affecting their environments and target indi-
viduals within those contexts (e.g., Hollander & Offermann, 1990; Wort-
man & Linsenmeier, 1977).

A particular set of behaviors that employees use to impact their work
environments is upward influence, which refers to an agent's behaviors
that are directed toward individuals at higher levels in the organizational
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hierarchy. The literature on upward influence has focused on develop-

ing taxonomies and measures of influence tactics (Kipnis, Schmidt, &

Wilkinson, 1980; Schriesheim & Hinkin, 1990), identifying when agents

make upward influence attempts (Gardner & Martinko, 1988), deter-

mining agent choice of influence strategies {Liden & Mitchell, 1988),

and assessing the effect of upward influence behaviors on target reac-

tions (Schilit & Loeke, 1982; Yukl & Ti-acey, 1992). Espeeially rare in

the literature have been investigations examining the effects of influence

tactics on individual outcomes such as performance ratings, promotabil-

ity, and salary (Ferris & Judge, 1991; Kipnis & Schmidt, 1988). Of these

studies, most have examined direct associations between influence tac-

tics and outcomes (Dreher, Dougherty, & Whitely, 1989; Judge & Bretz,

1994; Kipnis & Schmidt, 1988; Thacker & Wayne, 1995). Essentially ig-

nored in empirical research has been the way in which influence tactics

may affect decision-maker perceptions, whieh in turn lead to outcomes

that reflect career success (Feldman & Klich, 1991). In addition, most

of the studies have focused on a single human resources decision, with

particular attention devoted to performance evaluation (Ferris, Judge,

Rowland, & Fitzgibbons, 1994; Kipnis & Schmidt, 1988; Wayne & Ferris,

1990; Wayne & Kacmar, 1991; Wayne & Liden, 1995).

The purpose of this study was to test a model of the mediating pro-

cesses which explains the linkages between influence tactics and sev-

eral human resource decisions. The proposed model expands on theory

development by Ferris and Judge (1991) by articulating the process by

whieh employee influence tactics affect the human resource decisions of

performance ratings, promotability assessments, and salary progression.

Model Development and Hypotheses

Ferris and Judge (1991) presented a political influence perspective

on human resource management, and a general framework which sug-

gested that supervisor liking, perceptions of competence, and percep-

tions of similarity serve as mediators between influence tactics and hu-

man resource decisions. Although the Ferris and Judge framework

was intended to stimulate research interest on influence tactics and hu-

man resource decisions, their conceptualization lacked the precision of

proposing how each influence tactic might be related to the three inter-

mediate linkages. Therefore, additional theoretical depth needs to be

provided to permit empirical testing of a model of the intervening pro-

cesses between influence tactics and human resource decisions.

The model, presented in Figure 1, proposes specific linkages between

six upward influence tactics and three key target reactions, and linkages

between target reactions and human resource decisions including per-
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formance ratings and promotability assessments. Performance ratings
and promotability assessments are proposed as determinants of salary
progression.

Determinants of Manager's Perceptions of Subordinates

Although there are a number of typologies of upward influence tac-
tics, the tactics identified by Kipnis, Schmidt, and Wilkinson (1980) and
Yukl and Falbe (1990) have received the most attention in the Uterature.
In a refinement of their original set of tactics and measures, Kipnis and
Schmidt (1982) identified six upward influence tactics including reason-
ing, bargaining, assertive ness, higher authority, coalition, and friendli-
ness. Yukl and Falbe (1990) added inspirational appeals and consulta-
tion as two additional tactics and developed a new measure of the tactics
(Yukl & Falbe, 1980). Because inspirational appeals and consultation
are often used in downward influence attempts, we chose to examine
the Kipnis and Schmidt (1982) typology and measure. However, we did
not include coalition as a tactic because it had an unacceptable relia-
bility. Finally, Kipnis and Schmidt's (1982) framework was extended by
examining two types of ingratiation identified in the literature (Wayne
& Liden, 1995). Rather than examining only friendliness or supervisor-
focused ingratiation, we included both supervisor-focused (i.e., favor
rendering) and self-focused (i.e., self-promotion) ingratiation. In sum-
mary, we investigated the influence tactics of reasoning, bargaining, as-
sertiveness, higher authority, self-promotion, and favor rendering.

Upward influence research indicates that the effectiveness of differ-
ent influence tactics varies and that subordinates use upward influence
tactics in their attempts to receive desired outcomes, such as positive per-
formance ratings, promotions, or salary increases (Kipnis et al., 1980).
Subordinate influence tactics may influence these outcomes by affecting
the manager's perceptions of skills or competence, the manager's affect
for the employee (Judge & Ferris, 1993; Wayne & Ferris, 1990), and/or
the manager's perception of similarity between the employee and man-
ager (Wayne & Liden, 1995).

Manager's perceptions of the subordinate's interpersonal skills. We ex-

pect that the subordinate influence tactic of reasoning will be positively
related, but that bargaining, assertiveness, and self-promotion will be
negatively related to a manager's perceptions of the subordinate's in-
terpersonal skills. Research on person perception provides insight into
the process by which a subordinate's influence behavior may affect a
manager's judgment of the subordinate's interpersonal skills. Studies
on person perception indicate that individuals tend to generalize their
judgments of another person (Ross, Greene, & House, 1977) and infer a
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more general trait from another person's behavior (Srull & Wyer, 1989).

Extending these findings to upward influence suggests that a manager

may assume that a subordinate's influence behavior targeted at them is

representative of the way the subordinate interacts with others in the or-

ganization and thus, reflects a skill. In addition, the manager may infer

that the subordinate possesses certain traits or skills based on the type of

tactic used. Both of these processes suggest that subordinate's influence

behavior will affect managers' judgments concerning the subordinate's

interpersonal skills. Further, these judgments will be either positive or

negative, depending on the type of influence tactic.

Research has shown that there is a positive relationship between em-

ployee use of reasoning and evaluations made by the manager (Kipnis &

Schmidt, 1988; Yukl & Tracey, 1992). Thus, a subordinate who uses rea-

soning in interactions with the manager may lead the manager to assume

that the subordinate will use reasoning in other situations as well and in-

fer that the use of reasoning is associated with effective interpersonal

skills. For example, a manager may consider an employee who provides

logical arguments, presents factual evidence, and offers clear explana-

tions to support his or her viewpoint as possessing effective interpersonal

skills.

Hypothesis la: A subordinate's use of reasoning will be positively related
to the manager's perceptions of the subordinate's interpersonal skills.

Although some upward influence tactics have a positive effect on

manager perceptions of subordinate interpersonal skills, others, such

as bargaining, assertiveness, and self-promotion, may produce a nega-

tive manager impression. Bargaining tactics involve a subordinate's at-

tempt to influence the manager by complying with the manager only if

the manager provides something of value in return. Managers often ex-

pect subordinates to carry out their requests without needing to promise

that something will be provided in return. Thus, managers may respond

negatively to a subordinate's use of bargaining. Supporting this view, an-

thropological research on social exchange has demonstrated that people

value generalized reciprocation, which involves exchanges that are not

predicated on immediate and equal returns. In fact, generalized reci-

procity is favored over balanced reciprocity, which is comprised of ne-

gotiated exchanges involving a quid pro quo. Furthermore, individuals

tend to resent negotiated exchanges when a generalized form of recip-

rocation is anticipated (Gouldner, 1960; Sahlins, 1972). When subor-

dinates engage in bargaining with the manager, the manager may view

this as inappropriate behavior and assume that this is characteristic of

the subordinate's behavior with others in the organization. This, in turn,
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may cause the manager to perceive the subordinate to have poor inter-
personal skills.

Managers may also respond negatively to assertiveness tactics. As-

sertiveness includes behaviors such as confronting the manager, becom-

ing a nuisance, repeatedly reminding the manager, and verbally express-

ing anger. This tactic tends to be used more frequently in downward

influence attempts (by a supervisor attempting to influence a subordi-

nate) in comparison to upward influence attempts (Kipnis et al., 1980;

Yukl & Falbe, 1990). As a result, managers may view this tactic as inap-

propriate in upward influence attempts. Empirical studies support this

contention. In a study by Kipnis and Schmidt (1988), the influence style

which emphasized assertiveness was associated with lower performance

ratings. Similarly, Schilit and Locke (1982) found that tactics viewed

by superiors as challenging their power tended to be unsuccessful, and

Falbe and Yuk! (1992) found assertive behaviors as one of the least ef-

fective influence tactics. However, Yukl and Ttacey (1992) found a non-

significant relationship between subordinate assertive behaviors and the

manager's rating of the subordinate's effectiveness. Finally, in a recent

study by Thacker and Wayne (1995) subordinate use of assertiveness, as

reported by the supervisor, was negatively related to supervisor assess-

ments of the subordinate's promotability. Based on these studies, we ex-

pected assertiveness to be negatively related to manager's perceptions

of the subordinate's interpersonal skills.

A third influence tactic that managers may respond negatively to

is self-promotion. Successful use of self-promotion tactics is extremely

difficult because when only slightly overdone, it is interpreted as brag-

ging or conceit (Cialdini & DeNicholas, 1989; Wortman & Linsenmeier,

1977). Also, self-promotion has been shown to generate negative tar-

get ratings of the agent's sociability (Gurevitch, 1984) and job-related

interpersonal skills (Baron, 1986).

Hypothesis Ib: A subordinate's use of bargaining, assertiveness, and self-
promotion will be negatively related to the manager's perceptions of the
subordinate's interpersonal skills.

Manager's liking of the subordinate. The influence tactic of favor ren-

dering, often labeled as a form of ingratiation (Kipnis & Schmidt, 1988;

Kumar & Beyerlein, 1991), should be positively related to managers'

liking of subordinates. Individuals may render favors for the purpose

of ingratiating themselves with targets (Kipnis & Schmidt, 1988; Liden

& Mitchell, 1988; Wortman & Linsenmeier, 1977). Based on Heider's

(1958) balance theory, if a subordinate does a favor that the manager

appreciates, the manager may be induced to like the subordinate in or-

der to maintain balance in the relationship. Research in organizational
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settings has shown that subordinate favor doing positively relates to man-

ager's reports of liking toward the subordinate (Ferris et al., 1994; Wayne

& Ferris, 1990; Wayne & Liden, 1995).

Hypothesis 2a: A subordinate's use of favor rendering will be positively
related to manager's liking of the subordinate.

Self-promotion is perhaps the tnost transparent influence strategy,

making it very difficult to use without revealing an ulterior motive (Cial-

dini & DeNicholas, 1989; Wortman & Linsenmeier, 1977). When the

target of a self-promotion tactic perceives the behavior as reflecting an

ulterior motive, it induces dislike of the agent. Studies indicate that

agents typically do not succeed in using self-promotion tactics. For ex-

ample, self-promotion has been found to be unrelated (Wayne & Ferris,

1990; Wayne & Liden, 1995) or negatively related (Baron, 1986; Judge

& Bretz, 1994) to target liking and outcomes such as career success.

Hypothesis 2b: A subordinate's use of self-promotion will be negatively
related to the manager's liking of the subordinate.

The tactic of upward appeals is where subordinates obtain the sup-

port of higher-level managers in order to influence their managers (Kip-

nis et al., 1980). Subordinates who bypass their managers in attempts

to gain influence will be viewed as threatening and will not be liked by

managers. This is not to suggest that all subordinate interaction with

higher-level individuals will result in negative reactions by the manager.

Establishing network ties with higher level individuals may be indicative

of power possession (Brass & Burkhardt, 1993). When such power is

exercised on behalf of the work unit, it will be viewed positively by the

manager, but when it is used to circumvent the manager, it will be viewed

with disdain. Consistent with this view, research has suggested that use

of harsh influence tactics, such as upward appeals, are negatively related

to liking (Michener & Schwertfeger, 1972).

Hypothesis 2c: A subordinate's use of higher authority will be negatively
related to the manager's liking of the subordinate.

Manager's perceptions of similarity to the subordinate. Because of the

significant correlation between liking and perceived similarity (Byrne,

1971; Liden, Wayne, & Stilwell, 1993), it follows that liking and perceived

similarity share some of the same antecedents. One of these shared cor-

relates is favor rendering, which has been shown to be related both to

liking and perceived similarity. In fact, a pervasive effect in social psy-

chology is that people tend to perceive themselves as similar to individu-
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als who exhibit positive behaviors such as rendering favors (Byrne, 1971;

Johnson, 1989; Newcomb, 1961). Perceiving oneself as similar to a per-

son who engages in desirable behaviors represents one way of affirming

one's self-image (Swann, Stein-Seroussi, & Giesler, 1992).

Hypothesis 3a: A subordinate's use of favor rendering will be positively
related to the manager's perceptions of similarity to the subordinate.

Contrary to favor-rendering, subordinate self-promotion behaviors

are expected to result in manager perceptions of dissimilarity with the

subordinate. Individuals who engage in self-promotion behaviors tend

to be perceived by targets as being egotistical or conceited (Cialdini &

DeNicholas, 1989; Holtgraves & Srull, 1989). Research has demon-

strated that most individuals, especially those who view themselves posi-

tively, do not perceive that they are similar to undesirable people (Byrne,

1971; Swann et al., 1992; Wayne & Liden, 1995).

Hypothesis 3b: A subordinate's use of self-promotion will be negatively
related to the manager's perceptions of similarity to the subordinate.

Linkages Among Intervening Variables

Based on a cognitive information processing model (Feldman, 1986),

we expect that manager's liking of the subordinate and perceptions of

similarity to the subordinate will be positively associated with the man-

ager's perceptions of the subordinate's interpersonal skills. Specifically,

an individual will tend to categorize another person on the basis of a

few interactions and then later recall information and evaluate the other

person based on that categorization. Thus, if a manager likes an em-

ployee or perceives the employee to be similar to him or herself, then

the manager is likely to categorize information about that employee in

a favorable manner and subsequently evaluate the employee's interper-

sonal skills favorably. Longitudinal research has not provided evidence

for paths from interpersonal skills to liking or to perceived similarity, as

results indicate that liking and perceived similarity develop prior to judg-

ments about performance or skills (Liden et al., 1993). However, theory

and previous research suggest that liking and perceived similarity are

correlated (Byrne, 1971; Wayne & Liden, 1995), which is represented by

the double-headed curved arrow in Figure 1.

Determinants of Managerial Ratings of Subordinate Performance

Although validity problems and numerous biases have been uncov-
ered in the performance evaluation literature (Bretz, Milkovich, & Read,
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1992), research has shown that actual performance typically accounts

for the majority of explained variance in performance ratings (Bigoness,

1976; Mitchell & Liden, 1982). Research has demonstrated that joh-

related interpersonal skills are related both to ratings of job applicant

hirability (Kinicki, Lockwood, Hom, & Griffeth, 1990) as well as job per-

formance (Bray & Howard, 1980).

Manager liking of subordinates has been found to be related to man-

agerial performance ratings in several studies (Cardy & Dobbins, 1986;

Ferris et ah, 1994; Judge & Ferris, 1993; Tsui & Barry, 1986; Wayne &

Ferris, 1990; Wayne & Liden, 1995). This effect may be due to rating

bias occurring as the result of the influence that liking has on cognitive

information processing (Robbins & DeNisi, 1994). It is also possible that

liking is associated with managers' provision of resources and support to

subordinates that results in higher actual performance (Feldman, 1986).

Managers' perceptions of similarity to subordinates also tend to be

related to performance ratings (Turban & Jones, 1988; Wayne & Li-

den, 1995). People appear to form perceptions of themselves and oth-

ers by making comparisons to prototypes (London & Smither, 1995).

Due to self-serving attributional biases and tendencies to protect one's

self-image, individuals generally perceive their self-schemas to parallel

prototypes. Indeed, research shows that people tend to rate themselves

positively (Atwater & Yammarino, 1992). Likewise, the more similar

to one's self that a comparison-other is perceived to be, the greater the

overlap between the schema formed for that person and the prototype.

It follows that similar others should be rated more positively than dis-

similar others.

Hypothesis 4: A manager's perceptions of the subordinate's interpersonal
skills, liking of the subordinate, and perceptions of similarity to the sub-
ordinate will be positively related to the manager's ratings of the subordi-
nate's performance.

Determinants of Subordinate Promotabitity Assessments

Surprisingly few studies on the determinants of promotion decisions

have been published since London and Stumpf (1983) noted that

"despite the importance of promotions, we know little about how these

decisions are made compared to other types of personnel decisions"

(p. 242). These authors proceeded to show that promotion decisions are

heavily influenced by potential or promotability. Promotability appears

to be directly affected by individual characteristics such as education and

skills (Markham, Harlan, & Hackett, 1987) and by performance ratings

(London & Stumpf, 1983; Medoff & Abraham, 1981). In addition to

these "objective" variables that contribute to promotability, subjective
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information is also frequently used in determining who is viewed as pro-

motable (Forbes, 1987).

Subjective information that is especially salient for career advance-

ment is interpersonal skills (Bray & Howard, 1980). Because a manager

never has complete information on the skills and abilities of a subordi-

nate, the manager relies on "signals" (Spence, 1973). Signals refer to

information that is easily accessed or observed by the manager. Consis-

tent with signaling theory, a manager may observe a subordinate's inter-

actions and make assessments of his or her interpersonal skills based on

these interactions. Because research has shown that managerial effec-

tiveness is related to interpersonal skills (Pavett & Lau, 1983), a man-

ager's assessments of a subordinate's interpersonal skills will be posi-

tively related to the manager's perceptions of the subordinate's promota-

bility.

Extrapolating from research on performance appraisal, it follows

that a manager's liking of and perceived similarity to the subordinate

should be related to the manager's perceptions of promotability. Specif-

ically, the manager's liking of and perceived similarity to the subordi-

nate are likely to bias the manager's recall of information when assessing

the subordinate's performance and promotability (DeNisi & Williams,

1988).

Hypothesis 5: A manager's perceptions of the subordinate's interpersonal
skills, liking of the subordinate, perceptions of similarity to the subordi-
nate, and performance ratings will be positively related to the manager's
assessments of the subordinate's promotability.

Determinants of Subordinate Salary Profession

Studies employing a variety of designs have examined the relation-

ship between performance ratings and salary increases. For example,

field studies have found significant positive correlations between per-

formance ratings and salary increases (e.g., Heneman, 1973; Medoff &

Abraham, 1981). Similarly, four experiments using college student sub-

jects found that levels of manipulated job competence were positively

related to reward allocations (Rusbult, Lowery, Hubbard, Maravankin,

& Neises, 1988). A policy-capturing study involving hospital managers

found performance to be a significant variable in all participants' policies

regarding salary raise decisions (Sherer, Schwab, & Heneman, 1987). In

another policy capturing study (Beatty, McCune, & Beatty, 1988) per-

formance was found to be the most important determinant of pay in-

creases, relative to such variables as organizational commitment, need

for achievement, education, and tenure. One limitation of these stud-

ies is that in all cases salary increases were measured at the same time
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as performance ratings (or competence manipulation in the experimen-
tal studies), and thus the causal order between these variables remains
unknown.

In addition to ratings of current performance, perceptions of an in-
dividual's future success or promotability in the organization may serve
as a predictor of salary progression. Medoff and Abraham (1981) ar-
gued that performance ratings and potential for advancement should
be correlated but are not redundant. With a sample of 8,238 managers
and professionals they found that potential for advancement significantly
predicted number of promotions when performance ratings were con-
trolled. Similarly, performance ratings predicted number of promotions
when controlling for perceptions of potential for advancement. These
results indicate the importance of performance ratings and perceptions
of potential or promotability in predicting number of promotions. Given
the parallel between number of promotions and salary progression, we
expect that performance ratings and perceptions of promotability will be
related to salary progression.

Studies have typically investigated either performance ratings or pro-
motability, but have not assessed the relative importance of each in pre-
dicting salary increases. Whether one of the predictors is more im-
portant in explaining the variance in salary progression parallels the
"performance-potential dilemma" that managers often face in making
human resources decisions (Beer, Spector, Lawrence, Mills, & Walton,
1984). Beer et al. (1984) argue that more subjective determinants of
one's effectiveness and longer-range capacity to contribute drive deci-
sions such as compensation in comparison to more immediate assess-
ments of performance. Therefore, we expect that promotability assess-
ments will be more strongly related to salary progression than perfor-
mance ratings.

Hypothesis 6: A manager's performance ratings and perceptions of pro-
motability will be positively related to the subordinate's salary progres-
sion.

Method

Participants

We conducted the study with several major business units of a large
corporation which produces chemicals and machinery. A random sam-
ple of 1,413 exempt employees (referred to as subordinates throughout
this paper) with at least 5 years of tenure with the organization were
selected to participate in the study. The subordinate sample included
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managerial, professional, and technical employees in all functional ar-

eas of the organization (e.g., accounting, manufacturing, sales). A total

of 570 subordinates completed the questionnaire (40% response rate).

Subordinates included in the analyses had worked for their managers an

average of 2 years and 10 months; 86% were males and 95% were Cau-

casian; 0.8% were in general management, 74.7% in line positions (e.g.,

marketing, sales, and manufacturing), and 24.5% in staff positions (e.g.,

finance, human resources, information systems). The subordinates held

professional, technical, and managerial positions. The average age was

48 years old and average tenure with the organization was 16 years and

8 months. The average educational level was a bachelor's degree.

We also collected data from the subordinates' direct supervisors or

managers. Because a few of the 570 participating subordinates reported

to the same supervisor, 505 managers were sent surveys. Questionnaires

were completed by 289 managers (57% response rate). Complete data

were obtained for 247 dyads which was the sample size for all analyses.

The manager sample was 95% male and 98% Caucasian. The average

age for the manager sample was 45 years old and the average tenure

with the organization was 15 years. The average educational level was a

master's degree.

There were no significant differences between the subordinate re-

spondents and nonrespondents in terms of organizational tenure, gen-

der, and performance rating (from company records). Although those

included in the sample had more education in comparison to those not

included in the sample (f = -3.16,p< .01), this effect explained less than

one percent of the variance (r^^ = .007). We were unable to compare

respondents and nonrespondents on salary because these data were not

available for nonrespondents.

Procedures

We mailed the subordinate and manager questionnaires directly to

respondents' homes. A cover letter explained that the purpose of the

study was to examine career-related issues, that participation in the study

was voluntary, and that confidentiality of responses was guaranteed. All

respondents were asked to return completed questionnaires to us. Ap-

proximately 5 weeks later, a follow-up mailing was conducted.

Both questionnaires had an identification number that allowed us to

match subordinate and manager questionnaires, and to match the sub-

ordinates' responses with data from company records. The organization

provided us with salary history, job histoiy, and demographic informa-

tion at the time of the initial data collection as well as salary history 18

months after the initial data collection.
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The data used in this study are from a larger organizational survey

which has served as a basis for one other publication. One paper (Wayne,

Shore, & Liden, 1997) focused on examining perceived organizational

support and leader-member exchange from a social exchange perspec-

tive. The current paper focuses on the role of upward influence tactics

on human resource decisions and the intervening processes. Thus, the

two papers are distinct and differ in terms of their purpose, theoretical

foundation, and variables examined, with the exception of performance

ratings which were included in both studies.

Measures

Influence tactics. Kipnis and Schmidt's (1982) Profile of Organiza-

tional Influence Strategies (POIS) was used to measure the influence

tactics of reasoning, bargaining, assertiveness, and higher authority. The

influence tactic of coalition was not included due to unacceptable relia-

bility. Further, the Kipnis and Schmidt measure of friendliness was not

used because it does not distinguish self-promotion from favor render-

ing. Thus, self-promotion and favor rendering were measured with six

items from Kumar and Beyerlein's (1991) Measure of Ingratiating Be-

havior in Organizational Settings (MIBOS). We selected MIBOS items

that had high loadings on appropriate factors in a factor analysis re-

ported by Kumar and Beyerlein (1991). Prior evidence of the validity

and reliability of the influence measures are provided in Kipnis, Schmidt,

and Wilkinson (1980) and Kumar and Beyerlein (1991). For all of the

influence tactics, subordinates indicated how frequently they used each

of the tactics on a scale ranging from never (1) to always (7). Based on

the results of a principal components analysis, the influence variables

were created by summing the appropriate items. The reliabilities were

.75 for reasoning, .76 for bargaining, .73 for assertiveness, .67 for higher

authority, .75 for self-promotion, and .72 for favor rendering.

Interpersonal skills. Based on discussions with upper-level human re-

source executives and interviews with eight upper-level managers, we

identified interpersonal skills such as communication and leadership

skills that were appropriate for our sample. We then adapted eight items

(with Permission from Personnel Decisions, Inc.) from skill definitions

from the Management Skills Profile, The PROFILOR®, and The Exec-

utive Success Profile (copyrights 1982,1991, and 1993, respectively). In-

terpersonal skills were assessed by managers and their responses, scaled

poor (1) to outstanding (7), were summed (alpha = .90).

Liking. Liking was measured by three items from Wayne and Ferris

(1990) such as "I think this employee would make a good friend." Man-



992 PERSONNEL PSYCHOLOGY

agers responded on a 7-point scale ranging from strongly disagree (1) to

strongly agree (7) (alpha = .80).

Perceived similarity. Three items, such as "This employee and I are

alike in a number of areas," were used to measure the manager's per-

ceptions of the subordinate's similarity to the manager (Turban & Jones,

1988). Managers' responses to the items were sc?L\&d strongly disagree (1)

Xo strongly agree (7) (alpha = .81).

Performance ratings. The manager rated the subordinate's perfor-

mance on six items. Two of the performance rating items were from

Tiui (1984): "Overall, to what extent has this employee been perform-

ing his/her job the way you would like it to be performed?" and "If you

entirely had your way, to what extent would you change the marmer in

which this employee is performing his/her job" (reverse scored). Two

items were adapted from Heilman, Block, and Lucas (1992): "All in all,

this employee is very competent" and "In my estimation, this employee

gets his or her work done very effectively." We developed two additional

items: "Overall, to what extent has this employee been effectively fulfill-

ing his/her roles and responsibilities?" and "Rate this employee's overall

level of performance." All items were coded on a 5-point scale (alpha =

.90).

Promotability assessments. The manager assessed the promotability

of the subordinate by responding to four items that we developed; "This

employee will probably not be promoted to a higher level position at (or-

ganization name)" (reverse scored), "It would be best for (organization

name) if this employee was not promoted from his/her current level dur-

ing the next 5 years" (reverse scored), "I believe that this employee h ^

what it takes to be promoted to a higher-level position," and "If I had to

select a successor for my position, it would be this employee." Managers

responded on scales ranging from strongly disagree (1) to strongly agree

(7) (alpha = .87).

Salary progression. Salary progression was defined as the percentage

increase in salary from the time the survey data were collected to 18

months later. These data were obtained from company salary records.

Results

Development and Validation of Measures

Before testing the hypotheses and the overall hypothesized model,

we conducted analyses in order to create a refined set of valid mea-

sures. A three-step approach was used to examine the influence tac-

tics measure, which was examined separately from the endogenous vari-

ables. Because we combined items assessing six influence tactics from
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two different measurement instruments, whose dimensionality had not

been well studied, and because there was reason to expect some overlap

in item content across the various items composing the scales, we ap-

plied an exploratory approach to data reduction of the influence items.

Thus, principal components analysis was used because it imposes fewer

assumptions about the underlying structure of the data. First, the factor

structure for the influence items was examined with a larger sample {N

= 463) which included employees who had participated in the study but

whose supervisors did not participate. The results of a principal com-

ponents analysis with oblique rotation indicated that five items from the

POIS measure (Kipnis & Schmidt, 1982) loaded on the wrong factor,

loaded on more than one factor, or had loadings of less than .40. After

deleting these items, the remaining 20 items were submitted to a prin-

cipal components analysis. There were no mixed loadings and all items

loaded above .40 on their intended factors. Second, the factor structure

for the reduced set of 20 items were then examined with the sample (Â  =

247) used to test the hypothesized model. The items were submitted to a

principal components analysis with oblique rotation, setting the number

of factors to six. The results indicated that all of the eigenvalues were

greater than 1.0 and accounted for 64.4% of the variance. All items had

loadings of .40 or greater and loaded on the intended factors.

The 24 items measuring manager perceptions of skills, liking, per-

ceived similarity, performance, and promotability of subordinates were

submitted to principal components analysis with oblique rotation (due

to expected intercorrelations between variables). Five factors emerged

with eigenvalues greater than 1.0 and accounted for 69.1% of the vari-

ance. All items loaded above .40 on their intended factor and there were

no mixed loadings.

Means, standard deviations, and intercorrelations among the vari-

ables are presented in Table 1. For the influence tactics, the zero-order

correlations indicated that reasoning was positively related to interper-

sonal skills and performance ratings. Assertiveness was positively re-

lated to promotability assessments and higher authority was positively

related to perceived similarity and promotability assessments. Finally,

favor rendering was positively correlated with interpersonal skills, lik-

ing, and perceived similarity.

Structural Equation Modeling

Structural equation modeling was used to examine the hypothesized
model. We used single indicators based on scale values for each vari-
able and corrected for random measurement error because of the large
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number of variables and parameter estimates included in the model. Us-

ing a single-indicator approach, the hypothesized model consisting of 19

path estimates was tested with a sample of 247, resulting in a sample size

to estimated parameter ratio of 13, which exceeded the recommended

minimum ratio of 5 (Bentler, 1985). It would not have been possible to

meet the recommended minimum using a multiple-indicator approach.

In order to further assess the appropriateness of a single-indicator

approach, we submitted each scale to a principal components analysis as

advocated by Anderson and Gerbing (1988). The items for each variable

were submitted to a principal components analysis with varimax rotation.

For each variable, one factor emerged with an eigenvalue greater than

1.0. Further, all loadings were above .40 (results can be obtained from

the authors). These results provide support for our decision to use a

single-indicator approach. We adjusted for measurement error in the

scale values, by setting the path from the latent variable to the indicator

to the square root of the scale reliability. The error variance was set

equal to the variance of the scale value multiplied by 1.0 minus the

reliability (Hayduk, 1987; Joreskog & Sorbom, 1989). It was assumed

that salary progression was measured viathout error; for this variable,

the path from the latent variable to the indicator was set at one and the

error variance was set at zero.

To test the structural model, a covariance matrix was used as input

to LISREL 8.12 (Joreskog & Sorbom, 1993). The exogenous variables

were assumed to be intercorrelated. Because prior research has not

been able to determine causality between liking and perceived similsirity

(Byrne, 1971), a causal link was not examined. However, we estimated

a parameter corresponding to the noncausal relationship between liking

and similarity by allowing their disturbance terms to covary (Frone, Rus-

sell, & Cooper, 1992). When the hypothesized model was modified by

replacing the correlated disturbance terms with a causal path from per-

ceived similarity to liking, the results were very similar to those for the

hypothesized model.^

Figure 2 provides the maximum likelihood estimates of the hypoth-

esized model. Among the upward influence tactics, subordinates who

reported using reasoning more frequently received higher assessments

of their interpersonal skills by their managers, providing support for Hy-

pothesis la. Supporting Hypothesis lb, bargaitiing and self-promotion

^though perceived similarity and liking are significantly correlated (.57), they are not
correlated so highly as to be redundant with one another. According to McNemar (t969),
with perceived similarity and liking correlated .57 and perceived similarity correlated with
a third variable .20, the possible range of correlations for liking and that same third variable
is from -.69 to .92. This suggests that a correlation of .57 does not indicate redundancy.
Furthermore, the results of the principal components analysis revealing two factors for
liking and perceived similarity provide another indication of discriminant validity.
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were negatively associated with assessments of interpersonal skills. How-

ever, contrary to Hypothesis lb, assertiveness was positively associated

to managers' assessments of skills. Consistent with Hypothesis 2a, fa-

vor rendering was positively related to liking. However, Hypotheses 2b

and 2c were not supported as self-promotion and higher authority were

not related to liking. Favor rendering was positively related to similar-

ity, supporting Hypothesis 3a, but Hypothesis 3b was not supported as

self-promotion was not related to similarity.

Examining the relationships among the endogenous variables indi-

cated that managers' liking of and perceived similarity to the subordi-

nate were related to assessments of interpersonal skills. In terms of the

variables related to performance ratings, subordinates who were rated

higher on interpersonal skills also received higher performance ratings.

Perceived similarity, but not liking, had a significant path to performance

ratings providing partial support for Hypothesis 4. Similarly, interper-

sonal skills and perceived similarity were positively related to promota-

bility assessments, but liking was not significantly related to promota-

bility. Performance ratings also was positively related to promotability

assessments. Thus, Hypothesis 5 received partial support. Finally, in

partial support for Hypothesis 6, promotability assessments, but not per-

formance ratings, was positively related to salary progression.

The fit statistics for the hypothesized model indicate the degree to

which the model fits the data. The chi-square was 32.654 {df = 30, p

- .338), indicating a good fit between the data and the model. The fit

indices for the overall model were: goodness of fit index = .979, adjusted

goodness of fit index = .945, normed fit index = .964, non-normed fit

index = .993, and comparative fit index = .997. All of the fit indices

were above .9, suggesting that the data fit the proposed model very well

(Medsker, Williams, & Holahan, 1994).

In addition to the direct effects, reasoning, bargaining, assertiveness,

and favor rendering had significant indirect effects on performance rat-

ings (.09, - .09, .10, .26, respectively) and promotability assessments (.09,

- .09, .10, .16, respectively). Reasoning, assertiveness, and favor render-

ing were positively related whereas bargaining was negatively related to

these outcomes. Although these relationships were stafistically signifi-

cant, the relationships were extremely weak. In addition, none of the

infiuence tactics had significant indirect effects on salary progression.

Tests of Alternative Models

The hypothesized model was compared to a series of nested models

through sequential chi-square difference tests (Anderson & Gerbing,

1988). First, the hypothesized model was compared to an unconstrained
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model where one or more parameters constrained in the hypothesized
model are estimated. If the chi-square difference for these two models is
not significant, the theoretical model is accepted due to the preference
for parsimony (Anderson & Gerbing, 1988; Williams & James, 1994).
The first unconstrained model examined whether influence tactics are
directly related to performance ratings, promotability assessments, and
salary progression. Thus, paths from each of the influence tactics to
performance ratings, promotability assessments, and salary progression
were added. The chi-square for this model was 15.385 {df = \2,p - .221)
and the chi-square differenee was 17.269 with 18 degrees of freedom
which was not significant. A second unconstrained model examined
included adding a path from higher authority to perceived similarity.
The chi-square for this model was 31.683 {df = 29, p = .334) and the
chi-square difference was 2.96 with 2 degrees of freedom which was not
significant. A third unconstrained model examined consisted of adding a
path from favor rendering to interpersonal skills. The chi-square for this
model was 32.648 {df -29,p = .292) and the chi-square difference was
1.991 with 2 degrees of freedom which was not significant. The results
of the unconstrained models suggest that adding these linkages to the
hypothesized model does not significantly add to the explanatory power
of the model. Given the preference for parsimony, the hypothesized
model was preferred to the unconstrained model (Anderson & Gerbing,
1988).

The second test is to compare the hypothesized model to a con-
strained model, meaning that one or more of the paths in the theoretical
mode] are removed from the model or set equal to zero. For the con-
strained model, the following paths in the hypothesized model were con-
strained to zero: liking to performance ratings, liking to promotability
assessments, perceived similarity to performance ratings, and perceived
similarity to promotability assessments. Thus, the constrained model
suggested that liking and perceived similarity are related to interper-
sonal skills which, in turn, is related to performance ratings, promota-
bility assessments, and salary progression. The change in chi-square be-
tween the hypothesized model and the constrained model reflects the
effect of removing those paths and thus is a test of their significance to
the model. The chi-square for the constrained model was 50.974 {df =
34, p < .05) and the chi-square difference between the constrained and
hypothesized model was 18.32 with 4 degrees of freedom which was sig-
nificant (p < .01). Thus, the hypothesized model is preferred over the
constrained model (e.g., Anderson & Gerbing, 1988). Finally, the hy-
pothesized model was compared to the structural null model. The struc-
tural null model is where all parameters relating the constructs to one
another are constrained to equal zero. The chi-square for the null model
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was 566.415 {df = 50, p < .001) and the chi-square difference was 533.761
with 20 degrees of freedom which was statistically significant {p < .01),
indicating that adding the links as proposed in the hypothesized model
significantly improved model fit. In summary, the tests of the nested
models provide support for the hypothesized model.

Discussion

Our proposed model suggested that influence tactics impact human
resource decisions by affecting managers' perceptions of the subordi-
nate's interpersonal skills, manager liking of the subordinate, and man-
agers' perceptions of similarity to the subordinate. Although several
linkages in the model were supported, the overall results indicated that
employee influence tactics were not related to human resource deci-
sions.

Model Linkages and Contributions

The results indicated that several subordinate influence tactics were
related to managers' perceptions of subordinates' interpersonal skills.
Specifically, subordinates who reported using reasoning received higher
interpersonal skill assessments from their managers whereas subordi-
nates who used bargaining and self-promotion tactics received lower in-
terpersonal assessments from their managers. However, contrary to our
prediction, subordinates who used assertive tactics were considered, by
their managers, to have higher interpersonal skills. Overall, these results
provide support for a positive relationship between subordinate influ-
ence tactics and managers' assessments of subordinates' interpersonal
skills.

The positive relationship between assertiveness and interpersonal
skills contradicts prior research that has found a negative relationship
between assertiveness and outcomes such as performance ratings (Kip-
nis & Schmidt, 1988) and promotability assessments (Thacker & Wayne,
1995). One possible explanation for this finding may be that the man-
agers and subordinates who participated in this study were primarily
Caucasian and male. Carli (1989) found that men interacting with other
men tended to be concerned with task issues and expressed disagree-
ments whereas men interacting with females or females interacting with
either males or females did not behave in this way. Carli concluded
that "subjects' behavior is affected by their partners' gender" (p. 573).
Further, Raggins and Sundstrom (1989) argued that in male-typed jobs,
managers may value stereotypically masculine behaviors such as force-
fulness and dominance. Given that both our manager and subordinate
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samples were predominantly male along with the prevalence of male-

typed jobs (e.g., chemical sales, agricultural sales, research and develop-

ment, and engineering), the managers may have perceived assertiveness

as a desirable quality and expected assertive behaviors. Therefore, the

use of such tactics may signal to the manager that the subordinate pos-

sesses the appropriate interpersonal sldlls for the position.

As expected, favor rendering was positively related to managers' lik-

ing of subordinates. If an individual receives favors from another per-

son, the individual finds it more cognitively satisfying to like the person

rather than dislike the person {Heider, 1958). Although we expected

that subordinates' appeals to higher authority would be negatively re-

lated to managers' liking of subordinates, there was no relationship be-

tween this tactic and liking. One explanation may be similar to that dis-

cussed above regarding the relationship between the use of assertiveness

and the manager's assessment of interpersonal skills. The use of appeals

to higher authority might be considered ambitious and dominating which

are considered male stereotypical traits (Raggins & Sundstrom, 1989).

Favor rendering also was positively related to managers' perceptions

of similarity to subordinates, as predicted. This represents a logical ex-

tension to the finding that liking and perceived similarity are highly cor-

related (Byrne, 1971; Liden et al., 1993). Although indices of similarity

between supervisor and subordinate have been included in previous re-

search (Ferris et al., 1994), these have tended to focus on demographic

rather than perceived similarity (cf. Wayne & Liden, 1995).

The intermediate linkages of liking, perceptions of subordinate's in-

terpersonal skills, and perceptions of similarity were all hypothesized to

demonstrate significant links to performance ratings and promotability

assessments. Assessments of subordinate interpersonal skill and per-

ceived similarity demonstrated significant and positive links with both

performance ratings and promotability assessments, but liking showed

no significant links to either of these outcomes. These results should

be interpreted with caution given that these variables were all measured

from the same source (i.e., manager).

Finally, our hypothesis regarding salary progression was partially

supported; promotability assessments, but not performance ratings, was

significantly related to salary progression. However, this result supports

the contention of Beer et al. (1984) that an individual's potential rather

than current performance is a stronger predictor of salary progression.

Other factors, such as salary increments based on seniority or position in

the pay range, may also explain the lack of relationship found between

performance ratings and salary progression.

The present study extends previous research on upward influence in

several ways. First, this study goes beyond previous research which was
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limited to simple direct associations between influence tactics and out-

comes (Kipnis & Schmidt, 1988; Thacker & Wayne, 1995), and broadens

the perspective by including potential intervening variables. By focusing

on the three intermediate linkages of liking and assessments of interper-

sonal skills or competence and similarity suggested by Ferris and Judge

(1991), the present study not only examined whether influence tactics

affect human resource decisions but also examined the underlying pro-

cesses. Previous attempts to model human resource decisions, which

have focused almost exclusively on performance evaluation, have typi-

cally included only liking as a potential intermediate linkage in the model

testing (Ferris et al,, 1994; Judge & Ferris, 1993; Wayne & Ferris, 1990).

However, without other potential intermediate linkages included, such

models were incomplete. Second, the present study has taken account

of the interconnectedness of many human resource decisions by exam-

ining performance evaluation, promotability, and salary progression in

the same model. Third, whereas much of the previous work in this area

has utilized a limited set of employee influence tactics (e.g., Ferris et al.,

1994; Wayne & Ferris, 1990; and Wayne & Liden, 1995 examined only

ingratiation and self-promotion tactics), the present study investigated a

broader set of tactics.

Our focus on the indirect effects of upward influence tactics on per-

formance ratings, promotability assessments, and salary progression is

consistent with theoiy which has stressed that influence tactics operate

on target perceptions of the agent (Jones & Wortman, 1973; Wortman

& Linsenmeier, 1977), When influence tactics lead to positive target re-

actions, such as affect or favorable attributions, agent outcomes may in

turn be affected. Although we found significant relationships between

influence tactics and managers' perceptions of subordinates' interper-

sonal skills, manager liking of the subordinate, and managers' percep-

tions of similarity to the subordinate, only 3 of the 18 simple correlations

between influence tactics and outcomes were significant.

One reason for the lack of significant effects between influence tac-

tics and human resource decisions is the existence of additional inter-

vening variables, such as target detection of an ulterior motive or target

susceptibility to influence attempts, that were not included in our model.

Another possible cause is that we assessed agent reports of the frequency

with which they used influence tactics. Equally important, yet difficult

to measure, is the effectiveness or quality of the way in which the agent

executed the influence attempts. For example, if two individuals report

the same frequency with which they use an influence tactic, but one in-

dividual is much more adept at using the technique, target reactions will

probably be more positive for the agent who is more skilled at using the
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technique. Failing to account for the "quality" of the influence attempt

may have introduced error.

Limitations and Future Research Directions

Despite the noted contributions, the present study is not without lim-

itations. One limitation is that employee influence tactics were assessed

based on subordinate self-reports, which potentially can introduce dis-

tortion through self-serving bias. Future research is needed that assesses

influence tactics from independent sources such as peers. A second lim-

itation of this study is that causality could not be determined due to the

cross-sectional nature of the data. Longitudinal research is needed in

order to examine the causal linkages proposed in the model. A third lim-

itation is that the majority of the participants in the study were male and

Caucasian. Thus, additional research is needed to determine whether

the results of this study are replicated with a more diverse sample. Fi-

nally, although data were collected from both subordinates and their su-

periors, the paths from interpersonal skills, liking, and perceived sim-

ilarity to performance ratings and promotability assessments involved

variables based on manager reports. Thus, the stronger relationships

among variables assessed from the same source suggest that common

method variance may be a problem. However, there are reasons other

than data source for higher correlations among some variables in the

model in comparison to others. For example, we might expect the spe-

cific types of influence tactics to be intercorrelated. Similarly, differ-

ent manager ratings of the same subordinate such as performance rat-

ings and promotability assessments should be positively related (Cooper,

1981).

TTie next step for research in this area would be to longitudinally in-

vestigate the selection and effectiveness of different employee influence

tactics over time as they affect career progress, specifically performance

evaluation and promotions (e.g., Wayne & Liden, 1995). Included in

such models, in addition to influence tactics, should be personality vari-

ables which will permit the assessment of dispositional effects. Kilduff

and Day (1994) demonstrated main effects of self-monitoring on career

mobility, and Fandt and Ferris (1990) showed that high self-monitors

tended to make greater use of influence tactics under certain conditions.

If we can identify personality variables which might relate to one's per-

ceptiveness and skill at using influence tactics at appropriate times, it

would be useful to include such variables in models of human resource

decisions. Ferris, Fedor, and King (1994) have proposed a conceptu-

alization of managerial behavior which includes political skill as a key

variable relating to the effective use of influence tactics and subsequent
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career success. However, more precise definition of the political skill
construct is needed before incorporating it in human resources decision
models.
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